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“We became more 
acquainted with 

what’s possible. That 
we can COME 

TOGETHER to do 
things as a 

community.” 
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Heart & Soul of the Community
• Pride of place

• Community “ambassadors”

• Builds positive community 
narrative. “What we can do?”

• More connections, trust, and 
positive relationships

• New volunteers, leaders, and 
alliances

• Awareness and use of cultural, 
historic, and local assets



Gardiner, Maine
• Population: 5,800

• Decreased 14% since 1990
• County increased 5.4%
• 30% decline under 45 

population
• 20% increase over 45 

population
• Losing population since 1960s
• All abutting communities gained 

population

• 22.4% of Families with 
Children Below Poverty Line

• 50% higher than County & State

• Poverty Rate in One of Two 
Census Tracts is Double that 
of City, County, and State, 
and Triple that of U.S.

Source: 2010 US Census Bureau
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“Kennebec Journal” photo by Joe Phelan

• Seven mills line the Cobbossee
Stream, which runs in part through 
the downtown

• Loss of ~1,000 jobs over two decades 
due to defunct shoe, clothing, and 
paper mill industries

• Numerous Brownfield sites identified

• 2011

• Major employer (Associated 
Grocers) placed into receivership 
– 141 employees lost their jobs

• Village Candle relocates ~70 jobs 
to southern Maine

• 2nd highest tax rate in county
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• 2008: $5.7 Million Business Park Expansion.  
Consultant said would be filled by 2010 

• One sale in 2011 

• Over half of all lots unsold 

• Business Park TIF fund $1 Million+ in 
debt to City’s general fund
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Assets
• Quaint, historic downtown
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Assets
• Newly renovated waterfront park
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Assets
• Beautiful built & natural resources
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In 2012, Gardiner, Maine embarked on a two-year 
process to engage citizens to not only help inform our 
Comprehensive Plan but also learn about our 
community’s “heart and soul”

• Financial assistance provided by Orton Family Foundation
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• Performed a community 
network analysis and involved 
several community groups as key 
stakeholders

• Though we dedicated staff and 
financial resources to this effort, 
it was a “community-run” not 
“city-run” project

• Had its own Board of Trustees 
and a larger, Community 
Advisory Team
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• Several team members were designated as 
“Story Gatherers”

• Conducted one-hour interviews with over 100 
members of the community over several months

• Held numerous events and piggybacked on 
others to gather more info from residents
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• Resulted in feedback from 
several hundred residents

• Gleaned 11 Heart & Soul 
Statements from the process, 
which were adopted by City 
Council 

• Helped provide staff and Council 
with “cover” when discussing 
projects related to these values
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• The City adopted a new 
Comprehensive Plan that 
contained an incredible amount of 
public input

• 20 Year Vision was based directly 
on the Heart & Soul process:

• “Our Vision for Gardiner in 2025 is 
based on the community values 
developed as part of the Gardiner 
Heart and Soul (H&S) project.”
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Gardiner’s Gardeners Beautify the City

For items that were not necessarily within the City’s purview, 
community organizations took the lead and a new group was formed 
– the “Duct Tape Council.”
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• Results: Focus on Becoming a Local Food Hub
• Since FY14, secured over $1.9 million in CDBG funds to assist 5 new 

businesses in growing

• Central Maine Meats (meat processing facility)

• Common Wealth Poultry

• Crooked Halo Cider House

• Sebago Lake Distillery

• Food Co-Op

• 55 total jobs created
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• Results: Adaptive Reuse 
Overlay District (AROD) 
Ordinance

• Allows larger buildings in 
residential areas to be re-
purposed for light 
commercial uses

• Abandoned, 172-year old 
church transformed into 
small cider brewery and 
tasting room
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• Results: Free Summer Concerts on 
the Waterfront

• Local performing arts center runs with 
donations from local businesses



“Kennebec Journal” photo by Joe Phelan
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• Results: Funding for Two 
Trails

• Cobbossee Trail planned 
since 2004 but shelved due 
to funding constraints 
finally received support in 
FY17 ($300K+ grant match)

• Connects an existing 
trail to a new one that 
runs along the mouth 
of a stream in our 
downtown into a more 
heavily-wooded 
section of town

• Harrison Ave Nature Trail
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• Results: Sidewalk Master 
Plan & Investment

• For the first time in a 
couple of decades, 
money was allocated to 
sidewalk restoration

• $655,000 to address the 
worst, annual plan to 
maintain others
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• Results: “Business-Friendly” 
Designation from the State of 
Maine

• One of 35 communities in the 
State to achieve

• One of the highlights from the 
State’s review team: 
“Gardiner’s Heart & Soul 
initiative and update of 
Comprehensive Plan”
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Cortez, Colorado
Heart & Soul Project
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Why

Heart & Soul?
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Cortez Demographics
Land: 
• 30% private
• 33% tribal
• 37% state & federal

Median Household Income:
• Cortez - $42,412
• Colorado - $61,303

Demographics:
• White – 70.6%
• Hispanic – 15.8%
• American Indian – 11.8%
• African American - 0.4%
• Asian - 0.8%

Population Cortez Montezuma 
County

2010 8,482 25,535

2016 9,007 26,999

Geography 6.2 sq. mi 2,030 sq. mi.
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The Vision
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Why

Heart & Soul?
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The Outreach

• 55 community-wide 
events

• 1,350 unique community 
members engaged

• 900+ surveys received 
from community residents

• 9 hours of video 
interviews
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#1 Heart & Soul Statement: 
Friendly People; Accepting, 

Supportive Community
We recognize that people are our most 
important resource, and that Cortez is 
a friendly community. 

• We strive to respect and care for 
each other as individuals. 

• We strive to create a network that 
fosters acceptance.

• We want public officials to offer 
opportunities for community 
conversations that will foster 
positive change and help us move 
our community forward. 
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Master Beautification Plan
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Gateway Improvements
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Downtown Revitalization
• Access Control Plan with CDOT

• New downtown bulb-outs and medians

• Private re-development

• KSJD & Sunflower Theatre – historic building renovation 
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New Land Use Code

Land Use Code Re-write 
Project

• Values alignment project 
by University of Colorado 
graduate students

• $150,000 grant funding 
towards project

• $50,000 match from 
Council



• Youth Engagement 
• New partnerships between local youth 

and community boards

• At city-level, Council added youth 
voting positions to Parks & Red 
Board and Golf Advisory Board

• Annual Youth/Adult Partnership 
Training

• Bridges out of Poverty Training for 
Youth

• Additional Planning Staff
• New planner hired for Planning & 

Building Department
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Additional Outcomes in Cortez
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Thank you for joining us
as we come together to build successful 

futures for small towns in America.

David Leckey: dleckey@orton.org
Scott Morelli: smorelli@southportland.org

Kirsten Sackett: sackettk@ci.ellensburg.wa.us


	Powerful Model Strengthens Civic Muscle that Endures 
	Community Heart & Soul Principles
	Slide Number 3
	“We became more acquainted with what’s possible. That we can COME TOGETHER to do things as a community.” 
	Heart & Soul of the Community
	Slide Number 6
	Slide Number 7
	Slide Number 8
	Slide Number 9
	Slide Number 10
	Slide Number 11
	Slide Number 12
	Slide Number 13
	Slide Number 14
	Slide Number 15
	Slide Number 16
	Slide Number 17
	Slide Number 18
	Slide Number 19
	Slide Number 20
	Slide Number 21
	Slide Number 22
	Slide Number 23
	Slide Number 24
	Slide Number 25
	Slide Number 26
	Slide Number 27
	Slide Number 28
	Slide Number 29
	Cortez Demographics
	Slide Number 31
	Slide Number 32
	Slide Number 33
	Slide Number 34
	Slide Number 35
	Slide Number 36
	Slide Number 37
	Slide Number 38
	Slide Number 39
	Slide Number 40
	Slide Number 41
	Slide Number 42
	Slide Number 43
	Slide Number 44
	Slide Number 45
	Slide Number 46
	Slide Number 47
	Slide Number 48
	Slide Number 49
	Slide Number 50

