
Engaging Stakeholders— 
Creating a Broad Coalition

The CAB’s first task was to develop bylaws and create three subcommittees to address Vail’s priority areas:

• Behavioral health: This group will advocate for behavioral health services within the Vail community 
through needs assessment and resource development 

• Youth and out-of-school time: This group will provide information to families about out-of-school 
opportunities and work to create new programs to meet the needs of students and parents 

• Early childhood: This group will strive to connect all childcare providers and preschool programs in 
the district and support the development of quality early care and education 

SS/HS staff facilitated the development of the CAB, with the intent of transitioning this role and 
ownership to the community members over time. At first, the SS/HS grant-paid CAB director worked 
with the subcommittees, each of which was co-chaired by a staff person and a community member. 
Later on, the community member assumed the chair role, supported by the staff member. Ultimately, 
the staff members withdrew completely to enable community members to govern the CAB by 
themselves. This transition in leadership has been an important element in sustaining the CAB beyond 
the life of the SS/HS grant.

M
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The Vail School District, 30 miles 
southeast of Tucson, consists 
of 432 square miles of isolated 
rural pockets of homes, with 
no social services, medical 
facilities, parks, libraries, public 
transportation, or recreational 
facilities. Since the early 1990s, 
the district has experienced 
steady, unprecedented growth, 
including a 48% increase in its 
student population in just three 
years, and has struggled to 
systematically unify a diverse 
and geographically challenged 
population. Despite the 
population increase, services 
for families remain dismally 
lacking—and because Vail is 
unincorporated, there are  
no local government officials  
or elected representatives  
to advocate for the  
community’s needs. 

The Vail C.A.R.E.S. SS/HS 
Initiative addressed the need 
for stakeholder involvement 
and empowerment by 
creating a Community Action 
Board (CAB) to be the “voice of 
the community.” To create this 
group, a committee comprising 
the SS/HS project director, 
the assistant superintendent, 
an early childhood specialist, 
and a mental health provider 
first identified strong voices 
from among a broad spectrum 
of the Vail population. 
Their list included business 
owners, members of sports 
organizations, parents, teachers, 
law enforcement officers, 
college faculty and staff, 
retirees, youth activity leaders, 
faith-based leaders, long-time 
residents, new arrivals, and 
other representatives from 

each area of the community. 
The committee wrote letters, 
sent e-mails, and made phone 
calls to more than 250 people, 
130 of whom agreed to attend 
a luncheon to discuss the 
assets and needs of the Vail 
community. At this meeting, 
participants were invited to 
serve on the new CAB, which 
would function as a driving 
force for positive change in 
the community. More than 
60 people sent resumes to 
be considered for the 20 
community positions on the 
CAB (joining 8–10 SS/HS staff 
members). The chosen CAB 
members represent a vast  
range of expertise and reflect 
Vail’s diversity. 


