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Executive Summary

Summary Report

Purpose
The Healthy Communities Coalition (HCC) of Eagle County is working to foster health among all
residents in Eagle County. A key initiative of the HCC is Plan4Health Project, a one year grant the
Coalition received from the American Planning Association and the American Public Health
Association, which is focused on identifying how partners throughout Eagle County can promote
healthy eating and active living (HEAL) through local government policy and collaboration. An
important component of fostering a healthier community is the local government working with
the public to build support for policy and programs that enhance community health and to
inspire healthier individual behaviors. In the fall of 2016, Healthy Communities Coalition (HCC)
contracted Del Corazon Consulting (DCC) to conduct key informant interviews to identify
opportunities for strengthening public involvement and collaboration across the region.

Findings
The results of the interviews were grouped into four thematic areas that revealed current
conditions and ideas for improvements for Public Engagement, Collaboration, HEAL, and Data.

Public Engagement
Overall, regional governments believe in principles of community engagement but recognize
there are limits to local capacity. Staff expressed a desire to be more effective at working with
the public. Suggestions from interviewees for improving public engagement included providing
more time to work on engagement, providing access to resources on engagement techniques, or
utilizing consultants who bring expertise and extra capacity to specific projects.
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All local governments expressed a desire to reach out beyond the usual suspects to better
include the diversity represented in the region. Increasing the capacity of planning departments
for conducting public engagement will help. However, to engage the Hispanic and Latino
population, a demographic group that has been most challenging to engage, requires more than
a set of new tools and a translator. It requires increasing the cultural competency of local
governments, organizations, staff and community members. Cultural competency goes beyond
simply recognizing there are different cultural norms. It includes building the skills and attitudes
in the organizations so that they can support bringing different cultures into the dialogue to
effect policy outcomes. To create a bridge between new community leaders and the local
governments, local government and agencies need to act internally to adjust how they think
about their engagement approach and build a culture of inclusivity.

Collaboration
In general, there is a perception that collaboration
continues to improve in the region. However, three key
challenges to collaboration in the region were identified.




At the local government level, there are perceptions of
inequality between communities with regards to
available resources and power. Participants who
engage in these regional efforts do not feel equally
valued.
The power imbalance translates into investment
inequity and a focus on the urbanizing core of the Eagle
River Valley.
There are a lot of collaborative efforts between
agencies, local governments, and non-profits that
demand time and resources. The key message
delivered was “let’s work smarter, not harder”.

Healthy Eating and Active Living (HEAL)
As an active mountain region, HEAL aligns strongly with
local values. Key challenges and opportunities to advancing
HEAL goals include:










Health is directly affected by social determinants such
as income and ethnicity. While there is a great deal of
focus on physical infrastructure, there is less of a focus
on equity.
There is not a unifying theme or message across the
region regarding HEAL.
There are capacity gaps across the region for
supporting HEAL programming that need to be
addressed.
Active Living strategies are better understood than
Healthy Eating. Learning how the HCC and Plan4Health
grant can support individual healthy lifestyle choices
should be explored.
We should work together to better share our individual
expertise to advance HEAL across the region.
We should create a shared vision clarifying what we
want to achieve and how identified strategies will
achieve desired conditions.
The HCC should create a regional community health or
action plan that can be adopted by all jurisdictions.

Ideas to
Improve
Public
Engagement
Targeted and more
personalized dialogue
with stakeholders.

Tactical Urbanism – Try It
Before You Buy It.
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Have an Established
Approach to Engagement.
Make It Easy & Fun!
Get the Younger
Population On-Line and at
School.
Communicate a Clear &
Unified Message.
Engage People In
Discussions About the
Future and Make Planning
Relevant.
Engage Consultants with
Specialization in Public
Engagement.
Demonstrate We Get
Things Done.
Engage in Regional
Collaboration that Is
About Equal Partnerships.

Design Workshops that
Help Visualize Livability.
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We should use the policy analysis to prioritize actions to sustain livability momentum.

Data
The Plan4Health grant project team and other community organizations are interested in a
dashboard that can track public health indicators and help the organizations adjust programming
to better achieve goals. A dashboard would also allow for data to be more easily shared
preventing duplication of data collection such as community assessments and surveys.
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When asked about the role and need for data, interviewees held two very different viewpoints.
One view, held by local jurisdictions, was that data is a tool for collecting community input. The
other view was held by organizations focused on health and viewed data through a monitoring
and evaluation lens to determine if public health indicators were trending positively. People
were not completely clear about how data sharing can benefit everyone, what data can be
shared that would be valuable to the region, what opportunities exist for collaborating on data
collection to reduce redundancies, and what information can be tracked to prove success.

Recommendations
DCC developed recommendations for the HCC and partners to discuss as potential next steps.
These recommendations are offered as possible next steps to enhance collaboration, build
capacity, and clarify desired actions related to the topics of HEAL, livability, and public
engagement.

1. Create a Shared Vision and/or Results Framework.
Results frameworks are used in program design and evaluation to illustrate the desired
changes in community conditions resulting from programmatic actions.

2. Conduct Collaboration Self-Assessments.
Collaboration is viewed positively in the region, but increasing the effectiveness of
collaborations was desired. As organizations, collaboratives across the region should take
time to reflect on their operations, structure and purpose to ensure they are functioning as
effectively as possible.

3. Conduct a Community Network Analysis.
Effective outreach and engagement are dependent upon the quality of information available
about target audiences. A Community Network Analysis is a group exercise to thoroughly
identify and map community stakeholders and networks.
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4. Build Capacity for Public Engagement.
There is a desire by staff for additional knowledge and skills to increase public engagement
in local decision making. Professional development, a community task force, and

commitment of resources, and buy in by leadership would increase public engagement in
the region.

5. Assess Need for Health Equity Lens.
An individual’s health is greatly affected by socio-economic factors such as where they live,
employment opportunities, access to transportation, education and a safe environment.
While the region has embraced livability whole heartedly, it demonstrates less commitment
so far to equity. The Eagle County region would benefit from creating a greater
understanding of equity and applying an equity lens to HEAL activities to ensure that socioeconomic factors are being considered.

While active living has been embraced by governments due to its consistency with the active
outdoor lifestyle and livability, there is less of an understanding of how healthy eating can
be supported. HCC should create learning opportunities about how local government can
support healthy eating goals.

7. Enhance Cultural Competency and Inclusivity.
Like the rest of the United States, Eagle County’s demographics are diversifying. Local
governments and agencies would greatly benefit from creating more culturally competent
organizations through training and structural changes. Activities might include training staff
in cultural competency, reducing language barriers, empowering new community
leadership, and fostering a culture of inclusivity.
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6. Expand Understanding of Healthy Eating Strategies.

8. Enhance Regional Communication Strategies.
A shared communication strategy could help advance shared HEAL goals, promote specific
campaigns, and support building a regional identify.

9. Create a Regional HHC, HEAL, or Community Health Action Plan.
Partners across the region are eager to align efforts for impact, but are unclear what actions
to take and what collective impact they are trying to achieve. A plan – whether strategic,
action, or health – was desired to clarify goals and activities.
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Research
Results
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Project Purpose
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The Healthy Communities Coalition (HCC) of Eagle County is
working to foster health among all residents in Eagle County. A
key initiative of the HCC is the Plan4Health grant which is focused
on identifying ways partners throughout Eagle County can
promote healthy eating and active living (HEAL). The link between
public health and the built environment is well documented. The
quality of the physical environment impacts an individual’s level of
physical activity, exposure to pollutants, how connected they feel
to their community, food choices, and feelings of safety. Building
healthier communities has been a focus across the country in
trying to combat the United States worsening health indicators.
Taking a more holistic view of the interrelated factors that
contribute to poor health and health inequity, a community can
impact health outcomes by acting to improve recreation, multimodal transportation, food systems, economic development,
housing choices, and the environment.
A key component of fostering a healthier community is local
government working with the public to build support for policy
and programs that enhance community health and to inspire
healthier individual behaviors. Through outreach and
engagement, agencies and government can keep the public
informed about accomplishments, involve them in decision
making, and building support for policy action. The Healthy
Communities Coalition (HCC), via Eagle County Public Health and
Environment, hired Del Corazon Consulting to assess public
engagement strengths and weaknesses. The purpose of this
project was to assess the status of how the municipalities and
county government in Eagle County involve the public and identify
opportunities for strengthening public engagement in the region.

Healthy
Communities
Coalition
The coalition facilitates
and empowers the
community into action
for lifelong wellness
through healthy eating
and active living.
The coalition brings
community members,
professionals,
organizations and
advocates together with
the goal of building a

healthier Eagle County.
The coalition specifically
champions projects that
support healthy eating
and active living by
encouraging community
collaboration to achieve
the greatest impact
possible.

Research Methodology
To conduct this assessment, the consultant conducted 11 semi-structured interviews with
individuals and groups from 5 towns, the County, and 2 non-profits. These individuals were
identified by the Healthy Communities Coalition because of their work engaging the public in
community activities.












A primary purpose of the Plan4Health grant is to connect public health outcomes
(obesity, longevity, morbidity, etc.) to community planning policies that promote a
healthier lifestyle. If your region was successful in doing this, what would success look
like for you?
What are your goals for reaching out to the public? Why do you do it - what do you hope
to achieve?
How has your agency involved the public in the past?
Is there a specific project or example of a success where you feel where you effectively
engaged the public?
What challenges has your agency had with public engagement?
What would you like to be doing differently than you are currently doing with public
engagement?
How do you think the Plan4Health grant might support your efforts to involve the public
to achieve HEAL goals?
What would help to enhance collaboration across the region on these goals?
For HEAL related projects, what kind of data would inform decision making? Is there
information about health and active living conditions in your community that you would
find useful?
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Each interview followed a standard format that asked about the following questions:

Interviews were recorded and transcribed. Comments were entered into an Excel spreadsheet
and coded by comment category, location, agency type, and interviewee. Data within each
comment category was further sorted and additional themes emerged that form the content of
this report’s findings.

Summary of Findings
A summary of the findings for the four thematic areas is presented below.

Public Engagement
The Eagle County region has more capacity for achieving healthy eating and active lifestyle goals
than many other non-metropolitan counties in the West. The local governments hold
community participation in high regard and believe strongly in advancing the livability of the
region. While they believe in participation, there is a greater reliance on one-way
communication focused on informing the community than there is utilizing two-way
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communication such as dialogues and collaborative problem solving. This was true across all the
local governments regardless of the size of the government and number of staff.
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Each community could identify projects that demonstrated higher capacity for engagement and
articulate the perceived value in engaging the community earlier and more frequently in
discussions about development. Staff expressed a desire to be more effective at working with
the public, but acknowledge they are limited from conducting additional community outreach by
limited staff and time availability, tight budgets, and lack of knowledge of a wider variety of
engagement techniques. Suggestions from interviewees for improving public engagement
included providing the time to work on engagement, providing access to resources on
engagement techniques, or utilizing consultants who bring expertise and extra capacity to
specific projects.
All the local governments expressed a desire to reach out beyond the usual suspects to better
include the diversity represented in the region. Given that 30% of Eagle County’s population is
comprised of Hispanics and Latinos, there is an acute understanding that this population is not
equally represented within community participation and is the most challenging to reach. Local
governments are struggling with overcoming language and cultural barriers which are preventing
building solid relationships between new residents and their government.
However, to engage this population requires more than a set of new engagement tools and a
translator. It requires increasing the cultural competency of local governments, organizations,
staff and community members. Cultural competency goes beyond simply recognizing there are
different cultural norms. It includes building the skills and attitudes in the organizations so that it
can support bringing different cultures into the dialogue to effect policy outcomes. Different
cultures can be challenged by the dominant American leadership and communication styles that
can appear very individualistic and confrontational. Many other cultures value a more collective
style of leadership.
To bring in these new voices will require building new relationships in the community between
new residents and government officials. The region is fortunate to have projects focused on
building these types of relationships and supporting community empowerment. These projects
are working to build leadership skills and confidence in community leaders in the Hispanic and
Latino neighborhoods where these leaders become the bridges between their neighborhoods
and the rest of the community. To support these types of projects, the local governments and
agencies need to act internally to adjust how they think about their engagement approach and
begin to build more inclusive organizational cultures.
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While engaging the Hispanic and Latino population was identified as the most challenging
demographic group to reach, engaging renters, younger people, second homeowners and
families was also identified as a goal. Expanding knowledge of the engagement toolbox,
particularly web-based tools, offers some great opportunities to increase participation within
these targeted demographic groups.

Collaboration
There is unanimous recognition that collaboration is necessary to get things done efficiently and
to maximize impact. Relationships are viewed as the glue that holds collaboratives together.
When insufficient time is dedicated to fostering and strengthening these relationships,
collaborative efforts suffer the consequences.
There are currently three key challenges to collaboration in the region.

Second, this power imbalance translates into investment inequity. There is a keen understanding
by the smaller communities that they do not bring many resources to the table. They are
grateful for the support they get, but also feel that the lens through which investments are
prioritized is skewed towards continuing to make more investments in the urbanized core of the
County where the population is concentrated. While this creates greater depth of impact, the
smaller communities suggest there are opportunities to also think the breadth of investments in
the region. A single investment in a smaller community can have significant impact on the
quality of life of residents.
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First, at the local government level there are perceptions of inequality between communities
with regards to available resources and power. Participants who engage in these regional efforts
do not feel equally valued. The County and the Town of Vail have a larger pool of resources and
are larger agencies. Thus, they have significant influence over other communities who would like
to be viewed more equally and be more engaged in collaborative decision making. This power
imbalance inadvertently affects the success of projects like Plan4Health grant because it is
perceived as being driven by the County.

Finally, there are a lot of collaborative efforts between agencies, local governments, and nonprofits. These all demand time and effort from staff. There was an expressed concern that the
collaboratives have an overreliance on all the same people and are not necessarily using
resources effectively. The key message was “let’s work smarter, not harder”.

HEAL
While it is very clear that there is political and community support for advancing livability across
the region, there is not a unified vision for what advancing healthy eating and active living
(HEAL) will achieve. When asked about large scale impact, no specific impact or long term level
changes were articulated except general references to being a healthier community. At the
outcome level, there was more concrete desired outcomes identified such as increasing access
to health care, more regionalism, more equitable distribution of assets, and a better
development pattern. Interviewees mostly identified metrics that demonstrate tangible outputs
such as presence of safe routes, accessibility of gardens, and increased participation in
community activities. To achieve HEAL, it would be extremely beneficial to create a shared vision
for what the community wants to achieve and how identified strategies will achieve desired
changes in community conditions.

9

Challenges to advancing HEAL goals were grouped into five themes.
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First, health is directly affected by social determinants such as income and ethnicity.
While there is a great deal of focus on physical infrastructure, the HCC and Plan4Health
grant project have less of a focus on equity.
Second, there is not a unifying theme or message across the region. There was
agreement that while people may reside in one location in the County, they work and
play across the region. There was significant interest in creating a more unifying
message that acknowledges the interdependence amongst communities. In trying to
support HEAL, having one consistent message instead of multiple independent
messages would likely have more impact.
Third, there are capacity gaps across the region in supporting HEAL programming that
need to be addressed. While a decision may be made at the top, the front-line workers
need to be informed and provided the support to carry out project level efforts.
Fourth, financial barriers to participation in HEAL activities by lower income residents is
significant and needs to be addressed.
Lastly, while active living has received a lot of support due to its consistency with
livability and the recreation oriented lifestyle in Eagle County, healthy eating is
perceived as a less important goal for local government.

Interviewees made some recommendations for how to better support HEAL goals. First, a shared
vision supported by a communication strategy would greatly simplify and enhance efforts to
promote HEAL. Second, continue to build on successes. A policy analysis conducted as part of
the Plan4Health grant has identified many opportunities for the region that should be prioritized
and supported. The region has momentum and should continue to leverage investments. Third,
there is a lot of local knowledge and skill, but it is not distributed equally across the jurisdictions.
Staff should work together to better share expertise when needed to advance HEAL regionally.
Fourth, addressing personal health in HEAL requires learning how the HCC and Plan4Health grant
can support individual choices without creating a perception of government overreach. Finally, a
long-term action plan would benefit regional support for common goals and enhancing
collaboration. Instead of working as individual jurisdictions and hoping it adds up to something,
HCC should create a regional community health plan that can be adopted by all jurisdictions and
align all the partners’ efforts.

Data
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Evidence plays an important role in understanding whether interventions are achieving desired
health outcomes or not. The Plan4Health grant project team and other organizations are
interested in a dashboard that can track public health indicators and help organizations adjust
programming to better achieve public health related goals. A dashboard would allow for data to
be more easily shared, preventing duplication of data collection efforts such as assessments and
surveys.

When asked about the role and need for data, interviewees held two very different viewpoints.
Their viewpoint was influenced by the professional positions they held. If a person worked more
on the communication side of things, data was viewed at the local jurisdictional scale and was
thought of primarily as a tool for collecting community input. Others viewed it through a
monitoring and evaluation lens to determine if public health indicators were trending positively.
This view was held by public health and nonprofit professionals.

People were interested in learning how data can benefit everyone, what data can be shared that
would be valuable to the region, what opportunities exist for collaborating on data collection to
reduce redundancies, and what information can be tracked to prove success.

Detailed Findings: Challenges and Opportunities
The detailed findings for the four thematic areas are presented below. It includes not only the
overarching categories but summaries of comments provided during interviews.
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There was a lot of agreement that there is a tendency to over survey and over study the
community. Surveys, whether coming from the local government to identify concerns and
priorities or from agencies conducting more in-depth assessments, where viewed as the tool
used the most. There was an expressed fear this is creating participation fatigue with people
bombarded with requests followed by lack follow up communication or demonstration of how
community participation mattered.

Public Engagement
1. We Believe in Principles of Community Engagement. However, We Do More
Outreach than Engagement.








Our primary goal is to communicate to the public the local government activities,
achievements, policy goals, and projects. If we are successful, we will achieve a higher
level of trust in local government and successfully complete projects.
We include people in quasi-judicial decision making processes.
We connect community members to resources and programs.
We use marketing, a one-way communication strategy, to promote a positive
community image and grow support for community events. We do this for visitors and
residents.
We use outreach, a one-way communication strategy, to inform the community of
upcoming opportunities. This is primarily targeted at residents.
Our engagement efforts are done to solicit community feedback, gather opinions, and
encourage discussion. This is primarily targeted at residents.
Community building includes events that bring together the diverse populations of our
communities to build relationships and provide enjoyment.
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2. We Use the Basic Tool Box For Engagement Because It is What We Are Most
Familiar With and Fits With Our Capacity.
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Interviews with key staff identified the different types of public engagement tools being
used throughout the region. While not a comprehensive list of every tactic used, it provides
a snapshot of the general approach to engagement and tools across the region.
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MARKETING & OUTREACH
Facebook
Twitter
Website
Reverse Dial
Marquee Signs
Direct Mail
Email Distribution List
Flyers
Established Networks like
Schools, Large Employers
Newspaper Articles and Ads
Newspaper Legals
Press Releases
Editorial Board Meetings
Snail Mail
Neighborhood Notification for
Development Proposals
Utility Bill Insert
Letters to editor
Radio
ENGAGEMENT
Community Meetings
Focus Groups
Early Neighborhood Notification
Community Forums
Citizen Task Forces
Tactical Urbanism
Survey
Kiosks/Tabling
Charrettes
Presentations to Civic Groups
Open Houses
Personal Outreach
OPEN GOVERNMENT
Agenda Online
Minutes Online

Avon

Eagle

X
X

Eagle
Co.

Gypsum

Minturn

X
X
X

Red
Cliff

Vail

X

X
X
X

X

X

X
X
X
X
X
X
X
X

X
X

X
X

X

X
X

X

X
X

X

X

X

X

X

X
X
X

X
X

X

X
X
X

X

X
X

X

X
X

X
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Tools Used by Staff

X
X
X

X
X
X
X

X
X
X

X

X
X
X

X

X
X
X

Decision Maker Packets Online

X

Web Sign Up for Notification

X

X

COMMUNITY BUILDING
A Community Day

X

X
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3. As Government, We Have Our Own Perceptions About Why The Public Does
Not Engage.
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People are apathetic or do not have issues.
They think we are making decisions before we go out to the public. “It’s a done deal, so
why bother?”
People believe the government asks for input but never does anything with it, so why
does it matter?
People are too busy with family and work.
People don’t have the work flexibility to attend meetings.
People don’t live here year-round and are disengaged in this community.
People struggle with transportation to participate in meetings.
Planning issues are not well understood because it is too technical or they don’t not
understand direct link between land use and their lives.
Immigrants are afraid to engage due to lack of legal status.
People cannot afford to miss work to participate in community meetings.
The same usual suspects will always turn up.
Renters and transient population, particularly up valley, care less about community
issues.
Commuters are travelling to and from work during the week and then want to spend
limited free time with family on weekends.
While online engagement tools offer a lot of opportunity to enhance engagement. Not
all the region nor populations have equal access to internet/computers.

4. As Government and Service Agencies, We Have A Perception of Ourselves and
Why Engagement Is Challenging.





We may have too many expectations for the public and what people want to be
involved in.
We expect or are expected to get things done quickly. Therefore, we do not always have
enough time for the public to become engaged.
We believe the people we serve trust us to get things done.
There are certain ways that we have done things historically. It creates a barrier to
trying new things.

5. Some Engagement Tactics Work Better Than Others.
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A. Less successful tactics include:
 Using mailing lists to reach renters. While property address lists are easy to get, they
don’t necessarily reach the tenant due to second homeownership, rentals, etc.
 Surveys have very low return rate and are overused. Return rate even lower if ask for
demographic information. In some cases, have successfully used consultants for random
sampling surveys.
 Public Hearings are ineffective problem solving and/or discussion forums. Once a
proposal is in the pipeline, the focus becomes focused on the quasi-judicial process and
timeline. For example, a single-family unit proposed to be converted to a multifamily
unit and there was a strong public showing of NIMBYism. The voice not represented was

B. More effective engagement tactics include:
 Targeted and more personalized dialogue with stakeholders. Dialogue supports finding
commonalities, building understanding, finding solutions.
o Avon was seeking an alternative to towing for parking enforcement. The Police
Department reached out directly to the business community by going door to
door with merchants.
o Focus groups that include a personal invite to representative stakeholders,
provide a reminder, and personalized thank you have had good results with
getting more diverse input. Gypsum used focus groups for master plan with
targeted stakeholders, personalized invitation, plenty of notification, and preevent reminder.
o During a controversial trail mapping effort, Avon took community members on
a “field trip” to see proposed trail area.
 Tactical Urbanism – Try It Before You “Buy” It
o In a traffic improvement project, Avon utilized paint to model the proposed
infrastructure changes for a limited time. They collected feedback to improve
the design prior to installing final hard infrastructure. The Town Engineer did
community walks with community members to inform and collect input on site.
 Have an Established Approach to Engagement
o Vail used to have a reliable approach that was used to structure public
engagement. First identify the problem to solve. Second, identify the nonnegotiables. Third, design the public engagement process. Fourth, roll out to
the public.
o Understand what communication channels reach which stakeholders. Use
multiple channels to share information.
 Make It Fun!
o Providing food and childcare increases attendance, but often do not have
budget and staff to do.
o Red Cliff CommUnity Day included activities for kids, a free pet vet checkup,
food, and a community conversation.
 Get the Younger Population On-Line and at School
o On line surveys and Facebook are more likely to engage younger people
remotely than them attending in person.
o For RIHEL, the project team worked with interested students on a master plan
in the classroom with the teacher. Also, engaged with the Student Council to
provide ideas.
 Communicate a Clear & Unified Message
o The Sole Power commuting campaign from around 2000 was a valley-wide
effort to decrease vehicle miles travelled (VMT). It was a partnership of private
and public sector: government, utilities, business.
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a pro-housing choice. Additionally, it is frequently too late once in the quasi-judicial
process to accommodate community concerns and/or ideas.
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Engage People In Discussions About the Future and Make Planning Relevant
o Vail Tomorrow was a multiyear public engagement effort to define the
community’s vision. There was sustained engagement over time to implement
the vision. Resulted in participants’ commitment to outcome and taking on
leadership roles.
o Gypsum Master Plan and Eagle River Master Plan both provided opportunity to
think about the future of the community.
Engage Consultants with Specialization in Public Engagement
o The Eagle River Master Plan and Vail Tomorrow both utilized consultants who
could conduct extensive engagement activities that staff simply do not have the
time to do.
o In the past when budgets were not as restricted, it was easier to do hire
consultants For example, a district plan costs around $130K where the
consultants were responsible for the public engagement and drafting of the
plan. To use consultants or not is principally a budgetary issue.
Demonstrate We Can Get Things Done
o In Gypsum, the idea of recreation center emerged from community
conversations. Passed a tax and paid it off in 9 years. Dropped the tax once paid
off. Demonstrated fiscal responsibility that built trust.
Engage in Regional Collaboration that Is About Equal Partnerships
o Eagle and Gypsum are partners in Fourth of July with the event alternating
between communities resulting in better relationships.
Design Workshops that Help Visualize Livability
o Avon used a consulting group to do walkability workshops and charrettes.

6. We Might Do More Engagement and/or Do It More Effectively, But We Feel
Tapped Out With What We Already Do.




Concern with managing Facebook and social media with limited staff and/or oversight.
Budget limitations on hiring consultants.
As staff, we are all overextended. There are limits on how much we can do despite a
desire to try to be more effective at public engagement. We have limits to our capacity
in terms of time, budgets and skills with engagement.

7. We Know We Don’t Engage the Latino and Immigrant Community In Local
Government Well.
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A. We Have Our Own Perceptions of the Immigrant/Latino Community That May Not Be
Accurate.
 When we speak of the immigrant/Latino population, we refer to them in as a
generalized demographic group that is the working class, less educated, and of
lower incomes. However, the population is more diverse.
 We have received some feedback indicates that the immigrant population feels
safe, feel a sense of community, and like the transportation system. Need to
understand if they are not engaged because there is a lack of wanting to change
anything related to land use planning.




The American land use planning process might be foreign to them. Perception they
may approach property rights with more laissez-faire values than many Americans
therefore be less interested in land use planning.
We understand family is their priority, but we don’t provide child care at meetings.
We recognize that language is a barrier, but we expect them to overcome it. We
don’t provide translation for materials or at meetings. We are not sure to what
extent we need to translate. Most people are used to the websites being in English
and they bring a family member to help with translation when they come for local
services.

B. We have tried some things, but they did not achieve desired level of engagement or
outcomes.
 Avon successfully connected to Latino population through Peer Mentors. However,
there was no translation provided or child care offered. Also, did not try to maintain
the relationships by following up with what happened with their input.
 Eagle County tried to reach out to the immigrant population by holding a meeting at
the Catholic Church. Hardly anyone stayed after the service for the meeting.
 Used a consultant for engagement who made extra effort to collect surveys from
Latino population. Did direct mail and contact to increase return rate. Still low, but
better.
 We have a variety of programming targeting the Latino population, but these have
not always been successful because we did not think it all the way through. For
example, we put a phone number of a non-Spanish speaker as primary contact, or
did not include translation in program costs thus depended upon a volunteer, or
failed to recruit a Spanish speaking trainer/facilitator for a workshop.
 We want to engage perspectives of clients and community members. However,
because we are not currently well networked/connected to the Latino community,
we have an overreliance on a small number of community leaders to represent
Latino perspectives on boards, committees, and dialogues.

Summary Report



8. There Are Opportunities To Better Engage the Hispanic/Latino/Immigrant
Community.
A. Overcome the Language Barrier.
 Hire Spanish speaking consultants/staff with expertise in the field who can convey
planning and engineering concepts.
 Do not translate everything, but translate highlights that are most important and
targeted materials.
B. Build More Bridges (Relationships).
 Use more personalized communication. Relationships work the best, but texting (short
messages) also works well.
 Support the development of Latino community leadership.
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C. Make Participation Easier.
 Consider the timing of events, provide food and translation, provide childcare.
D. Go Where The People Are, Don’t Expect Them To Come To You.
 Work with property owners for information distribution at apartments.
 They are geographically concentrated in neighborhoods which provides opportunity for
organizing.
 Hispanic and Latino families attend community events and utilize public spaces (parks)
in high numbers.

Summary Report

9. We Need to Understand Community Empowerment If We Want More Civic
Engagement.
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A. Relationships Are Key.
 Community building refers to deliberate efforts to increase the capacity of local
community members to be active participants in addressing community issues. It
involves bringing people together to create relationships, bridging social networks and
making them more interconnected, and providing skill building in advocacy and decision
making.
 Relationships are what motivate people. Not flyers.
B. We Are Not Truly Inclusive As A Community.
 Engaging in local government efforts requires a person to have a level of comfort with
speaking up publicly in more formal settings and interacting or being observed by many
people they do not know. Most who are actively engage already have experience in
these settings. However, bringing missing voices to the table means building civic
participation skills in community members, particularly those from minority or
marginalized populations.
 A culturally competent organization has the capacity to bring into its system many
different behaviors, attitudes, and policies and work effectively in cross-cultural settings
to produce better outcomes. There is a dominant culture in our region. We cannot
expect people to engage in civic culture if there are no alternative opportunities for how
people interact and take leadership roles. Not all cultures value individual leadership.
Some leadership styles are more collective.
 We need to develop regional appreciation for cultural diversity and the benefits to the
community of that diversity. Lack of feeling valued or as a community asset impacts not
just community meeting attendance, but community health.
C. Residents Should Advocate For Themselves, But We Need to Support Them.
 Across the Eagle County region, there are a few projects that have a goal of empowering
stakeholders to be advocates for themselves and their needs thus building regional civic
capacity.
o Youth Power 365 Peer Mentors Program: Goal is to advance Hispanic/Latino
families becoming more involved and engaged in school system so they can
better support their own children’s education. Creates a cohort of mothers who





10. We Think These Actions Might Help Us Do Better Public Engagement.
A.




Increase Staff Capacity.
Hire a bilingual planner who can work across jurisdictions.
Utilize more consultants.
Have staff that are dedicated and funded to focus on HEAL and community engagement.
Potentially a shared staff between all government jurisdictions.

Summary Report



volunteer in the school for a year. Mentoring support is provided to the
mothers by interacting with program staff, a peer leader, and other mothers at
regularly scheduled meetings. Provide support for personal goal setting,
accessing resources, information sharing, family support skills, etc. Peer
Mentors program helps mothers with personal goal setting, many of which are
related to health.
InteGREAT! Neighborhood Navigator Program is hiring Latinos in immigrant
neighborhoods to build local capacity for problem solving. The Navigator becomes part
of a peer cohort for support, is provided a stipend and computer, and is responsible for
being a resource connector in their neighborhood. The goal is to empower
neighborhoods and foster new leadership.
PhotoVoice Project engaged youth to document eating habits via photography.
Eagle County Neighborhood Partnership Program aims to put ideas for community
improvement in the hands of the neighborhoods. There is a small budget dedicated to
implementation.
The Eagle County Law Enforcement Immigrant Advisory Committee. While the name is a
little intimidating, it is an effort to build trust between law enforcement and immigrant
community. Success will depend upon the ability of Catholic Charities, the project
partner, to get representation from the immigrant community.

B. Enhance Our Communication Strategy.
 Improve our communication skills by communicating in “human speak” not simply
technical planner speak.
 Clearly demonstrate connection between community input and results/action.
 Develop or identify how to streamline communication strategy to target populations
(Latinos, Millennials, Renters, etc.)
 Be more effective at communication about what local government is, who does what in
each jurisdiction, and what goals are.
 Use personal contacts.
C.




Diversify Our Tool Box.
Better tools and methods for engaging the community online.
Increase capacity for reverse dial.
Build capacity internally to access tools and resources that will help us do better
community engagement ourselves. For example, ways to effectively use Facebook,
online community engagement platforms, surveys, etc.
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D. Improve Our Engagement Processes.
 Increase internet accessibility, particularly for lower incomes.
 Work with the development community to identify pathways in the development
process that promote earlier dialogue between the builder/developer and the
community. Aim to reduce conflict during the approval process and at public hearings.
 Identify ways to synthesize or collaborate on surveys that identify community priorities
and issues.
 Develop a better understanding of what is important to neighborhoods so we can better
reach out on issues they care about and present information so that it is relevant.
 Meet the needs of the community members by providing free food and childcare.

Summary Report

E. Foster Leadership.
 Allow for levels of engagement as opposed to one way.
 Cultivate new community leadership and connectors. Permit groups of people to turn in
input as a collective rather than as an individual.

Collaboration
1. While There Is Always Room For Improvement, Sense Collaboration Is Getting
Better.




We have effectively utilized Intergovernmental Agreements (IGAs) and worked together
on cost-sharing.
Towns and County easily provide moral support for projects to improve quality of life in
jurisdictions other than their own.
Gypsum successfully worked with the Recreation District and School District to address
need for recreational sport fields. The Town did land swaps with the School District to
free up land area appropriate for recreation.

2. Relationships are a Key Factors Supporting Effective Collaboration.


Stability of leadership strengthens the relationships and connections that support
collaboration.

3. We Do Have Some Challenges To Effective Collaboration.
A. We Are Very Jurisdictional.
 Collaboration is relational and depending upon how strong or weak our cross
jurisdictional relationships are impacts our ability to get things done.
B. Some Relationships Are Stronger Than Others.
Relationships that are currently stronger:
 The Town of Gypsum and Town of Eagle have been working on creating more equal
partnerships on community projects and events.
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Relationships that are currently weaker:
 Eagle County and Town of Vail need to work better together on creating more
synergy between projects and priorities. While the staff tend to have better
connections, the elected leadership relationships are weaker.
 There is a perception of inequality and inequity in project leadership and
investments.
o Eagle County needs to better communicate to the region the rationale for
budget allocations and investments. There is a perception that while
significant taxes are collected, there is little return on investment or no
equity in investments.
o Eagle County needs to work on a more inclusive and effective strategy for
including municipalities so that project is not perceived as of County driven
and reflect their desire to create regional efforts.
o At minimum need to consider how smaller communities are included in
collaborative dialogues and how resources are allocated. The outlying
communities feel the Vail Valley (Eagle County, Eagle, Vail, Avon, Edwards)
are too focused on improvements in the more urbanized core of the County
with little regard for improving quality of life in the satellite communities
like Red Cliff.
o Consider a way of determining resource allocation so that there is greater
equity across the County. Examine projects for both breadth and depth of
impact.
o In the urbanized core, depth is being achieved by increasing the scale and
density of active living infrastructure. The investments in the core is getting
to a point where connectivity is being achieved due to scale. For example,
regional trail connectors across the Vail Valley.
o If investments are viewed from a perspective of breadth, investments can
result in significant benefits to a small community with little current access
to active living infrastructure. For example, Red Cliff is adjacent to public
land and potential recreation trails, but there is little access because of the
lack of trail heads. A single investment might make a significant impact on
active living.
o The smaller communities have grant opportunities available for rural and
lower income communities the central county does not. Consider where
these communities can leverage limited resources for greater active living
impact.
C. We Need to Expand Collaboration Membership.
 We need to consider who else needs to be at the table in projects and public processes.
We tend to partner with the same partners.
D. We Need to Better Align Priorities Between Jurisdictions.
 For example, if a town has a priority of affordable housing and parking we need to
link that to HEAL to create context for why we want to address these issues.
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E. We Need to Maximize Efficiency Of Our Work.
 Community coalitions are creating a lot of demand for time and energy from a lot of
the same stakeholders who participate in multiple coalitions.

HEAL
1. We Need A Definition of Success for HEAL.

Summary Report

Impact Level
Community health indices
trend positively.
Community is physically
and mentally healthy.

Outcome Level
Health access increases.

Health care costs decrease.
Development pattern reflects
goals for more walkable,
connected, and active
communities.

Sense of community is regional,
not jurisdictional. We are all
working well together for the
greater good.
More equity in distribution of
community assets and activities.

Indicators Of Change

Developers voluntarily want to
add community assets like
gardens and playgrounds.
Developers see value of
investing in public assets and
bring forth projects with public
benefits.
More community gardens and
resident ownership &
participation in these gardens.
Gardens connected by transit
and trails.
Safe routes connecting
community assets.
Community events provide an
entryway to connecting to the
community.
Financial barriers reduced for
participation.

2. We Have Some Challenges to Advancing HEAL Goals.
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A. Our equity lens is not a strong as it could be.
 We may not be adequately addressing socio-economic equity issues which have a direct
connection to health. We need to examine if the investments we are making benefit
everyone or is unequal. We need to consider whether our reliance on regressive sale tax
initiatives negatively effects the families we are trying to help.
 Economic equity is challenging when there is no real job growth or opportunity.

B. We often lack adequate organizational capacity to meet needs.
 Frontline employees working with public (staff at recreation centers, libraries, etc.) need
to be informed about how to work with different populations so access to resources can
be increased.
 There are not sufficient pre-school nutritional class educators for Head Start.
 Smaller communities with limited staff or commuter populations are challenged with
supporting HEAL programming. For example, providing school lunches in Red Cliff
required the Mayor and Town Clerk to act as volunteers. In other communities, parents
could volunteer to help with lunch program.

D. There are financial barriers and disincentives to HEAL.
 Where there are indoor recreational or health facilities, there are financial barriers to
accessing these amenities.
 There are some scholarships for youth recreation programs, but residents and even staff
are unaware of these programs.
 Transportation connectivity is good in some places but not everywhere due to costs of
extension of services. Transit options for Red Cliff and Minturn very limited.
E. Healthy eating goals do not have a lot of support.
 There is a perception that promoting healthy eating is not an appropriate role for local
government. This perception reflects a narrow understanding of what is possible and
focuses on regulating food (e.g. sodas). There is a lack of knowledge about best
practices for how local governments or agencies can help promote and support healthy
eating choices.
 There is a strong desire for local foods system but not a strong community sector with
advocates or organizations to partner with for promoting healthy eating and local foods.

Summary Report

C. We lack a regional identify and unifying core message.

3. We Have Opportunities for Advancing HEAL.
A. Create a communication strategy.
 Creating a unifying message for the region.
 There is an Eagle County PIO group that meets monthly. This group may be able to assist
with community wide messages if there is a common portal for the information.
 Continue to communicate the message that public health, healthy communities, and
planning are all related.
B. Support land use planning policies and investments that enhance HEAL.
 Continue to build upon efforts to enhance walkability and downtowns.
 Address some of the policy gaps identified for HEAL by policy assessment. Assess those
gaps and look for tangible opportunities to address things not currently doing that
would like to or could be doing that would improve livability.
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Utilize existing resources to leverage HEAL investments. For example, leveraging the Eco
trails program in developing trails. There have been some successful examples to
emulate. Identify other leverage points.
Encourage and incentivize development project that is consistent with Healthy
Communities or Sustainable Communities Index or Eco code.
There are exceptional parts to trails connectivity, but missing the whole. Need to look at
the bigger regional trails connectivity. Prioritize gaps.
Red Cliff just beginning a local government budget process that will identify priorities. A
partnership with Red Cliff to promote access to public land recreational assets that
could also support economic development.

Summary Report

C. Support residents with achieving personal health goals.
 Work on personal health with Peer Mentors program in personal goal setting for healthrelated goals.
D. Create a regional health plan that can be adopted by all the jurisdictions.
 This prevents each community from having to do a plan and makes sure efforts are
focused on big outcomes.
E. Share knowledge and expertise across region.
 Create a regional “expert” list for people to call related to HEAL topics: recreation
planning, community gardens, messaging, etc. Can find someone locally to brainstorm
ideas with if do not have expertise internally.

Data Sharing
How data could be used was viewed through two very different lenses. The first was that a
centralized data platform is needed for monitoring and evaluating impact. The second lens was
focused on data collection at the local scale.
With regards to collecting input, there was a general concern that the public is being oversurveyed and over-solicited to participate. This is creating a participation fatigue with people
bombarded with requests followed by lack follow up communication about how their
participation mattered. Additionally, with all the data collection and assessments being done, in
some cases people do not want to share results with other agencies for a variety of reasons.
Perceived benefits to a data sharing platform included easier grant applications with centralized
information for background and demographic summaries.
Finally, data should be used to monitor progress and demonstrate the value of investments.
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Recommendations

1. Create a Shared Vision For Community Health
Outcomes.
Level of Effort 4

Community change initiatives aim to make an impact by changing:






Community conditions - such as obesity or morbidity
Capacity - such as knowledge, perceptions, or skills
Behavior - such as healthy lifestyle choices
Policies - such as the development code
Social norms - such as inclusivity

Summary Report

Many excellent ideas were offered as ways to improve public engagement and achieve the
Healthy Communities Coalition’s goals for healthy eating and active living. Based on Del Corazon
Consulting’s observations of the HCC and interviews, DCC has developed these
recommendations as potential next steps for the HCC. They are organized by order of
implementation. A five-point scale estimates the level of effort ranging from minimal (1) to
significant (5). These recommendations are purely those of the consultant and offered to the
HCC for discussion purposes.

The vision of the Healthy Communities Coalition of Eagle County is articulated as wanting to be a
community that promotes and fosters a healthy environment for all and that facilitates lifelong
wellness through healthy eating and active living. But what is a healthy environment for all?
What are the health conditions that need to change and in what target groups? What
differences in the built environment will indicate a healthy community? What healthy eating
behaviors are desired? What will be different if the HCC is successful? How will HCC and partners
know when a goal has been achieved?
Effective program interventions are designed with the end in mind. Any intervention includes
the following components:
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Program
Element

Description

Inputs

The financial, human, and material resources used in implementing an
intervention.
Actions taken or work performed through which inputs such as funds, technical
assistance, and other types of resources are mobilized to produce specific outputs.
It is HOW the intervention is delivered.

Activities
&/or
Processes
Outputs

Outcomes

Summary Report

Impacts

The immediate effects of program or intervention activities; the direct products or
deliverables of program or intervention activities. Generally, these are countable
such as a workshop delivered, resource created, or service delivered. This is WHAT
you have done.
The intermediate effects of an intervention’s outputs, such as change in
knowledge, attitudes, beliefs, behaviors or policy. This is the measurable RESULT
of your efforts.
The long-term, cumulative effects of programs or interventions over time on what
community conditions or social norms they ultimately aim to change. This is WHY
you are doing what you do.

While the HCC is working on projects identified to impact both healthy eating and active living,
the desired long-term outcomes and impact are less clear to partners than outputs of specific
projects. It is likely there is sufficient data and information to create a clear articulation of
desired outcomes. The Eagle County Health Assessment, community visions and plans, and other
assessments provide excellent information on current and desired future conditions.
DCC recommends a strategic discussion about what the HHC specifically wants to achieve with
regards to HEAL and how the collaboration can be leveraged to achieve those outcomes.
Identifying desired outcomes and impact is a strategic dialogue that precedes and could drive
action planning for the collaborative. It starts with the end in mind. Del Corazon Consulting or a
local expert in evaluation could facilitate a dialogue to create a results framework.

Measuring HEAL Resources
a. Kaiser Permanente Foundation Community Health Logic Model
https://share.kaiserpermanente.org/media_assets/pdf/communitybenefit/assets/pdf/o
ur_work/global/chi/CHI%20Logic%20Model.pdf
https://share.kaiserpermanente.org/wpcontent/uploads/2016/04/DoseToolkitVersion1.1-1.pdf
b. Mary Black Foundation Evaluation Framework
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http://www.maryblackfoundation.org/wp-content/uploads/sites/18/2016/07/HEALlogic-model-and-indicators-of-success-updated-June-2016.pdf

c.

Buffalo Indicators Report
http://www.bnmc.org/wp-content/uploads/HKHCPolicyBrief8__FINAL10-8-13WEB1.pdf

d. Healthy Nashville Indicators
http://www.healthynashville.org/content/sites/nashville/Davidson_County_HEAL_Data
_Task_Force_White_Paper_2013.pdf

2. Conduct Collaboration Self-Assessments.

There is little doubt that collaborations are effective at leveraging human, political, and financial
support around common agendas. However, they do require significant focus on structure and
operations to ensure they are successful. Once they are convened, collaboratives tend to
become very focused on tasks and less so on the quality of the leadership, partnerships, and
functioning. Self-assessment tools provide a simple and cost effective way for collaboratives to
take time to reflect, assess, and improve how they are functioning and refine their purpose so
that they can better achieve their shared goals.

Collaboration Self-Assessments Tools
a. http://www.buildinitiative.org/Resources/CommunitySystemsDevelopmentToolkit/Secti
on4MeasuringProgressEvaluatingImpact/Section4B.aspx
b. A self-assessment developed by Marjo Curgus is included in the appendix

Summary Report

Level of Effort 2

3. Conduct a Community Network Analysis (CNA).
Level of Effort 2

Effective outreach and engagement are very dependent upon the quality of information about
target audiences. The more connected a community’s social networks, the easier the outreach
and engagement. Inevitably when working on community outreach and engagement, individuals
will run into limits to their knowledge about who is in the community (demographic and
stakeholder groups) and how to reach them (social networks). A Community Network Analysis is
a group exercise to create an extensive “map” of the community’s stakeholder groups, networks
associated with those groups, community “connectors” who are can help reach out to specific
audiences, and communication channels.
Currently, each agency has its own community outreach list. DCC recommends integrating all the
government and agency list to create a county wide list that may reveal new stakeholder
networks to different agencies that were previously unknown. To create a Community Network
Analysis requires some preparatory work to fill in “what you already know”, a group dialogue to
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confirm existing information and identify gaps, and research to identify networks for stakeholder
groups that are unknown. While the preparatory work can be done by a single person or a few
individuals, this exercise requires a large team effort to synthesize current information and
identify blind spots. DCC can provide the HCC with instructions on how to develop a CNA or
assist with implementation.

CNA Resources
a. Orton Family Foundation Resource Guide
http://www.orton.org/sites/default/files/resources/community-network-analysistool.pdf
b. http://www.advertising.nsw.gov.au/sites/default/files/downloads/page/appendice_h.p
df
c. A CNA template from Del Corazon is provided in the Appendix B.
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4. Build Capacity for Public Engagement.
Level of Effort 3

There are substantial resource, networks, and organizations dedicated to building capacity for
local governments and practioners. Most frequently building local capacity includes the
following activities.
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Institutional Buy-in: Building awareness in government leadership of why the time,
effort, and investment is worthwhile.
Assessments: Understanding organizational constraints so that opportunities can be
pursued.
Capacity Building: Supporting professional development for staff to increase knowledge
and skills in community engagement. (workshops, webinars, membership, dedicated
professional development time, mentoring, etc.)
Resource Commitment: Dedicating staff and financial resources or using consultants to
conduct community engagement.
Institutionalizing Civic Engagement: Many communities demonstrate their commitment
to civic culture through participation resolutions/ordinances and creating citizen
engagement boards who provide support to local government to grow civic culture.

DCC has extensive expertise within the field of public engagement and is willing to offer support
where the HCC and partners feel would be of greatest benefit. DCC could provide a highlytailored capacity building workshop focused on process design, tools, communication strategy,
and reaching out to the unusual suspects. DCC has provided a list of resources below that may
benefit those in the field willing to educate themselves. Lastly, DCC could facilitate a dialogue of
elected officials, management, and planning staff on the benefits of expanding public
engagement efforts and an overview of approaches.

Community Engagement Guides Resources
a. City of Seattle Guide for Inclusion and Engagement
https://www.seattle.gov/Documents/Departments/RSJI/GRE/IOPEguide01-11-12.pdf
b. Community Engagement Toolkit
http://www.communityplanningtoolkit.org/sites/default/files/Engagement.pdf
c. Dialogue By Design
http://www.dtascommunityownership.org.uk/sites/default/files/Dialogue_by_Design_H
andbook.pdf
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Community Engagement Capacity Building Organizations/Examples
a. International Association of Public Participation
http://www.iap2.org/
b. National Coalition for Dialogue & Deliberation (NCDD)
http://ncdd.org/
c. Participedia
https://www.participedia.net/
d. National League of Cities Resources on Engagement
http://www.nlc.org/find-city-solutions/city-solutions-and-appliedresearch/governance/civic-engagement
e. International County Managers Association Engagement Resources
http://icma.org/en/Search?s=public%2Bengagement
f. Minneapolis Community Engagement Board
http://www.ci.minneapolis.mn.us/ncr/ncr_community-engagement

Web Based Engagement Platforms
a. Using Technology for Civic Engagement
http://www.ca-ilg.org/public-engagement-technology
b. Textizn: https://www.textizen.com/welcome
c. Engaging Plans: http://urbaninteractivestudio.com/engagingplans
d. Poll Everywhere: https://www.polleverywhere.com/
e. Citizen Budget: http://www.citizenbudget.com/
f. WeJit: http://www.mywejit.com/learn-more
g. Civic Commons: http://theciviccommons.com/pages/about
h. All Our Ideas wiki survey: http://allourideas.org/
i. Granicus: http://www.granicus.com
j. Easy Polls: https://www.easypolls.net/
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5. Assess the Need for a Health Equity Lens in Addition
to Livability Lens.
Level of Effort 3 - 5

Summary Report

Health is greatly affected by social determinants of health such as education, housing, the
neighborhood environment (e.g., sidewalks, parks), access to transportation, employment
opportunities, the law and the justice systems, and health care and public health systems. These
social determinants affect a person's ability to earn a good living, live and work in a safe and
healthy environment, and effectively use available resources including health care resources.
Eagle County’s communities have demonstrated a commitment to livability. To ensure equity is
being considered as part of livability, it is important to review the distribution of assets,
accessibility of assets, connectivity of lower income neighborhood, affordability, and economic
opportunity pathways. A first step might be assessing active living asset distribution. Within
Eagle County, staff recognized distinct neighborhoods (or pockets) where lower income and
immigrant residents are most likely to live. These demographic groups are frequently the target
for other public health interventions. Evaluating the active living/livability (access to
transportation, presence of sidewalks, access to recreational amenities, etc.) of these
neighborhoods compared to other neighborhoods might offer insight into the distribution of
active living investments around the county and whether there are equity gaps. This assessment
step may be as simple as a few group discussions or as complicated as GIS analysis of assets.
In addition to the distribution and accessibility of active living assets, a health equity lens can
also be applied to decisions about where affordable housing is located and pathways for
economic opportunity. While this might be outside of the HCC mission, both are important
determinants of health. Building greater understanding in the region about the connection
between economic development, affordable housing and public health may benefit achieving
both HEAL and livability goals in the future.
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Health Equity Resources
a. Promoting Health Equity:
http://www.cdc.gov/nccdphp/dch/programs/healthycommunitiesprogram/tools/pdf/sd
oh-workbook.pdf
b. City of Eugene Equity Assessment and Livability:
http://www.livabilitylane.org/projects/equity_and_opportunity.htm
c. HUD Case Studies of Equity Assessments:
http://portal.hud.gov/idc/groups/public/documents/document/fheacasestudies_colver
s.pdf.pdf
d. National Equity Atlas:
http://nationalequityatlas.org/

6. Expand Understanding of Healthy Eating Strategies.
Level of Effort 2

Within government planning departments there is a big commitment to active living and
livability. However, there is less of a commitment to healthy eating. This is likely due to
misunderstanding the role local governments and planning can play in promoting healthy eating
strategies. The perception is that addressing healthy eating requires a regulatory intervention.

As an example, significant interest was expressed by all agencies and levels of government in
farmers’ markets and community gardens. While initiating such a program requires grassroots
community leadership, local governments often support start-up by providing space on
municipal owned property and/or financial support from economic development or community
development funds. Additionally, many agencies have worksite wellness programs. This is an
area where local governments can often “lead by example”.

Healthy Eating Resources
a. APA Food Policy Guidelines:
https://www.planning.org/policy/guides/adopted/food.htm
b. APA Food Access Guide: https://www.planning.org/research/foodaccess/
c. Guidestone Colorado: http://guidestonecolorado.org/
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Healthy eating can be supported by broader non-regulatory community goal setting and
partnerships. HCC should consider hosting an education session on healthy eating strategies
followed by a discussion about what the region is currently doing and what it might be able to do
would be beneficial for the HCC and partners.

7. Enhance Cultural Competency and Inclusivity.
Level of Effort 4 - 5

Enhancing cultural competency and fostering inclusivity requires a commitment from all levels of
government. A common approach is to create a citizen’s board who can focus on organizing
diversity training, celebrating community multi-culturalism, assessing or advising on programs,
responding to negative events, advising departments on sensitivity, building relationships
between local government and diverse populations, fostering new leadership, and supporting
community engagement of diverse populations.
DCC strongly recommends that all the Eagle County governments and agencies work together to
hire a cultural competency trainer to conduct workshops for staff and officials. Workshops such
as these go far beyond a couple of hours of sensitivity training and dive deep into assessing
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perceptions of culture and institutional barriers to inclusion. It can be hard work, but is essential
for creating multi-cultural communities.

Summary Report

Another approach is to create staff positions focused on increasing accessibility and inclusion. As
an example, Gunnison County has a grant funded multicultural coordinator within the Public
Health Department to support the immigrant population with access to health care resources.
Hiring a staff person does enhance service delivery, but cannot be the only approach taken to
enhance organizational cultural competency.
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Lastly, accessibility of information is important for building trust and understanding with the
public. Translating key documents can demonstrate a commitment to community inclusion.
While not every document needs to be bilingual, many local governments provide bilingual
websites and translation of key documents. An easy first step for all local governments is to add
Google Translate to their websites. While it does not offer a truly professional quality of
translation, it greatly increases accessibility for very little effort. Instructions for adding a Google
Translate function are included in resources below as well as a link to two examples of other
County websites.

Inclusivity Resources
a. Engaging Hispanic and Latino Communities: http://www.childtrends.org/wpcontent/uploads/2016/09/2016-51LatinoCommunicationsGuide.pdf
b. Immigrant Integration Toolkit
c. https://www.gcir.org/publications/toolkit
d. Working in a cross-cultural setting: http://ctb.ku.edu/en/table-ofcontents/culture/cultural-competence/culturally-competent-organizations/main
e. City of Boulder Inclusion Board:
http://www.bouldercounty.org/family/getinvolved/pages/capimmigrant.aspx
f. City of Westminster Inclusivity Board:
http://www.ci.westminster.co.us/GetInvolved/BoardsCommissions/InclusivityBoard
g. City of Ontario Diversity Board:
http://celebratingdiversity.ca/resources
h. Gunnison County, CO Multicultural Coordinator:
http://www.gunnisoncounty.org/650/Multicultural-Resources
i. Google Translate Website Examples
o Go to bottom of page for button. http://www.onevalleyprosperity.com
o Look at top of page for button. http://www.sbcounty.gov/main/default.aspx
j. Google Translate Instructions to Add to Website
https://translate.google.com/manager/website/

8. Create a Regional Communication Strategy.
Level of Effort 3 - 4

An example of a resort region working to build shared identify up and down valley is Gunnison
County’s One Valley Prosperity Project. This project identified shared community values that
created linkages between the four municipalities and the County. These values became the
organizing framework for an action plan. The branding of “one valley” resonated strongly and
has been helpful in breaking down barriers to collaboration and regional action.
http://www.onevalleyprosperity.com/
Regional projects benefit from thoughtful and strategic communication efforts. DCC
recommends HCC hosting a discussion of how a communication strategy might benefit partners
work, what a strategy might accomplish for future projects, and how a strategy could be used in
promoting the overall mission and goals of the HHC. The recent failure of two livability related
ballot measures for housing and open space creates a learning opportunity to assess what
worked and did not work. Discussion questions could include:








Summary Report

A community identity consists of the positive characteristic that make a place special and
unique, most frequently referred to as a sense of place. This shared identity supports community
cohesion and can be used to mobilize action to enhance and protect assets linked to that
identity. Interviews conducted by DCC revealed a concern that Eagle County lacks a common
identity and as a result makes promoting regional initiatives challenging. Creating a shared
message campaign that can connect with the greater community was viewed as a way of
building community cohesiveness and building support for action, particularly on HEAL goals.

How would these ballot measures have supported HEAL? Were they important to all of
us? Why or why not?
What was the message for each campaign? Was it clear?
Who was the target for the messages?
Who was the messenger?
What channels were used?
What worked in the campaigns? What did not work?
What can we take away from these campaigns that we should apply to other regional
communication strategies going forward?

Finally, interviews revealed the importance of communicating more effectively about the
specific goals and activities of the HCC and partners. The HCC should assess its current
communication message, the channels being used, the messengers, and target audiences. This
discussion will likely reveal how the HCC might be more effective working with all partners to
communicate about the goals and benefits of the HCC and HEAL.
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9. Create a Regional HHC, HEAL, or Community Health
Action Plan.
Level of Effort 4 - 5

An action plan for the Healthy Communities Coalition was identified as a way to enhance the
collective impact of the coalition partners by clarifying goals and prioritizing actions. Local
governments suggested that unifying HEAL goals and strategies across the region in a
community health plan would build regional support and make the planning process more
efficient. While the appropriate type of plan needs to be determined, interviews revealed there
is a desire to have clarity about how to focus limited human and financial resources.

Summary Report

DCC recommends that the HCC and partners identify an appropriate strategic planning process
to help partners align efforts. DCC or another skilled facilitator could provide strategic planning
support to the HCC to develop an action plan. Steps could include:






Review the current HCC action plan and committee work plans
Prioritize recommendations in the Plan4Health grant policy analysis.
Review and prioritize public health agency activities.
Revise HCC goals, objectives and strategies.
Develop action plan for HCC and partners.

HEAL Action Plan Resources
a. Marin County HEAL Framework
https://heal.marinhhs.org/sites/default/files/The%20HEAL%20Strategic%20Framework.
pdf
b. Sonoma County HEAL Action Plan:
http://www.sonoma-county.org/health/about/pdf/heal/actionplan_2013.pdf
c. Healthy Riverside Partnership Strategic Plan
http://www.healthyriversidecounty.org/Portals/0/Images/PROMOS/2015/Strategic_pla
n_binder_combined_06-22-15_Final.pdf
d. Boulder Health Compass
http://www.bouldercountyhealthcompass.org/index.php?module=Tiles&controller=ind
ex&action=display&id=40473145692119826
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Appendix A
Self-Assessment for Collaboration Capacity
Step One: What Are Our Current Practices for Constituent Collaboration?
Each collaborative member/partner fills out this assessment form.
Yes

No

Maybe

Comments

Summary Report

Potential Goal
We refer constituents to other
organizations if they have needs we
cannot meet.
We work with other organizations where
we refer constituents and follow up on
referrals to advocate for constituents.
We train constituents on how to advocate
for getting their needs met from other
groups and build partner relationships
that are receptive to this process.
We include constituents in case meetings
and with other organizations to discuss
how they can be best supported.
We work with constituents and other
organizations to identify common
problems and how to address them.
Our organization mostly acts
independently.
Our organization works with other
organizations on the larger goals of
helping constituents succeed.
Our organization includes constituent
voice in formal partnerships.
We have joint policy goals with other
organizations.
Constituent voice is an integral part of our
partnerships and collaborations.

35

Step Two: How Well Does Our Collaborative Function?
This assessment form should be filled out as a group.
Partnership and Collaboration Self-Assessment
Purpose
Yes

No

Comments

Yes

No

Comments

Yes

No

Comments

What is/was the catalyst for bringing the collaborative
together?
What is the purpose of the collaborative?
Problem solve
Gain power to move an initiative forward

Summary Report

Improve service delivery long term
Who is the convener?
Does the convener have wide-spread community respect?
Or is it perceived as an interest group?
Does the convener have the ability to bring together a broad
coalition within the community?
Membership

Is the membership diverse and have a cross-section of
representation necessary to influence decision makers and
the outcome? (Consider your stakeholder analysis)
Does the collaborative have a variety of types of members to
play various roles?
Champions?
Sponsors?
Catalysts?
Doers?
Youth?
Beneficiaries?
Does the collaborative balance member contributions? Are
all the members involved?
Process & Structure
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Has the collaborative developed a shared mission and goals?
If yes, what are they?

Does the effort have established groundrules that outlines
the process and structure for working together including:
meetings
decision making
membership requirements
behavioral ground rules
expected outcomes
media/spokesperson
timeline/schedule
purpose statement

Yes

No

Comments

Yes

No

Comments

Yes

No

Comments

Is there an established process to maintain open and clear
communication?
Is there connectedness? Do members have informal as well
as formal relationships and communication?
Environment

Summary Report

Communication

Is there a history of working together in the community that
was successful? Or that has failed? Are there lessons
learned?
Does the collaborative have a relationship with the decision
makers? Positive or negative? Who do they listen to?
What is the current political environment in the community?
Are there groups mobilized in the community to work on
community issues? Do any of them currently collaborate?
What successes/challenges are they having?
What are the unique cultures, values, habits, and
perspectives in the community?
How do those (#15) potentially strengthen or weaken the
effort of the collaborative?
Resources

Are there resources available to help this collaborative
effort? ($, coordinator, facilitator, etc.)
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Is there research that supports the efforts of the
collaborative that will be used to set goals as well as to
evaluate benchmarks and progress?
Does the leadership of the collaborative facilitate and
support:

Summary Report

Team building
Diversity of the group
Individual and group strengths
Keep the group focused on the mission & goals
Enforce and monitor the process
Is there a plan for next steps or sustainability if the effort has
been functioning for a while? Or if it is new, is it somewhat
clear where in the process a sustainability plan needs to be
developed?
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Appendix B
STAKEHOLDER NETWORKS
GROUP
Who do we
want to
engage?
(groups, age
groups,
geographies,
etc.)

CONTACTS

What groups Who is the
do they
group
belong to?
contact?

COMMUNICATION CONNECTORS
CHANNELS

INTEREST

How do they share
information?
Where can we
reach them?
(newsletters, list
serves, FB, coffee
shop, meetings,
etc..)

What
might be
the groups
interest in
this
project?

Are there
individuals that
can are part of
this group
and/or others
who can help
with outreach?

e.g. Recreation COPMOBA
Users

Jim Smith

Facebook page
Colorado Plateau
Mountain Bike
Association, Tues
morning ride from
bakery

Trail
access and
expansion
for
recreation
use.

Valley
Horseman

Allie Wyss

newsletter, annual Cory Rice is in
meeting
horseman and
copmoba.
Owns Valley
Outfitters. Paul
knows her.

Trail
access and
expansion
for
recreation
use.
Closures
effecting
outfitters
business.

Summary Report

Community Network Analysis Templates
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Summary Report

