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IInnttrroodduuccttiioonn

Our founder, Will Keith Kellogg, was a leader who understood the power of strategy
and how it could transform a good idea into concrete action. He marshaled that
power to create a company that brought ready-to-eat breakfast cereal to a hungry
world. Along the way as his business grew, Mr. Kellogg gave generously in response
to the needs of those around him. But by 1930, he realized that the strategic focus of a
private foundation would accomplish more for children, their families and the
communities where they lived and worked. 

In establishing the W.K. Kellogg Foundation (WKKF), our founder was looking for a
way to turn ideas into concrete action that would change children’s lives for the
better. The W.K. Kellogg Foundation’s work began in the rural communities
surrounding his hometown of Battle Creek, Michigan. But when Mr. Kellogg traveled
to Latin America in the 1930s, he recognized what his philanthropy might achieve for
the children of the region. 

Our legacy in Latin America and the Caribbean 
was seeded in those early visits  and has grown into a long 

and enduring commitment to the people of the region. 

This history was first told in “For the People of Latin America,” a book about the
foundation’s work in the region from 1942 to 1986 written by Jan Corey Arnett. A
new book tells the story of our work from 1986-2010. A new book – “Learnings and
Legacies from the Field,” by Francisco Tancredi and Frances Hansford with guidance
from Rui Mesquita Cordeiro, director of Latin America and the Caribbean programs –
is the basis for the lessons in this summary. 



The more recent book and this summary publication cover a time when the
foundation made major shifts in strategy in response to the growth of democracy and
civil society in the region, as well as the forces of globalization and the advent of
digital technology. The learning and strategic adaptation of that time mirrored the
path of all our programming as we moved from primarily funding large institutions
to partnering with organizations capable of local action. 

As part of this strategy, universities and hospitals reoriented toward the communities
they were designed to serve. In this approach the community, not the classroom,
became a place for rich learning. With help from trusted non-governmental
organizations, professors, doctors, nurses and students would engage local people not
as research subjects or patients, but as partners with knowledge and wisdom to share. 

This strategic direction put a human face on challenges as never before. With youth
development and opportunity at the center of addressing longstanding problems,
ideas sparked action in a way that would resonate with our founder. In the
foundation’s earliest days, he urged a commitment to community engagement: 

“… it is only through cooperative planning, intelligent study 
and group action – activities on the part of the entire community – 

that lasting results can be achieved.”

As we move toward 2030 and our organization’s 100th anniversary, we carry Mr.
Kellogg’s legacy on behalf of children into every aspect of our international work.
The lessons in the following pages continue to guide and teach us. 

~La June Montgomery Tabron
President and CEO, W.K. Kellogg Foundation
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An ‘Ideario’ Whose Time Had Come 

For a social change movement to succeed, it must be rooted in the power of a clear
and change-worthy idea. The idea must be visionary enough to fire the imagination,
but practical enough to serve as a blueprint for action. It must be concise enough to
summarize yet have the “scale up” potential to reach millions – just as a tiny acorn
contains the genetic code to become a towering oak. 

It was a fertile idea such as this that drove the Kellogg Foundation’s
strategy and progress during 1986-2008. The Spanish term for it
was ‘ideario,’ defined as “the body of ideas that supports a given
approach.” This term was first used by the Community
Partnerships for Health Professions Education initiative (known in
Latin America by its Spanish acronym “UNI”) to describe their
unified program of teaching, health services and community
outreach in 23 projects across Latin America. In time, the ideario
came to guide not only health, but also WKKF efforts in agriculture
and rural development, youth and education and philanthropy. 

The ideario essentially described a new philosophy for how
institutions in Latin America and the Caribbean would approach
communities. Instead of relating to communities in hierarchical,
top-down fashion, hospitals, universities and research centers
would engage them in “bottom-up” collaboration. Instead of classroom learning that
was heavy on theory, students would learn through hands-on experience in the
grittier environs of small farms and crowded clinics. And along with dispensing
diagnoses and text-bound expertise, doctors and faculty would listen to – and learn
from – the hard-earned experiences of local people.     
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While adapted to the times and culture of Latin America, the ideario meshed well
with the hands-on ethos of W.K. Kellogg and his foundation. Mr. Kellogg, like his
contemporaries Henry Ford and Thomas Edison, was an inveterate tinkerer. He was
an early adopter of technology, forever fascinated by the latest scientific
developments in nutrition, machine engineering and health care. Yet in keeping with
his pragmatic nature, he was adamant that WKKF not fund scientific research for its
own ends. To publish research findings in an academic journal was not enough. It
was “the application of knowledge to the problems of people” that mattered most -– a
principle that resonated with the Latin American and Caribbean programs of
1986-2008 and continues today. 

The sweeping changes underway in Latin America
during the 1980s and 1990s made the ideario
particularly relevant. Military dictatorships had fallen
and democracy was on the rise across the region.
Globalization and open markets had changed the face
of commerce and brought new possibility and perils
for the poor. A boom in civil society had fueled the
growth of the non-profit or third sector, as
non-governmental organizations (NGOs)
proliferated. Meanwhile, the private sector had
shown new interest in giving and corporate social
responsibility. And state governments, in a break
from the centralized regimes of the past, were willing
to adopt model methods of education, health and
social services that been pilot-tested by NGOs. At 
the confluence of these forces stood the ideario: an
embodiment of hope and social mobility for millions
of Latin Americans whose potential had been stunted
by poverty and racism for generations. 

Across two cycles of programming, 1986-1999 and 2000-2008, WKKF sought to
capitalize on these sea changes in Latin American society. Many successful
approaches funded by WKKF during those years were turned into policies and
programs that are still active. Many professionals who staffed and led these efforts
have gone on to hold prominent roles in government, higher education and
international development. 

This summary examines the key themes that emerged in “Learnings and Legacies
from the Field,” a glimpse of the insights from the people and projects described in
detail in the full history. These examples, positive and negative, testify to what a
strategic approach can accomplish. 
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Equipping the Right Leaders for the Right Journey

Developing strong leaders has always been part of the foundation’s “organizational
DNA,” as this passage from “The First Eleven Years,” the Kellogg Foundation’s
earliest history, makes clear: 

“Any assistance the foundation could offer should not be a
pre-conceived plan, but bring to communities through their own
leadership the best of current thought, in order that those
involved could directly work out their own solutions.”

In 1941, when “The First Eleven Years” was written, this guidance pertained to the
handful of counties in south-central Michigan where WKKF started its first
programs. But with the outbreak of World War II, the foundation began to project its
leadership principles on a global scale, beginning with study grant fellowships for
health professionals from Latin America. The study grants allowed doctors, dentists
and nurses to earn advanced degrees in the United States, credentials that naturally
gave them leadership credibility when they returned home. To support them in this
teacher-as-leader role, WKKF bought new medical textbooks and journals for their
home institutions, along with sets of modern surgical equipment for operating rooms. 

Still, under the ideario philosophy, being a successful leader required more than
professional expertise. Leaders also needed the heart of a social reformer, with
enough stamina and political savvy to work for change within institutions that were
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entrenched in the status quo. As for community leaders, they needed to restore the
broken trust between local people and social institutions that many found insular
and autocratic.     

Certain themes emerge in the role that leadership played in the foundation’s LAC
grantmaking programs from 1986-2008, in particular the value of opportunistic
vision; contextual wisdom; and helping adults see youth as leaders. 

Opportunistic Vision  

In 1985, two young assistant professors from the Department of Internal Medicine at
the State University of Rio de Janeiro (UERJ) had returned from medical residencies
in the United States. They had studied a field of medicine that did not exist in Brazil
at the time: adolescent health. Much like W.K. Kellogg, who believed that knowledge
was not useful until practically applied, the two professors approached WKKF with a
proposal. Would the foundation help to establish a modest adolescent ward at their
university hospital? 

The answer was “Yes,” but with a caveat. While a new hospital ward would be
beneficial to a few, but the foundation could see there was far more at stake. Since
Brazil had yet to develop a modern approach to adolescent health, adolescent care
was limited to prevention and treatment for teen pregnancy and substance abuse.
Beyond that, the distinct health needs of adolescents fell into a grey area, claimed
neither by pediatricians nor clinicians. 

To build on the untapped potential of the young professors’ good idea, WKKF
awarded the university $100,000 ($246,000 in 2018 dollars, but still a bargain) to open
both an adolescent ward and an outpatient clinic that offered ambulatory care. And
this was only the beginning. The clinic would grow to become the Adolescent Health
Study Center (NESA). And NESA, it is fair to say, has revolutionized the care of
adolescents in Brazil and South America. NESA has trained hundreds of
professionals from municipal and state health departments. It has offered residencies,
as well as master’s and doctorate programs, for physicians, nurses, social workers,
psychologists and nutritionists. NESA’s well-respected reputation in training and
research has given it a privileged voice in every policy debate about adolescents at
the state and national levels. 

The foundation itself also learned much from NESA and the UERJ project. Its success
led WKKF to invest $4 million, from 1990 to 1995, in eight adolescent health projects
in Argentina, Bolivia, Chile and Uruguay. By giving two young leaders more than
they asked for – to achieve more than anyone expected – WKKF showed that in
philanthropy, a willingness to take risks in response to opportunities widens the
vision of leaders and expands what is possible. 
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Contextual Wisdom: Dr. Galba Araujo and 
the “reverse transfer of technology”

In the mid-1970s, the modern way to lower the tragically high rates of child mortality in
the rural villages of northeast Brazil seemed clear enough. Mobilize a health care team
from the university hospital in Fortaleza, fan out across the countryside and bring the
region’s maternal care into the 20th century. In an area where most childbirths were
attended by traditional midwives and faith healers, most of whom
were illiterate and had no formal training, that approach would
have seemed like conventional wisdom in the medical profession.  

But Dr. Galba Araujo saw things differently. He was a proponent of
humanistic medicine, an obstetrician who described natural
childbirth as “… a happy event, a joy to be shared with the whole
community.” Dr. Araujo was troubled by the “meddlesome
obstetrics” that drove 80 percent of Brazilian women to seek
caesarean births. He viewed midwives and faith healers, with their
herbal remedies and prayer rituals, not as obstacles to progress but
as overlooked allies for a health system short on resources.  

Araujo was a professor of obstetrics at the Federal University of
Ceara in Brazil and head of a WKKF-funded project known as
PROAIS (Program of Integrated Health Activity). He was
well-educated and well-traveled, having studied medicine in the United States, to include
a residency in 1943 at the American Legion Hospital in the Kellogg Foundation hometown
of Battle Creek, Michigan. A 1970s photo from PROAIS shows Araujo as slight and
bespectacled, comfortable in his guayabera shirt, linen slacks and slouch ball cap. He had
three children of his own, was known to love fishing and showed great affinity for the
folkways and customs of working-class rural people. 

For Araujo, the best way to counter the cultural blind spots of modern medicine was
through a “reverse transfer of technology.” In doing so, he demonstrated a leadership
practice that LAC staff found essential: the ability to “contextualize” knowledge and
apply it in ways that engaged, rather than excluded, local people. 

With a $260,000 foundation grant, Araujo developed his Primary Health Care
Program. But he did not enter communities with a preconceived plan tucked inside
his medical bag. His first step was to consult mayors, priests, teachers and local
organizations. From them, he learned how pivotal midwives and faith healers were
to all that PROAIS hoped to achieve. 

The midwives were called aparadeiras, Portuguese for one who literally “catches
babies” as they sometimes did in the folds of their long skirts. The term makes sense
given the practice of natural childbirth in rural Brazil. Women would squat, kneel or
sit on a bench, stool or hammock, all of which lets gravity aid in delivery. While some

From Idea to Ideario   7

In doing so, he
demonstrated a
leadership practice 
that LAC staff found
essential: the ability 
to “contextualize”
knowledge and 
apply it in ways 
that engaged, rather 
than excluded, 
local people.



doctors saw the practice as antiquated, Araujo, an accomplished clinician, knew
otherwise. “We encouraged this traditional position, because it straightened the birth
canal,” as well as relieved pressure on blood vessels, he wrote in a 1983 article. 

To improve the care offered by midwives, Araujo and staff taught them the warning
signs of high-risk pregnancies. During childbirth, they learned to evaluate mothers
for dangers such as heavy bleeding that required immediate transport to a hospital.
They even learned to perform minor procedures, such as the repair of skin tears after
delivery. Meanwhile, the faith healers were trained to give new mothers a homemade
oral rehydration drink (sugar, salt and water) that was seen as a complement for
religious rituals, rather than a replacement for prayers. 

Due in no small part to Araujo’s collaborative leadership, local residents also pitched
in to convert abandoned buildings into eight community health units (CHUs). These
were safe, clean places to deliver babies in a region where many mothers had homes
with dirt floors. Volunteer carpenters and masons often renovated the facilities -–
which included a delivery chair. Eventually, a modern version of the chair was even
used at the university hospital. 

“This CHU belongs to the community, and only the community can decide how it
will be run,” wrote Araujo. As for the quality of care, he observed that, “Rural
women giving birth (at a CHU) think of it as normal and natural. We don't hear all
the wailing and screaming that is common in the hospital.” 

While communities embraced PROAIS, many of Araujo’s university colleagues were
less enthusiastic. After his death in 1985, faculty and administration support for the
program waned. Yet from a policy perspective, it didn’t matter. PROAIS had been so
successful –- at one point 10,000 babies were delivered without the death of a single
mother –- that it was replicated by the Brazilian Ministry of Health and extended to
every municipality in the country.

In what now sounds almost prescient, Araujo was once asked if he’d be upset if
others someday used his methods without giving him due credit. “It doesn’t matter,”
he replied. “A man lives eternally by the power of his ideas.” 

Helping Adults See Youth as Leaders: 
A Father-Daughter Transformation 

It was a predictable tension, one that parents of teenagers anywhere could have
imagined. It arose as part of the foundation’s LAC Youth Development strategy in the
1990s. The strategy targeted youth as crucial actors in efforts to break the
intergenerational cycle of poverty. Young people were expected to speak up at
community meetings, and propose ideas for improvements in education, health care
or economic development. They were expected to lead projects that would bring new
sources of income to small farms, shops and markets. 
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But the idea of youth-led activism made some adults uneasy. They feared the adverse
impact it might have on the social order. 

Adults worried that if children started acting like leaders in the community, it could
undermine parental authority at home. Some young people felt suspicious of the
motives of adults they did not know well. And some in the community were
concerned that encouraging girls to participate equally with boys ran counter to
traditional roles for women as caretakers and mothers. 

Part of the challenge may have come from the deliberative nature of non-governmental
organizations (NGOs). However well-intended, their vocabulary and activities – such
as hosting meetings where people sit for hours and write on chalkboards – could
seem too abstract. Especially for those whose everyday labors involved working with
a hoe or an ox-drawn plow. For many in the community trust
would not grow until they saw youth use their budding
leadership skills to create something valuable. Such was case
with Rejane, whose story was highlighted in a 2002 update to
the WKKF boards. It’s a good example of how a well-designed
and well-executed program can dispel the earlier mentioned
fears about youth leadership and activism.

Rejane was one of 160 young people who joined a two-year
Agents of Local Development program in Pernambuco, Brazil.
She studied personal communication (crucial for youth who
have never spoken in groups or before an audience) along with
technology for small farms and basic computing.

Rejane was eager to share what she learned with her father, a 70-year-old farmer. To do so,
she wisely asked that they both attend a training session on organic production techniques
designed for small farms. This helped defuse the dynamic parents feared would threaten
their authority. As for Rejane, the project presented her with a real-life solution she could
apply on the family farm. There was none of the class-project artificiality that activities
designed for youth by adults sometimes have. Instead, for daughter and father the project
targeted an area of dire family need. Until 2001, her father and most farmers in the Goita
River Basin raised two crops: cassava and sugar cane. Yet fluctuations in local and world
markets had made the economics of small-scale cassava and sugar cane farming
uncertain. Many families, youth especially, were moving away to find jobs. 

It was here that Rejane’s quiet leadership paid dividends. Her father didn’t just
dutifully attend the organic training; he went home, mastered it on his own farm and
became an innovator of organic agriculture in the Goita River Basin. Encouraged by
his success, four of his six sons who had moved south for better opportunities
returned. The community followed his lead, and by 2002, some 170 families were
selling organic vegetables locally, and in the booming markets of Recife, Brazil.
Rejane’s family and many others saw their incomes double – and perhaps thought
more favorably about the ability of young men and women to build a better future.
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Building Community-Focused Institutions

From the 1940s to 1980s, large LAC institutions such as agricultural research stations,
hospitals and universities were central to WKKF’s program strategy. They were hubs
of teaching and scholarship, whose graduates and research findings could benefit the
entire region. Until the growth of NGOs in the 1990s, they were the entities with
enough staff and funding to drive broad change in areas such as health, farming or
nutrition. 

Then, with the rise of democracy, the times called for a new kind of institution – one
with the capacity to work on a large scale but a focus on challenges at the community
level. People wanted scientists to concentrate on the problems of communities rather
than on big agriculture producers and corporate interests. For research and teaching
institutions, the adaptation required a period of reorientation that was rarely a
smooth process and sometimes prompted turnover in leaders and staff. The Kellogg
Foundation partnered with a number of institutions in transition during this period.
Those able to make the change, as these examples illustrate, emerged stronger and
more relevant to communities and funders alike.   

EARTH: Building an Engaged Institution from the Ground Up

Until the early 1990s, many agricultural colleges and even vocational high schools in
the LAC gave their students a theoretical education. It was a classroom-centered
approach, best suited for graduates who would work on large-scale farms. While
such schools were ripe for institutional reorientation, that was never the case with
EARTH University in San Jose, Costa Rica. From the start, EARTH’s hands-on
approach to undergraduate education resonated with Kellogg Foundation program
leaders. (In fact, Dr. Norman A. Brown, WKKF’s president and chief operating officer,
played an advisory role when EARTH was in the earliest stages of development.)
Even the school’s location prepared it for a mission of student-driven environmental
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reform. EARTH sits on the grounds of a former banana plantation, whose harmful
agricultural practices had left a toxic legacy. 

“When we first came to EARTH, the whole river (that runs through the property)
was contaminated with blue plastic, with chemicals inside, that’s used to ship
bananas,” recalled Jose Zaglul, EARTH co-founder, during a 2016 PBS News Hour
interview. “And when the first group of students came, we brought them in and
started to pick up all the plastic.” EARTH still grows bananas, but in a sustainable
way that’s become a model for the industry. The blue plastic wrapping is now
recycled and the banana stalks and spoiled fruit are fed to livestock. EARTH sells its
“Responsibly Grown” bananas at a premium to buyers such as Whole Foods. 

For EARTH students, classwork and fieldwork goes hand
in hand. They toil, often under a scorching tropical sun, in
the fields and orchards of EARTH and on small-scale
farming projects in nearby villages. While EARTH students
earn bachelor’s degrees in agricultural sciences, they are
equally expected to become ethical leaders with a strong
commitment to social justice and sustainability. EARTH
now draws students from 43 countries in Latin America
and Africa. Without financial aid, 83 percent of students
could not afford an EARTH education. 

EARTH serves as a prime example of how a foundation’s
support for an institution can and should evolve. Initially,
WKKF funded general scholarships for EARTH students, but over time they became
more selective. By 2002, the foundation’s scholarship grants targeted individuals who
worked for WKKF projects in its priority geographic areas. For these grantees, sending
their staff to study at EARTH became a form of professional development. The grant
further required that 50 percent of scholarships go to female students, as well as those
from specific African and indigenous groups. 

Then in 2016, the foundation made a landmark $40 million gift to establish a
permanent legacy with EARTH. The funds helped create an endowment to “ensure
future agricultural education opportunities for economically disadvantaged youth.”
The $40 million was a sizable sum for a university with an enrollment of 430
students. But the investment, the latest of 30 grants made by WKKF to EARTH since
its inception, was a logical culmination of the good progress to date.    

“More than 25 years ago, the Kellogg Foundation partnered with the government of
Costa Rica and USAID to build a unique model of education grounded in leadership,
entrepreneurship, and environmental consciousness," said La June Montgomery
Tabron, WKKF president and CEO, in a news release. "At the time no such institution
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existed, and it was a great risk. Today, EARTH continues to be aligned with WKKF's
mission. Their vision stands strong, and we are honored to provide this recent gift,
which has a matching component, to the university. EARTH provides a unique
model for educating tomorrow's leaders and deserves support — from WKKF and
others — for the next 25 years."

UNI and the Anatomy of the Big Initiative  

Nowhere were the foundation’s efforts to build community-focused institutions in
Latin America and the Caribbean more far-reaching than with the UNI initiative. Yet
to understand how UNI came to be, it helps to consider the times and circumstances
that made such a bold undertaking possible. 

In 1981, the foundation had assets of $696,371,228 and a staff of 75 people. By 1991,
these figures stood at $5,203,777,794 and 203 respectively. That same year, WKKF
moved into its new headquarters in downtown Battle Creek, which offered ample
room for expansion. The Cold War had ended with the fall of the Berlin Wall in 1989.
The Soviet Union had dissolved, and many in Congress called for steep cuts in U.S.
defense spending that would result in a “peace dividend,” a budget bonus that could
fund a wealth of social improvements. With Communism in retreat, the global spread
of democracy seemed unstoppable, particularly in the oppressed nations of Latin
America and the Caribbean. It was time to invest grandly in the new world order and
the foundation’s strategy reflected that optimism. 

WKKF created program initiatives in the early 1990s as a grantmaking strategy that
would pursue its goals on the largest scale ever. Most program initiatives consisted of
10-20 or more projects, all working toward a common aim. While the foundation had
long funded groups of similar projects known as clusters, program initiatives
differed in several respects:

•  Participation was more controlled, with proposals accepted only from an
invited group of potential grantees.

•  Consistency among projects was essential, beginning with a theory of change
that presented a formal structure for how problems would be addressed.

•  Participation among grantees was extensive, with a full schedule of seminars,
meetings and site visits among member projects.

•  Initiatives could run 10 years or more with two or three rounds of funding,
compared to the usual three funding years for clusters.

•  Initiatives were usually theme-based, and in LAC centered on health,
agriculture and rural development.  
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Through program initiatives, WKKF sought to build a critical mass of projects that would
drive systems change through their breadth, innovation and influence. In the region, the
Community Partnerships for Health Professions Education (UNI) was built on this scale.
From 1991 to 2006, UNI would fund 23 projects in 11 LAC countries – which involved more
than 200 health organizations – for a total investment of $54 million. Despite its complexity,
the vision behind UNI was based on a straightforward idea – that health care systems
should promote health and prevent illness. To achieve better outcomes, according to this
premise, health systems must shift their emphasis to
affordable primary care, the kind that most people need to
stay healthy and prevent chronic disease. To create and
sustain these health systems, physicians, nurses and
dentists trained to provide family and primary care would
need experience in both hospital and community settings. 

UNI was built a triad that connected the university, the
community and health services. In pursuing the goals
of UNI, most universities made a radical shift from
classroom-based teaching to learning by doing at all
levels of the health care system. Some UNI projects saw
a 500 percent increase in the number of curricular hours
that were completed in a field setting. Especially
rewarding for health professionals were the deep
connections that they developed with patients in
communities. By learning about the practical details of their patients’ daily lives, they
could foster good health and better manage their infirmities. For doctors and nurses
to have such rewarding encounters in the formative years of their education
career-changing and often life-changing. Lasting lessons from UNI’s experience
include these: 

• Extend Community Activism Beyond the Initiative
UNI helped community people think differently about their relationships with social
service providers. The leadership and negotiation skills this required were readily
transferable to other areas of community life. What began with UNI extended
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beyond the scope of the initiative. In addition to advocating for needed services,
communities began to work with authorities to problem-solve solutions for issues
ranging from doctor availability to improved garbage disposal. 

• Build a Culture of Partnership 
Just as communities leveraged the leadership skills gained through UNI for other
purposes, so did universities see the ideario approach spread to other colleges and
disciplines. Career fields such as architecture, law and social services have embraced
the ideario, applying it in their own programs. The UNI experience helped LAC
universities as a whole become more attuned with the communities and constituents
they serve. 

• Make Shared Decisions About Budgets 
The three-party structure of UNI projects required shared decision-making at all
levels. Importantly, this meant that budget allocations – a common point of
contention for any partnership – had to be mutually determined. Budgets were set by
committees with full representation from the university, the community and health
services. As much as anything, this practice enforced equity within projects. No
partner could demand its share of the grant for individual use or take grant funds
and separate itself from the partnership. 

• Don’t Skimp on Evaluation  
A major drawback for UNI was the lack of an evaluation plan that could have
measured its impact on the health status of the 23 communities served. Instead, the
evaluation studies that were done were few and scattered. Which is unfortunate,
since in projects that measured impact, some reported that infant mortality had fallen
by 40 and even 78 percent. More impact data could have made a stronger case for
even wider implementation of the UNI strategy.   
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Keeping Youth at the Center of Development

While the foundation had always been a youth-centered organization, what the LAC
team proposed in September 1999 was something altogether different. They submitted
a plan that would enlist youth as key players in the region’s fight against the growing
scourge of poverty. They would “position youth at the center of a framework … to
break the vicious intergenerational cycle that grips that poor.”
They would regard youth “as the strategic leverage point, one
that can create the greatest impact throughout the system.”
They would rely on youth as “a starting point for the design
of programs, policies and interventions from which positive
effects ripple outward.” 

At the time, the request was a tall order. Across the region an
era of severe downsizing was underway. Governments had
slashed social programs and cut economic subsidies to pay
down astronomical foreign debts. These harsh measures,
combined with the shift to a market-based economy, had
inflated food prices and increased unemployment. In hard
times, disadvantaged youth were “last in, first out” of the
job market. 

Effectively, this meant that LAC staff and grantees would
have to address both the causes of poverty (poor education and lack of vocational
training for school-aged youth) while treating its effects (youth who were chronically
unemployed because they lacked job skills and access to capital). Still, what young
people did have was the energy, enthusiasm, hope and zeal to accomplish what jaded
adults could not. That beacon of potential burned most brightly within the Youth
Development strategy.

The strategy itself was built around Comprehensive Clusters (CCs), projects with
more autonomy than those under the program initiative model. CC grantees could
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choose from a range of options – health, nutrition, agriculture, education, etc. – to
design a project that best suited their location and situation. They often built on
earlier WKKF projects to leverage existing partnerships and networks. 

An initial step for nearly all the CCs was to build entrepreneurship among youth and
young adults. Youth learned to map economic opportunities in their community and
develop a creative, business mindset. Here, they showed considerable ambition and
ingenuity. Some started businesses to make garments, which in Bolivia included
traditional Aymara tapestry. Some sold forest products; others opened repair shops. One
produced an organic, earthworm humus fertilizer to aid quinoa production in the High

Andes. Most newsworthy was an effort to supply ancient
varieties of Andean potatoes to a world-renowned snack
food corporation. Several started microloan funds to help
youth establish their businesses, and overall the rate of
repayment was 95 percent – which exceeded that of
commercial lenders. 

The Comprehensive Clusters were organized around
WKKF’s Priority Geographic Areas, or PGAs. PGA 1 was
southern Mexico, Central America and the Caribbean; PGA
2, northeast Brazil; and PGA 3, the Andean zones of
Ecuador, Bolivia and Peru. The LAC team developed the
CCs in sequential fashion. They began in PGA 1 and

gradually moved onto the other two, learning and refining as they went. From 2000-2010,
the foundation funded 180 CC projects in three PGAs and 33 micro-regions for a total of
$58 million. Across the CCs, as diverse as they were, common lessons emerged. 

• The Difficulties of Transitioning from Partnership to Alliance
For CC members, the difference between a partnership and an alliance was more
than a matter of semantics. Partnerships came first and were a crucial initial step as
small groups of organizations united around a project to receive WKKF funding. The
best partnerships were trustworthy, inclusive and able to lay a groundwork for the
next phase: a community alliance. The alliance was expected to make the biggest
payoff in terms of institutional and community change. It brought together leaders
from local governments, civil society organizations and other key actors in a given
territory. Ideally, the alliance would make the CC’s goals its own and embed them
into programs and policies that lived on after WKKF support ended. The alliances
were also expected to “address imbalances of power due to differential resource
control of foundation resources,” according to a 2008 LAC report to the foundation’s
board. But doing that could prove harder than anyone expected. 

In many cases, WKKF staff and consultants stepped in to serve as conveners who
helped partners sketch out the CC change agenda. While the foundation was usually
reluctant to assume that role, program leaders felt there was too much at stake to sit
on the sidelines. Grantees later said that building strong alliances was the most
difficult – and yet, the most beneficial – aspect of the process. 
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• Informal Education to Close the Equity Gap
Participants in CC projects cited improved education as the best way to break the
intergenerational cycle of poverty. But overall school systems proved to be
ambivalent partners, with principals and teachers often reluctant to change methods
and teaching practices. While some schools did purchase personal computers, they
moved slowly when it came to aligning curricula with Youth Development goals.

However, the CC programs that offered informal
education faced no such constraints. Outside of school,
programs in computer literacy, vocational training and
citizenship equipped young people with knowledge
they could readily apply. Up to 10,000 took part in
informal training sessions. Like Rejane, examples
abound of CC youth who used this training to build up
a family farm or business – and become change leaders
in the process. It’s not that informal education could
ever replace formal education. Improving the quality of
public schools, especially those that serve poor and
excluded youth, is more important than ever. Yet
informal education can help disadvantaged youth
succeed – often quickly – and make the case for broader
programming in Youth Development.    

• Purple Potatoes and the Power of Productive Capital
For 8,000 years, farmers in the High Andes raised their
potatoes with little outside fanfare. Native Andes potatoes are a hearty food staple,
well-adapted to harsh climates, rocky soils and 3,500-meter (11,000-plus feet)
altitudes. But with their smallish, irregular size and bright colors, they were the
opposite of what packaged supermarket snacks looked like. 

It took a CC-led alliance to convince corporate buyers that Andes potatoes deserved
space on the shelf. In the Peruvian Andes, youth with CC-Jauja, worked with a local
NGO to forge a most unlikely deal. They would sell their potatoes to Frito-Lay, who
would turn them into commercial potato chips sold under the brand Lay Andinas.

“Creating a native potato production chain will make a significant contribution to
raising family incomes and improving food security in the communities of Junín, and
part of Huancavelica,” said César Huamán Vila, in a 2008 WKKF news release.
Huamán Vila was a coordinator for FOVIDA, an NGO that supported the project in
Huancavelica and Junín, high-poverty areas. 

For health-conscious consumers, High Andes potatoes were a revelation. Especially
the purple variety, with their robust flavor, potent nutritional value and high
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concentration of antioxidants compared with commercial potatoes. To launch 
its product in 2008, Lays pre-purchased 300 tons of potatoes from Andean farmers.
Eventually, their commercial agreement would source potatoes from some 
6,000 farmers. 

The agreement reflects the LAC team’s belief in productive capital as a tool to
advance Youth Development. Productive capital refers to “the goods and services
used during a production cycle: raw materials, energy, supplies, services needed for
each stage of production.” As in the Andes, productive capital can maximize the
potential of promising, but undervalued products. It can connect missing links in a
supply chain, ramp up production or support branding and marketing efforts. It has
worked for Andean potatoes, but also for Brazilian goat milk yogurt and
eco-tourism. While productive capital isn’t a panacea for poverty, it does help
external investors see new possibilities in places often overlooked. The half-dozen
other brands that now compete with Frito-Lay to sell purple chips made from
Andean-raised potatoes are proof of that.   

• Evaluation and Dissemination to Enhance Learning
Even a 10-year initiative eventually runs of out of time. That was the case for the
Evaluation and Dissemination activities planned for the Youth Development strategy.
As a result, cluster evaluation and dissemination was incomplete when the CC
funding ended in 2007. With the exception of Kellogg Foundation staff who
documented the work in philanthropic and academic journals, the incremental
lessons were limited to sessions at conferences and meetings. 

The challenge stemmed from limited efforts to build the capacity of local
organizations to disseminate their work. Along with a lack of training, this gap may
also reflect a misunderstanding of how evaluation and dissemination can influence a
project’s ongoing success. If staff and community can regularly use the latest data to
reflect on what is working and what is not, they can create an atmosphere of
continuous improvement. When evaluation is a grantee-driven learning process, the
stories and insights from the work are captured along the way – building the store of
dissemination materials to share. 

Several CCs saw that firsthand through a participatory evaluation process led by the
Institute for Rural Innovation (known by its Spanish acronym IIR). The IIR trained
groups of lay people to gather and analyze baseline data in their communities.
Ultimately, the IIR was unable to finish the larger cluster evaluation. Yet as a positive
outcome, collecting baseline data from community residents gave everyone involved
a far better sense of local conditions. This, in turn, increased their faith in evaluation
as a valid tool for decision-making.
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Building Organizations that Build Communities

The rise of democracy in Latin America and the Caribbean during the 1980s and
1990s gave new relevance and purpose to the nonprofit – or third sector. The
state-centric paradigm, where the government dominated public life, had faded
away. A new social contract had emerged, one where citizen-driven organizations
could provide what the government did not in terms of social services and
development. Nonprofits were ideal for that mission: small and nimble, connected to
communities and committed to social justice. Their activist role differentiated them
from the Latin American charities of the past. When nonprofits gave aid, they felt
compelled to also ask why that aid was necessary. In that spirit, WKKF-funded
nonprofits would fight the structural causes of poverty head on, and not just treat its
symptoms. 

However, for the LAC’s third sector to succeed in an expanded role, it needed to face
its shortcomings. While NGOs brought passion and frontline experience to their
mission, they were often short on the management skills (human resources,
accounting, marketing) necessary to run a successful organization. The same was
true for philanthropy. The economic boom had made a small, but growing number of
individuals and businesses very wealthy and their potential for giving was higher
than ever. Yet to make that giving effective, the field of philanthropy needed staff
development, formal degree programs in nonprofit management and trade
associations that could set standards and promote best practices. To move from
paternalism to professionalism demanded no less.

The W.K. Kellogg Foundation understood this situation well. The foundation had led
efforts to  professionalize U.S. philanthropy from the 1960s onward. It supported the
Council of Foundations and regional associations such as the Council of Michigan
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Foundations. It helped start nonprofit degree programs at schools such as Indiana
University and Case Western Reserve University. More than any LAC program area,
the strategy to build the third sector was one that WKKF staff knew intimately. From
that vantage point, these crucial insights emerged:

• Find Leaders Who Embody the New Approach
The region needed to build a third-sector infrastructure: a bulwark of training,
operations and policy to support the healthy growth of NGOs and foundations. But it
also needed vibrant and visible public leaders whose enthusiasm and intellect
embodied what the new third sector was about. In Brazil, Oded Grajew exemplified
that leadership. 

Born in Tel Aviv, Israel, Grajew founded Grow Games in 1972, a Brazilian toy
company which built “intelligent games” for adults and youth. He was an early and
often lone proponent for what’s now known as corporate social responsibility.
“During my time in business in the 1970s and 1980s, my peers often responded with
skepticism to my ideas about changing business practices,” said Grajew, in a 2014
interview with the Tellus Institute. “They told me that the ideas were impossible,
they were just dreams.” 

By contrast, the LAC team saw his dreams as visionary. Grajew first approached the
foundation in 1993, when he was president of the Brazilian Toymaker’s Association.
He sought funding to start a philanthropy that would defend the rights of
disadvantaged Brazilian children. What became the ABRINQ Foundation would
mobilize support from government, business, civil society, the media and other
foundations. 

ABRINQ created a Child Friendly Business program that companies could join by
meeting two criteria: investing in health or education programs for children; and
proving that their goods were produced without the use of child labor. In return,
companies could place the Child Friendly Business label on their products. ABRINQ
has since had considerable impact on children in Brazil. By 2013, more than 760
businesses that use the Child Friendly Business label had invested $199 million in
children’s programs. 

The foundation’s support for ABRINQ also had a big impact on the trajectory of
Grajew’s career. As a global leader and thinker, his ideas have since shaped the
policies and behavior of nations around the world. He left the private sector in 1998
to create the Ethos Institute for Social Responsibility. The first of its kind in Brazil,
Ethos advocates for ethical practices across many spheres of influence: government,
the environment, communities and employee relations. Ethos, also a WKKF grantee,
had 250 member-companies after two years of operation. 
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Then in 2001, Grajew conceived an even
bigger idea. It was for a grassroots version
of the World Economic Forum (WEF), the
annual gathering of public and private
sector elites in Davos, Switzerland. “We
needed a counterweight to WEF, a
people-centric forum to think about ways 
of improving the world,” Grajew said. “I
thought, ‘Why not create the World Social
Forum (WSF), just as we have a World
Economic Forum?’ Globalization isn’t the
only way you can view the world.”  

After Grajew rallied supporters and donors,
the WSF was born. In 2001, the first WSF in
Porto Alegre, Brazil, drew 60,000 people
from 120 countries. The WSF has continued
annually, with 80,000 attending WSF 2018 in Salvador, Brazil. (About 3,000 attend the
WEF in Davos and 900 of these are chief executives.) After 25 years, a toymaker’s
impossible dream continues to inspire and teach. 

• A New Language, Culture and Image for Philanthropy
In the 1990s, NGOs and foundations worked hard to build their professional capacity
and refocus on innovation and social change. Yet the third sector also needed to revamp
its public image, which continued to evoke negative memories of its paternal past.

It was a matter of promoting both the style and substance of the revitalized third
sector. Nonprofits had changed and their culture and language reflected that. Social
responsibility, social investments and participatory democracy were more than
buzzwords; they were practices that could benefit lay people and their communities.
To hasten public acceptance, the news media needed to tell the third sector’s story in
a new light.  

Many WKKF-funded projects developed communications programs to increase media
coverage of their work. But one stands out as most distinct and successful: Tercer
Sector (third sector) magazine. It was established by the Del Viso Foundation in
Argentina and run entirely by volunteers. With a WKKF grant, that would change in a
most unconventional way. The quarterly magazine, whose focus was on the nonprofit
sector, would have to become a profit-making venture. Grant funds would hire the
initial professional staff, but Tercer Sector would have to sustain itself through
advertising, subscriptions and hard-won street sales at Buenos Aires newsstands. 
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Some would contend that competition actually improved the magazine’s focus and
quality. Within six years, Tercer Sector became self-sustaining. Circulation tripled
from 2,000 to 6,000 and the number of advertisers grew to 40. Publication frequency
increased from four to six issues per year. Today, Tercer Sector continues as a
multimedia platform for the ideas that move the Latin American third sector. Along
with print, it operates an interactive website, social network and radio program. It
also provides media consultation to nonprofits on a fee-for-services basis. While
NGOs and foundations commonly circulate their publications for free, Tercer Sector
has succeeded by doing the opposite. It offers products that are good enough and
relevant enough for its nonprofit clientele to pay for.     

• Give Staff the Room to Lead
If there was a secret weapon in the effort to revitalize the third sector in Latin America
and the Caribbean, it would have to be the foundation’s LAC staff. This may come as
no surprise, given that WKKF’s core business is philanthropy. But if timing truly is
everything, then the LAC staff’s contributions couldn’t have been timelier. 

In the mid-1990s, both the LAC and U.S. program staff had a deep knowledge of the
third sector. Philanthropy and volunteerism (P&V) was then its own program area,
and WKKF was a national leader in the field. In fact, in April 1997, WKKF sponsored a
President’s Summit on Volunteerism in Philadelphia, hosted by Gen. Colin Powell
and attended by all the living U.S. presidents: Bill Clinton, George Bush, Sr. and
Jimmy Carter as well as Dr. William C. Richardson, WKKF’s president and CEO at the
time, and members of the P&V program team. The foundation’s access to resources
and networks was at its zenith as work on the LAC’s third sector commenced. 

And here again, context mattered. While third sector leaders from the LAC learned
much from their visits to the United States and organizations such as the Council of
Foundations, imported knowledge is never a direct fit. It needs to be summarized,
interpreted, adapted to cultural norms and socioeconomic realities. And it’s here that
the foundation’s longstanding policy to hire program staff from the countries it
served proved so valuable. Program leaders such as Dr. Francisco Tancredi from
Brazil, Andres Thompson from Argentina and Dr. Marcos Kisil from Brazil brought
decades of personal and professional experience to bear on WKKF’s third sector
strategy. Under the label of “technical assistance,” they officially and unofficially
provided advice, connections, admonition and inspiration to help a generation of
third sector organizations become established and successful. 

Grantmaking alone could not have leveraged such influence and assistance. It took a
deep knowledge of networks, backed by a native understanding of politics, history and
culture to nurture such growth. Ralph Waldo Emerson once said, “An organization is
the lengthened shadow of one man.” In Latin America, the shadow cast over the rebirth
of the third sector may have well been that of the foundation’s LAC program team. 
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Looking Ahead: Transitions and New Life After Crisis

WKKF was already in the midst of a significant transition before a magnitude 7.0
earthquake struck Haiti on January 12, 2010. Since 2007, under new CEO and
President Sterling K. Speirn, the foundation had refocused its vision and program
goals. The new emphasis was on children from birth through age 8, healing racism
and a commitment to place-based programs. As work began on the new strategy in
2008, the U.S. economy was hit by the worst recession since the Great Depression.
Meanwhile, the LAC team was also in the midst of transition. The regional LAC
director, and most of the senior program staff, had earlier announced plans to retire
by mid-2008. 

Before they departed, the LAC team conducted its own review with grantees,
consultants, regional experts and thought leaders. They presented their findings to
the WKKF board in a January 2009 paper titled “Windows of Opportunity.” It
proposed a new plan, focused on place-based programs in three micro regions:
southern Mexico; five countries in Central America; small investments in Haiti and
the Caribbean; and continued racial equity programs in Brazil. The strategy would
target the structural causes of poverty, especially those related to ethnicity, gender
and race. The board approved the plan, and the LAC team was reorganized under a
new vice president and staff. Four of the five LAC offices were closed, and the team
began its work from a single regional office in Mexico City. 

By 2010, WKKF had developed a new LAC theory of change, along with a new way
of working. The foundation would now be an “engaged investor” rather than an
“observant donor.” It was a change born of experience with program initiatives such
as UNI and the Comprehensive Clusters. Program staff would use grants, program
related investments and other tools to nurture, nudge and otherwise promote grantee
growth without encouraging dependency. 
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The one contingency WKKF could not foresee was the earthquake that killed 250,000
Haitians, injured 300,000 and left more than one million homeless. Originally, the
foundation had planned modest grants in Haiti and the Caribbean. But the unfolding
crisis called WKKF to narrow its program strategy and focus on southern Mexico,
Haiti and Brazil. It was fate, as much as strategic deliberation, that drove the changes.
But the lessons that emerged from that tumultuous time are no less instructive.

Within one month, the foundation had a team on the ground in Haiti to assess
post-earthquake conditions. WKKF did not, however, rush to fund direct aid efforts, as
emotionally rewarding as that may have been. International donors had already pledged

$13.5 billion in aid to Haiti. In May 2010, the team reported
to the board that “amidst considerable chaos and profound
personal and collective loss, there was nevertheless a sense
of hope that the disaster could spark deep transformation
and an opportunity to recreate the defunct Haitian state.”
The board agreed to invest in Haiti’s development over a
span of 10 years, rather than “flood the engine” with
short-term grant money for infrastructure repairs.   

The world had sent billions in aid to rebuild Haiti’s
physical infrastructure – houses, roads, hospitals, water
systems. Yet what few donors apart from WKKF
considered was the need to improve the nonprofit
infrastructure. As one obvious symptom, many Haitian
NGOs lacked the technical means to directly process
grant funds. Many international NGOs choose to run
their own projects instead, using international
contractors that were up to five times more expensive

than local workers hired by Haitian organizations. For WKKF, a better solution was
its investments to build the capacity of Haitian nonprofits. With the right training,
they will now lead and serve their country long after outside NGOs have shipped off
to other crises. And while less tangible than a new asphalt road or cell phone tower, a
vibrant nonprofit sector may be just as vital to the democratic future of Latin
America and the Caribbean.  

As it looks to 2020 and beyond, in preparation for its ninth decade of LAC
programming, the foundation can be confident in the quality of its investments in
Mexico, Haiti and Brazil. The programs have been built on a careful analysis of lessons
learned across nearly 80 years of programming in the region. A tighter geographic
scope for grantmaking will allow for more two-way engagement with its funded
programs. A more systematic approach to monitoring, evaluation and learning will
allow for annual assessments of progress against key indicators. And, WKKF’s
long-term commitment to the region will provide ample time to create self-reliant
communities that can nurture the healthy growth and development of children.
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