
Building Healthy Communities
Why Have a Hub?

Making the BHC Vision a Reality
Building Healthy Communities (BHC) is a bold vision for a cooperative community

effort that seeks to achieve 10 positive results at each of our 14 sites. During the

planning process, we recognize and appreciate the ground work done at each site by

a unique set of individuals and organizations, which together develop and advance

a shared vision for community change. A key lesson from past community change

initiatives is the importance of creating a Hub, a group of individuals who come

together to guide the effort at each site while the initiative is underway. 

The Hub will seek to make the BHC vision a reality by being inclusive – open to a

diversity of race/ethnicity, age, gender, sexual orientation, language, and immigrant

or economic status. It will value differences in traditions, ideas, beliefs, needs and

expectations, and view these differences as a resource for improving communities.

A key part of the Hub’s role is to support the empowerment of individuals  who

participate, build relationships, and help to create a big-picture outlook on the

place’s future. To build a strong network that works together well, individuals and

organizations must be encouraged to step up and offer ideas and actions for change.

As we move forward with the BHC initiative, the role of a formal Hub, or “central

table,” in each community becomes most important. To succeed over the 10-year

period of BHC, we must make sure that the stakeholders – those who have the

biggest interest in the success of the community plan – are committed to the vision

and actions that are developed. 

The Hub is a place where decision-making is shared, and all the parties with a stake

in BHC constructively explore their differences and develop a joint strategy for

action. We believe and hope that if the right people in each place are brought

together in constructive ways and receive the right information, they can create

visions and strategies for achieving the 10 desired outcomes – outcomes that will

make a significant difference in each community. 

Lessons from the BHC Governance Assessment
The recent BHC Governance Assessment -- a review of BHC efforts so far -- shows

that although sites are in different stages of involving residents, youth, and systems

leaders, they are all dealing to some degree with how to effectively manage the work

of those they do bring into the process. Successfully involving participants comes
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with challenges related to power sharing, and a need for both the community at large

and leaders of community organizations to educate each other about their views on

community issues and change.  

In order for communities (and sometimes multiple communities) to work together

effectively, they need to start with a common language, a shared vision, an

agreed-upon set of rules, and fair and equal division of roles and responsibilities

that all parties “buy into.” This depends on trust and relationship building,

sometimes across geography and multiple cultures. 

Those sites that have moved forward in involving residents have agreed on next

steps together, and have been able to figure out structures, even temporary ones,

that show promise for being able to reduce often long-standing differences in

communities. Their ability to make decisions, communicate effectively, and hold

the stakeholders accountable to each other has also been helped by applying the

practices of “facilitative leadership” – which provides direction without taking control. 

The approach we are encouraging for BHC is based on strong research, such as the

Community Coalition Action Theory of Butterfoss and Kegler. This research suggests

that coalitions develop in stages: forming, continuing, and making the coalition a

regular part of the community. Coalitions go through these stages on an ongoing

basis as groups take on new issues, bring in new members, or identify new strategies

for action. The formation stage is especially important because that is the time when

the group first meets, both members and leaders first join together, and how the

group will work together is set.

When considering the question of how Hubs can best operate at all the BHC sites, the

answer is strongly tied to how effectively the sites involve the stakeholders while

valuing inclusion and diversity. How a group governs itself depends on who is at the

table. What a group decides to do depends on who is at the table. A successful Hub

offers a safe and consistent space for the people involved to measure and celebrate

their progress, renew their vision, and reduce and work through tensions and difficult

issues in order to achieve intended outcomes.

The Planning Phase Evaluation found that those local participants in Building Healthy

Communities who were interviewed generally believed that successfully working

together requires:

• Ongoing development and support for the community collaborative (Hub) 

through the Implementation Phase;

• Assistance with applying all the parts of the Building Healthy Communities 

Strategic Vision to local conditions;

• Improved systems for communication within the Hub as well with the larger 

community, with consideration given to those residents who speak 

other languages;
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• Additional assistance with community organizing, including specific help with

youth organizing;

• The ability to deal with longstanding conflicts and tensions (e.g. between 

races and cultures) within the local community; and

• A location within each site where the community can turn for ongoing 

training, technical help, and other activities that support the BHC work. 

Being able to give local participants such knowledge and skills enables 

them to be more responsive to local conditions. 

Defining the Hub/Collaborative 
Partnership

Role of the Hub: In each of the 14 BHC sites, the Hub will serve as the "central

table" through which local stakeholders will come together to:

• develop their vision for a healthy community

• values inclusion and diversity; 

• approach the work as a joint effort with other stakeholders, and try to be as 

complete as possible in building a healthy community; and 

• ensure that the various BHC efforts and strategies do not function 

separately, but rather in a smooth and coordinated way.

Hub Functions: The Hub functions as the anchor for productive partnerships

among various organizations, residents, and systems leaders as they work together

to change their community. The Hub should be able to develop new leaders who take

an inclusive approach, are skilled at working across organizational borders, and can

make new connections with young people, residents, and organizations. The Hub 

must be willing to grow in order to develop strategies for its collective work at all 

levels: neighborhood, regional, state, and national.

The Hub will be in place throughout the BHC initiative. As issues and times change,

the Hub will serve as an important space for responding to that change. The Hub will

develop meaningful structures and principles, which give residents a voice in the BHC

effort, and take into account each site’s unique factors and history. 

While each of the 14 BHC sites may have different Hub structures and unique 

functions, there are principles that should guide all Hubs. Each Hub will develop 
principles that will formalize membership, and promote both residents’ knowledge 

of BHC and commitment to their BHC local plan. 

Each Hub will have a Steering Committee composed of groups and people from the

site that are chosen based on the principles set by each Hub. The steering committee

is the lead entity for the Hub, will make the decisions for each site, and will be 

responsible for formally reviewing the logic model/community plan annually.   
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We recognize that for a Hub to work effectively, a steward or host must be given 
responsibility for overseeing local Hub functions, be empowered, and remain 

independent of the fiscal agency in its decision making. The steward is neither the

decision maker nor the lead for the site.

The Hub will help to ensure that stakeholders are accountable to each other, and that
there is local coordination. The Hub will ensure that all communications are culturally

appropriate and in languages that the community understands. Each site is to 

produce a logic model – a community plan based on the outcomes given priority 

by that site. The plan will be approved by the Hub, and will be examined and updated 

as needed annually. Participants of the Hub will connect and network both locally and

regionally. The Hub will take culturally appropriate steps towards communicating with

the wider community. They will be open to “new” members over time as well as the

participation of others who will help advance the vision of the local plan.

To support its strategies, share its stories, and frame its approach to the work, the
Hub needs to use available data and research on what has worked in other, similar

communities. Data and research are not simply static “numbers” but rather active

tools to help communities understand the processes contributing to the conditions

that children, youth, and families experience in their everyday lives. 

The Hub will consider using the arts and culture to get youth involved in the BHC 
initiative. This may include expressing their viewpoints in photography, creative 

writing, and “poetry with a purpose.” Through these media, youth can have the

means to capture and comment in constructive ways on the social realities that 

they experience in their communities. At the same time, youth can develop positive 

self-identities and connections with their communities. These activities are in 

contrast to media reports that portray youth as violent and the cause of social 

problems, with no interest in being responsible citizens.

We can also offer youth opportunities to participate in democracy, organizing 

themselves and joining with community leaders in events and activities that aim to

bring about community building and change. Examples include activities in which

youth knock on doors in specific areas to reach out to local residents, hear resident

opinions about issues affecting their lives, help residents to understand local issues

affecting their community, and connect residents with resources.

The Hub will be responsible for operating an incentive program to help turn small

gains into wider community involvement and readiness for larger systems change. 

By developing funds to support new strategies, and/or public recognition and awards

to successful local collective efforts, the Hub can encourage the development of 

new, experimental programs and the wider adoption of already successful 

local programs.  
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Participants of the Hub: The participants of the Hub should reflect the

characteristics (such as age, race/ethnicity, gender) of residents in the BHC site.

Sharing these characteristics of a community will help the members of the Hub to

better understand the community that is being served. The Hub will need to consider

the population density, age, gender, race/ethnicity, sexual orientation, language, 

income levels, immigrant status, ethnicity, educational levels, language ability, 

median and/or per capita income, and percentage of persons below the federal

poverty level in its place.

The participants of the Hub must agree to culturally appropriate learning along with

and from other BHC sites so that knowledge and strategies are shared. TCE will assist

by providing technical help, a means for participants to network, facilitators, and 

meetings at BHC sites.

Residents: Residents are critical to the success of this effort. Both those with

and without ties to community organizations should be welcomed into the Hub 

structure. Trained interpreters will be provided for those residents who need 

such assistance. 

Systems Leaders: It is suggested that the Hub include participation by system

leaders in the community. Each site will need, at a minimum, to involve the public

health department and key educational leaders. Other participants will include but

not be limited to representatives of: community clinics, hospitals, law enforcement,

planning departments, housing departments, etc. TCE understands that power 

struggles often exist between system leaders and organizational representatives

and/or residents. Therefore, the Hub should be structured in a way that 

acknowledges, and if possible minimizes, these conflicts.

BHC Grantees will be expected to participate in the Hub, and this will be built

into each work plan.

Non-Grantee Organizations are encouraged to participate, based on their

stake in the work of the Hub. 

TCE Program Officers will actively participate in/monitor the work of the

Hub to ensure that the Hub fulfills its function, is responsive to youth and adult 

residents, and is working against forces that may pull it apart, and towards 

cooperation, harmony, and collaboration. Program Officers will not organize the 

Hub, but will work to strengthen organizations that, in turn, can help to sustain 

a productive collaborative partnership. TCE is committed to being in this partnership

over the next 10 years, seeking to support relationships and the development of a

shared language so that individuals and groups can work together most effectively.      
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A Memoranda of Understanding (MOU) will be prepared for all 

participating groups mentioned above, with the exception of TCE. The MOU will spell

out in writing the agreement to collaborate on BHC activities and meetings. It is not

intended to be legally binding, although the parties will be expected to usually honor

their promises to each other.

Keeping the Hub Going

Host’s Role: The host of the Hub will support on-going changes in each site’s

logic model and work plan to assure effective teamwork among grantees 

and non-grantees.

• Host will have a dedicated staff person to manage the coordination of 

Hub activities.

• Host is responsible for roles and functions of the Hub being carried out. Sites

independently will develop organizational designs, such as a dedicated 

steering committee that represents broad community interests.

• Host will rely on steering committees for management and decision-

making support.

• Host is the primary point of contact for overall site communications with TCE

(this does not exclude other points of contact for TCE communications, but it 

does make the Host the leader in this function) and is responsible for 

assuring all members of the collaborative receive TCE communication, 

instructions, and guidelines for the initiative.

• The data and research function of the Hub may be performed either by the 

Host or by a Hub member selected for having expertise in data and research.

• Hosts for each Hub will need help with direction and technical assistance for 

organizing local efforts and making sure that language and cultural barriers 

are addressed.

• Hosts are responsible for the Hub’s fiscal management and carrying out TCE 

reporting requirements.

• Host will assist in organizing regular site visits, and coordinating individual 

as well as information-sharing meetings.

• Host will assist the Hub in managing the budget of small project grants that 

can help advance the community plan. Range of budget can be from 20 

to 25k. 

Staffing of the Hub

• The host will employ staff dedicated to supporting the work of the Hub.

• The position will be a senior-level position. 
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• The staffer will have skills in facilitation, and experience and ability in 

research and evaluation.

• The staffer of the Hub will have experience in bridge- building with different 

groups and stakeholders.

• The staffer will have an understanding of the local community and work to 

create a positive view of the Hub’s work in the community.

• The staffer will also have experience in conflict resolution.

• The staffer will help to promote Cal Connect.

• The staffer will possess an understanding of prevention, policy, systems 

change, and cultural competency. 

Financing the Hub

• Funding provided through local grantmaking budgets allocated specifically to

advance the community plan.

• TCE will fund the Hub throughout the initiative. 

• TCE will fund only one Hub and expects one application per BHC site.

• The Hub will provide financial support for: child care, translation/

interpretation, travel vouchers, food/beverages for community meetings.

How the Hub does NOT work:
1. The Hub does not have a decision-making role about TCE’s funding of the site.

2.The Hub does not have authority over the individual grantee organizations in 

the site. It works as a horizontal structure with peers being accountable to each

other, not as a hierarchical structure with decisions made at the top.

3. While the Hub is the central table, it is not the only table around which people 

will come together for collaborative work in the site. TCE sees work occurring 

through "multiple tables" at the site level.

4.The Hub is neither the only nor the primary way in which TCE connects to the 

site. The program officer will work with the Hub, the grantee organizations, and

other site partners on a regular basis. 

5.The Hub does not represent TCE, but serves as a very important leadership 

body and partner for TCE to accomplish the local, regional, and state work of 

the Building Healthy Communities Program.   


