University of Texas Medical Branch, Encuentros Network Case Study
Handout A
Encuentros Network
The University of Texas, Medical Branch (UTMB) has a long history of working with Gulf Coast communities to address environmental public health concerns through its Environmental Health Sciences Core Center. The communities along the Alabama, Louisiana, Mississippi and Texas coasts boast enormous environmental resources. However, the same factors that create these natural resources also put them at high risk of natural and man-made disasters, such as hurricanes and oil spills.  These disasters have the potential to impact the capacity and infrastructure available to the community. 
The Encuentros Network  is a consortium of university and community partners working together to build capacity in these gulf coast areas to understand the interplay and effects of multiple stressors on human health, build community resilience, and address environmental health concerns. This work aims to understand how local populations respond to and recover from disasters. Through their partnerships with community-based organizations, researchers assess and strengthen the ways that culture, social networks, and other determinants may enhance pre-event preparedness and post-event recovery. [image: Texas sans Zoning]
Playground at Carver Terrace Projects; Port Arthur, TX

Encuentro
As a way to build partnerships around environmental health concerns, UTMB began developing a series of community interactions a process called Encuentros. The term Encuentro, which is based on the ideas of engagement and discovery, is a Spanish term for a process that brings together community members, researchers, policy makers, and others in a facilitated small group setting to discuss and collectively address the issues a community is facing. UTMB has hosted annual Encuentros since 2008. The group formed with the intent to transmit skills, share news and successes, promote collaboration among communities and regional researchers, and extend the scope of a regional network of community based Environmental Justice organizations using credible environmental science as the basis for public health advocacy. 
Acknowledgement: Special thanks to John Sullivan and Sharon Croissant University of Texas Medical Branch, Galveston, and to Juan and Bryan Parras of the Texas Environmental Justice Advocacy Services for their assistance in the development of this Case Study.
As the meetings evolved over several years, community partners assumed responsibility for organizing the meeting and identifying topics. Following each Encuentro, community partners work with UTMB to host Community Science Workshops that partner communities with scientists who have the expertise to help them address the concerns identified during the Encuentro process. 

Partners
University of Texas Medical Branch at Galveston (UTMB) has established relationships with the coastal communities because of their involvement in the recovery efforts after Hurricanes Katrina, Rita, and Ike. Early partners in the Encuentros / Community Science Workshops included:[image: 100_0547]
Doris Bagsby, of St. Vincent's House in Galveston, TX talks about toxics found in storm surge sediment on the site of the former Las Palmas public housing project.

· T.e.j.a.s.  (Texas Environmental Justice 
Advocacy Services) (Houston, TX)
· NIEHS CET-COEC (@ UTMB)
· GHASP / Air Alliance Houston (Houston, TX)
· Southwest Workers Union (San Antonio, TX)
· De Madres a Madres (Houston, TX)
· Texans Together (Houston Branch)
· Down-Winders @ Risk (Midlothian, TX)
· St. Vincent’s House (Galveston, TX)
· Louisiana Bucket Brigade (New Orleans, LA)
· Community In-Power & Development Association (Port Arthur, TX)
· Citizens for Environmental Justice (Corpus Christi, TX)
· Citizens League for Environmental Action Now (Houston, TX)
· Mothers for Clean Air / 5 Ward Chapter (Houston, TX)
· Galveston Baykeeper (La Porte-Shore Acres, TX)
· Bayou Interfaith Shared Community Organizing (Thibodaux, LA)
· Louisiana Environmental Action Network (Baton Rouge, LA)

Concerns
The primary focus of the early Encuentro Network was the plight of petrochemical, heavy industrial or military installation fence line neighborhoods and communities in Texas and Louisiana. Specific concerns included the health effects of chronic low level ambient exposures to known carcinogens (e.g., BTEX), multiple chemical exposures, upsets-spills-fires-explosions-excessive flaring from proximate facilities, shelter-in-place & evacuations, density of facilities, diesel traffic / diesel particulate exposure, perceived high incidence of various cancers, high incidence of respiratory problems including asthma, chronic bronchitis. Through the encuentro process, community members also identified concerns with quality of life issues including industrial noise, blowing dust, possible metals exposure pathway, the high density of rail lines carrying hazardous stock chemicals, and legacy pollution from previous casting, smelting, processing industrial operations.

Goals
The partnership goals are to:[image: P1013199]
Progress and product of pre-Encuentro community mapping workshop. 

· Facilitate community ownership in identifying 
solutions to environmental health concerns
· Build and strengthen relationships between community partners and researchers 
· Identify parameters that help or hinder community response to natural and man-made disasters that impact the Gulf Coast 
· Help communities improve resilience to future disasters 
· Disseminate scientific findings to community stakeholders

Exercise

Now, you can practice developing a logic model around one or more of these goals.  Choose one of the goals and propose at least one activity, output or impact for the goal you selected. For your reference, a generic logic model template and all the logic models from the PEPH Evaluation Metrics Manual are provided.  

[image: Power Dynamic1][image: PowerDynamic2]
Community members participating in the Community Environmental Theatre Forum in Buffalo, NY act out the progression from engagement to rejection of collaboration in response to power imbalances between community & university participants.

Use the paper on your table to propose at least one activity, output, and impact for the goal we select. 




Logic Model Template
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Evaluation Metrics Manual: Partnerships Logic Model
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Evaluation Metrics Manual: Leveraging Logic Model
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Evaluation Metrics Manual: Products and Dissemination Logic Model
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Evaluation Metrics Manual: Education and Training Logic Model
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Evaluation Metrics Manual: Capacity Building Logic Model

[image: ]


UTMB Encuentros Network Case Study		6
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Encuentros Network Logic ModelConduct community forums and listening groups
Identify partners to assist in research 

Host annual Encuentro meetings

Facilitate community partners expanding leadership roles in Encuentro meetings

Build a consortium
Conduct community needs assessment to drive future research, outreach & education activities

Illustrate environmental health concerns and solutions using Community Environmental Forum Theater

Directory of community contacts

Community Science Workshops

Training workshops to bring community partners up to speed on research process and study design

Innovative tools for dissemination of information like live videos and interviews with community groups and leaders

Tox, Risk and Stress community environmental forum theater curriculum

Air quality data provided support for connections between childhood cancers and air pollution

Strengthened partnerships between research community and community organizations and members

Empowered partners aware of the long-term ecosystem and human health impacts of natural and man-made disasters
Educated community members able to advocate for necessary changes in health and policy
Resilient communities better equipped to deal with future disasters

Data from the Texas Air Quality Study led to the Houston mayor creating a city-wide bureau to monitor and enforce air quality standards

ACTIVITIES
OUTPUTS
IMPACTS
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Metrics Activity 
For this activity, use the worksheet below, to identify one or two metrics for one of the components of the logic model. 
Worksheet for Identifying Metrics

1. Which component of the logic model do you want to use to develop your metric?
____________________________________________________________________________________________________________________________________________

2. What do you care about?

____________________________________________________________________________________________________________________________________________

3. What are you trying to measure??

____________________________________________________________________________________________________________________________________________

4. What data are you going to use and where / how will you get it?
__________________________________________________________________________________________________________________________________________________________________________________________________________________

5. How will you know if you have achieved success?
__________________________________________________________________________________________________________________________________________________________________________________________________________________



UTMB Encuentros Network Case Study Handout C (Metrics)
This handout provides example metrics that could be used to measure the progress and program successes.

Activities:
· Conduct community forums and listening groups 
· Number of community forums and listening groups conducted
· Description of topics discussed
· Description of community members participating
· Number of community members participating
· Description of efforts made to make the forums accessible
· Identify partners to assist in research - community partners, university
· Description of potential partners
· Description of resources potential partners would bring to effort
· Description of efforts to contact partners
· Log of partner contacts
· Host annual Encuentro meetings
· Number of meetings conducted
· Description of topics discussed
· Description of participants, including geographic representation
· Number of participants
· Description of efforts made to make the meetings accessible
· Copy of meeting agendas
· Facilitate community partners expanding leadership roles in Encuentro meetings
· Description of leadership roles and responsibilities
· Defined terms of leadership
· Description of requirements for assuming leadership
· Description of methods of selecting leadership positions
· Number of community partners in leadership roles
· Build a Consortium 
· Number of partners participating in the consortium
· Description of partners participating in the consortium
· Description of consortium responsibilities and activities
· Description of consortium leadership and financial management plans
· Conduct comprehensive community needs assessment to drive future research, outreach and education activities
· Description of needs and resources identified

· Illustrate environmental health concerns and solutions using Community Environmental Forum Theater/Theater of the Oppressed
· Number of theater forums conducted
· Description of curriculum/content of theater forums
· Number of participants in theater forums
· Description of participants in theater forums
· Description of topics and issues raised during the sessions

Outputs:
· Directory of community contacts
· Number of copies distributed
· Description of how directory is used
· Description of who uses the directory
· Community Science Workshops
· Number of workshops conducted
· Description of participants
· Number of participants
· Description of workshop curriculum
· Description of efforts to make workshops accessible to community partners
· Training workshops to bring community partners up to speed on research process and study design
· Number of workshops conducted
· Description of participants
· Number of participants
· Description of workshop curriculum
· Description of efforts to make workshops accessible to community partners
· Number of Theater of the Oppressed workshops hosted by communities
· Description of topics/issues raised during the Theater workshops
· Innovative tools for dissemination of information like live videos and interviews with community groups and leaders
· Number of tools created
· Description of tools created
· Description of those who use the tools
· Descriptions of how the tools are used
· Tox, risk and stress community environmental forum theater curriculum 
· Description of curriculum
· Number of curriculums developed
· Air quality data provided support for connections between childhood cancers and air pollution
· Description of data provided
· Description of who the data was provided to
· Description of the methods by which the data was provided

Impacts:
· Strengthened partnerships between researchers, community organizations and members
· Change in the number of partnerships 
· Description of how the partnerships have evolved over a certain timeframe
· Description of how researchers’ understanding of community concerns has changed in a way that allows them to operationalize CBPR principles in studies
· Empowered partners aware of the long-term ecosystem and human health impacts of natural and man-made disasters
· Description of change in knowledge
· Description of changes in behavior
· Educated community members able to advocate for necessary changes in health and policy
· Description of examples of community partners relaying information to others
· Description of data used to advocate for change
· Description of advocacy efforts of community members
· Number of community members able to advocate 
· Resilient communities better equipped to deal with future disasters, such as the Deep Water Horizon Spill in 2010
· Descriptions of how communities demonstrate their resiliency
· Descriptions of key skills or knowledge communities now posses
· Data from the Texas Air Quality Study led to the Houston mayor creating a city-wide bureau to monitor and enforce air quality standards
· Description of policy passed
· Description of efforts partners made to provide mayor with appropriate data

EPILOGUE
After several years of relationship and capacity building, the Encuentros Network has cycled through the logic model and now has a second set of activities, outputs and impacts guiding their work.
· Conducted a “Toxic Tour” of Houston’s Industrial Ship Channel communities (Galena Park, Manchester, La Porte, Bayport & Baytown with focus on petrochemical fence-line emissions, diesel particulates exposure, excessive noise and neighborhood encroachment by Port of Houston container facilities, lack of access to wholesome food, access to health care)
· Conducted a community mapping workshop with Community In-Power & Development Association (Port Arthur TX) and the Pacific Institute of Oakland CA
· Conducted a regional community networking and reciprocal education sessions
· Conducted a symposium on possible hydrocarbon exposures  and health effects stemming from the Macondo Oil Spill in the Gulf of Mexico
· Conducted CBPR story-telling presentations in 2010, 2011 and 2012 on building sustainable research relationships, featuring speakers from a range of national EHS organizations 
· Invited Margaret Gordon (Port Commissioner, Oakland CA) to share experiences re: community access & input; outreach & education, and development of community-based political leverage.  

The SMART Metrics Rubric

Once you have some metrics identified, it can be helpful to look at them realistically in the context of your program. Do they make sense? Do you have the resources to collect, store and analyze them? Will they really describe the most important aspect of your project’s achievement?  The “SMART” metric rubric can help you think critically about your metrics.  No metric will be perfect, but given project realities it can be helpful to weigh pros and cons for each metric to choose the most useful set for your goals and situation.
Specific – detail the milestones you expect to achieve, who will achieve them and how. If your program is addressing exposure to pesticides, a specific measure provides details about what types of pesticides, whom you are trying to target, what level of reduction in exposure you expect to achieve and how you will achieve that reduction. 
Measurable – define exactly what level of change you expect to achieve. For example, rather than say that relationships among partners will improve, a measurable statement might propose that partners will participate in four discussions per year, during which they will identify two areas of conflict or potential conflict and map out at least one strategy for dealing with the conflict. 
Attainable – create a metric that your group or organization can actually achieve. Rather than working towards a goal of eliminating all environmental health risks in a community, an attainable goal might be working with partners and community members to identify one environmental health risk and to make the community aware of steps it can take to reduce risk. 
Relevant – ensure that your metric is connected to your goal. If your goal is to improve air quality around schools’ bus areas, then a relevant metric might measure partnership activities with schools and school-bus companies, school-bus idling times or air quality. Be careful what you choose:  e.g., a metric related to the number of school bus drivers with CPR training is not relevant because it does not relate to air quality. 
Timely – limit your metrics to those measures that you can reasonably collect within the time frame of the project. If your project deals with reducing blood lead levels in young children, you might want to measure blood lead levels at six months, one year and two years post intervention. Although you may be interested in blood lead levels ten years from the intervention, it is not likely that you will be able to follow your participants that long. 
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