Community Partnership Award Nomination
        
                  City of Dubuque, Iowa -- HEART Program


1. Problem assessment, the challenge or need that prompted the local government to develop the program

The Housing Education and Rehabilitation Training (HEART) Program was initiated as the result of much planning in response to a community need to revitalize a blighted neighborhood as well as assist youth who were in need of life skills. The collaboration of multiple public/private agencies has created: a partnership that has been a catalyst for renewal of a blighted neighborhood, a program providing vocational training opportunities for special-needs high school students, affordable housing opportunities for low-income residents and a vehicle for building non-profit housing development capacity. 
The HEART Program is a public/private partnership of the City of Dubuque Housing and Community Development Department, the Four Mounds Foundation, the Dubuque Community School District, Four Oaks Inc. of Iowa, Loras College, and Iowa State University Dubuque County Extension Office to purchase and rehabilitate derelict housing, provide an on-site job training experience for at-risk high school youth, and sell completed homes to low-income families. 
The Four Mounds Foundation is a Dubuque, non-profit foundation that has for many years provided a variety of vocational training programs for students who have enrolled at the alternative high school for reason of lack of success in traditional academic settings.  Four Oaks Inc. of Iowa is a non-profit agency serving area disadvantaged youth through a variety of programs, including an alternative classroom for students at risk of dropping out of high school. The City of Dubuque’s “Community Partnership Program,” utilizing Community Development Block Grant (CDBG) funds, made a grant to Four Oaks to employ a full-time construction supervisor to provide on-site training. This was subcontracted to the Four Mounds Foundation.
An additional feature of this program is the opportunity to sell the homes to families currently receiving City Section 8 rental assistance.  The City of Dubuque Section 8 Homeownership Program will allow the buyer families to use their rental housing assistance toward the monthly mortgage payments.  First-time home buyers must meet income eligibility standards of less than 30% of area median income. The families receive extensive training through Four Oaks’ FaDDS services and the services of Iowa State University ISU Dubuque County Extension, in the area of budget, financial, and homeownership counseling.  The project service area is a one-block area in the 20th block of Washington Street in the Washington Neighborhood Revitalization Area in the City of Dubuque. 

2. Program implementation and costs

In addition to $96,000 in Community Development Block Grant funds, the HEART Program has utilized a variety of public and private funding sources.  The sources, amounts, and uses are listed below:
SOURCES

AMOUNT
USE
Iowa Finance Authority Housing Trust Fund  

$100,000
Property Acquisition

City of Dubuque Special Purpose Grant Fund 

$108,000
Property Revitalization

HUD Lead Hazard Reduction Grant

$  14,000
Lead Hazard Reduction

American Trust and Savings Bank

$110,000
First Mortgage

Dubuque Community School District

$105,000
Teacher/Classroom

Variety: The Children’s Charity

$    8,000
Equipment for Job Site

Dubuque Racing Association

$  10,000
Building Materials

Butler Family Foundation 

$   7,500
Project Management
The total budget for the program is $558,500.
3. Tangible results or measurable outcomes of the program

The Four Mounds Foundation purchased three homes which were vacant and abandoned in the Washington Neighborhood Revitalization Area, a district identified by the City of Dubuque as an area in need of revitalization. Complete renovation was required to create four affordable housing units. 

The youth from the Four Oaks classroom perform all construction labor, under the supervision of a skilled job coach from the Four Mounds Foundation. The Dubuque Community School District funds a full-time classroom teacher to provide on-site supervision for the youth from the Four Oaks classroom.  The students are in the classroom for a half-day and on the job site a half-day, receiving academic credit for the hours spent on the training site, as well as learning life skills and vocational construction training.  Mechanical trade labor is performed by licensed area subcontractors.

One single family home was completed in 2005, providing a home for a low-income family of seven who are proposing to purchase the house in 2006. The largest of the derelict homes is currently a two-unit rental, which is in the process of being converted and will be sold as two homeowner/townhouse properties.  Because of the age and condition of the homes, the residential properties require complete “gut” rehabilitation, including lead paint remediation, all new mechanical systems and historically restored exteriors. 

All four homes will be made affordable to families at 30% of area median income.  Before purchase, buyers receive homeownership and financial counseling and classes provided through the Dubuque County Extension office. A package of City subsidies are provided to potential homeowners, including both forgivable and deferred payment loans.  Private lender financing was also committed to the project, including construction loans to the Four Mounds Foundation and below-market rate mortgages to the buyers.
Four Oaks staff reported a high level of academic achievement for their students enrolled in this program. In the first graduating class, all seniors graduated with over 80% intending to enroll in post-secondary schooling. The program has been expanded in the current year with the addition of an afternoon class, and summer classes have been offered for the last two years. Additional outcomes for the students involved included a decrease in truancy, improved interpersonal skills, the development of workplace skills, and expanded employment opportunities.

The HEART project has already made a huge impact in the community. The first home was completed last summer and students are busy rehabilitating the other three homes.  In the neighborhood we have seen private investment and partnership, through the city and our local banks, to spur mixed-income residency and ownership throughout the neighborhood.  
· The Washington Neighborhood Association was formed to help give neighbors the support necessary to better their neighborhood and the Iowa State University Extension Office is providing leadership training to help empower its members.  
· “Gateways to Home,” a Dubuque Community Housing Development Ordinance (CHDO), is redeveloping a building around the corner from HEART.  
· The Dubuque Casket company, a former manufacturing facility in the neighborhood, is being restored after being underutilized for decades.  It will provide additional affordable housing and house Dubuque’s first and much-needed Community Health Center and offices for Project Concern, a local human services agency.  

· A new park also is being developed near the HEART Project area.  
· A new Multi-Cultural Center opened last year, serving the needs of this community.  
· A new downtown elementary school will house a neighborhood resource center. 
HEART was the first of these dynamic projects to make an investment in this neighborhood.  Together, we are working to breathe new life into the Washington Street neighborhood, making it a great resource for the community.
4. Lessons learned during planning, implementation, and analysis of the program.

During the first full year of the program, HEART Program partners learned that is was critical to identify and clarify specific roles for each of the partners involved, while maintaining a high degree of flexibility.  It was important for all involved to focus on the mission of the program and be willing to be creative in their approaches to reach the program goals.
HEART provides a broad range of services and there is a substantial community impact achieved through this project.  This includes providing vocational training to at-risk youth, helping families become self-sufficient through homeownership, revitalization of a blighted neighborhood, and the creation of affordable, quality homes in a historic downtown neighborhood.  The partnership knew going into this project that this broad spectrum would create challenges for tracking and interpreting project data into outcomes.  The partnership, particularly with the assistance of Loras College, made a decision to put off the creation of an outcomes tracking model until the program was under weigh, so it had the ability to determine the best methods for data collection, interpretation, and reporting.  This decision helped enormously, in that the partnership was able to develop working relationships between partners, and take the time to think through what they needed for reporting.  Loras College’s Sociology Department took on the project to develop a tracking system that reports all the impacts of the program and also is user-friendly enough to be managed by cooperating organizations.  The process of planning the model took the work of two interns from Loras and about a year’s time.  The result has been that the partnership created a model that directly serves the needs of the project without being overly cumbersome for multiple organizations to utilize.  
HEART was created with the intention of providing real-life work training and opportunities for youth that were generally not moving toward a path of high school completion and a diploma.  The program has been enormously successful for helping students improve grades toward the goal of graduation.  The first graduating class left last year, and the partnership found our ability to assist these youth after they left school was substantially diminished.  A need of being able to continue to positively influence students following graduation was identified.  Currently, the partnership is investigating ways to feasibly stay involved in the students’ post-graduation lives and track their progress after they have left the program.
The City of Dubuque identified the need for affordable single-family homes for low-income residents; and the HEART partnership developed its first project around that need.  In working with families toward home ownership, the partnership further clarified that a mix of housing was going to be the healthiest solution for both the neighborhood and the families involved.  As they move toward planning for the next phase of HEART, they will look to expand opportunities, creating a mix of single family homes and rental units available to different income levels.


