
Developing Community Awareness & Participation

At the heart of all communities that have successfully addressed their housing needs has been the involvement of community members in the development of a Community Housing Plan. When a shared vision for improvements is developed, and the potential benefits of turning around a community’s housing conditions are evident, power is provided to community members. People begin to see that, regardless of the size of the problem, communities working together can turn things around. Community members are empowered to determine what is in their joint best interests, and to determine how their hopes and dreams can be best accommodated.

What is a Community Strategy for Housing?
A Community Housing Plan represents the culmination of a process in which community members take ownership for improving their housing conditions over the long term. A Community Housing Plan is based on:
· an honest and realistic assessment of the existing housing conditions and community needs;
· the development of a shared vision of what the community’s housing will look like in the long term;

· the development of a series of goals which will guide the community in attaining its long term vision;
· the development of specific workplans – based on an assessment of alternative strategies – which will allow the community to meet their goals for improving housing conditions; and

· consistent and passionate commitment to implementation of the developed Plan.

The key to the development of an effective Community Strategy is the involvement of the broader community in the planning process. When community members are involved in the determination of their future, they are empowered. Regardless of their experience, expertise or knowledge, all members of the community will have opinions and views about their community and their housing. Allowing the opportunity for community members to provide input and commentary to the planning process will solidify short-term and long-term support for implementation of the Plan.
The term Community Strategy for Housing will be used, along with the term Community Housing Plan. The two terms refer to the same plan, and are meant to be interchangeable.

Why should Communities have a multi-year housing plan in place?
Formal Community Housing Plans represent a road map to the future of the community. When multi-year plans are developed and communicated, there is greater likelihood of continuity in the community. When political leadership changes, the plan, which has been developed by the broader community, doesn’t.

A shared vision of where the community wants to be in three, five, or even ten years is a powerful means of empowering community members. A multi-year Community Strategy will serve to clarify the actions and initiatives which will be required to move the community towards its goal. Planning allows the community to get a handle on what resources are required to make the community more sustainable.

Effective Community Strategies can chart the course towards:

· Greater economic stability for the community;
· Job creation, skills development and business opportunities for community members;

· Optimized use of resources – both financial and human resources;

· Upgrading of the existing housing stock – addressing occupant health and safety concerns;
· Increased durability of new and existing housing – extending the life span of the housing in the community;

· Providing community members with a sense of pride in the homes which they rent or own; and 

· Replacing the short term focus of the political process with long-term policies.

Planning Process Steps
The first stop in the planning process requires gaining a clear understanding of the current situation in the community. Knowing where are you are is essential before determining where you want to be. Developing a vision involves opening the eyes of the community members to how they would like things to be. The vision may be somewhat “hazy”, but it provides a view of what is desired in the future.

The second phase of the planning process requires that community members see both “the forest and the trees”. Within the scope of the broader picture, a series of specific goals and accomplishments will need to be realized if the vision is to become a reality. The establishment of specific and measurable goals is fundamental to the development of an effective Community Housing Plan.

Finally, the planning process requires that community members develop detailed strategies and workplans which will guide the community’s housing initiatives over the course of the planning period. These detailed strategies and workplans need to demonstrate how changes can take root and transform the community.

The process for developing a Community Strategy for Housing, which is explained in the Workbook, can be employed in any First Nation community – regardless of the location, size or relative sophistication of the community. It may be that in a larger community, the process may take a longer period of time to ensure that the entire community is provided the opportunity to participate – while in a smaller community, communication between members is more easily arranged. In each case, opportunities must be provided for involvement by the broader community.
Getting Started

Key Steps:

· Building Support for Developing a Community Strategy for Housing

· Forming a Community Circle

· Obtaining Community Support for the Planning Process

No single individual can determine the wants and needs of a given community – nor can any individual assume responsibility for charting the future of the community’s housing policies. A Community Housing Plan must be based on the input form a broad representation of the community.

Your job is to support the community in developing a Plan that meets the needs of the Community. Your job is to assist the community in accomplishing that task – in an efficient and effective manner.
The development of the Community Housing Plan must follow a process which is open and transparent to community members. Where it is seen that the development of the Plan is within the control of only a select group of the community, broad commitment to the Plan will be far more difficult to solidify. Community members must know that they have full opportunity to comment on the Plan as it is being developed.

Chief and Council need to support the Community Planning Process:

In virtually all instances, political direction and support for the development of a Community Plan will have been demonstrated through the appointment of an individual to lead the process. That delegation reflects the commitment of the Chief and Council to the development of the plan, and to your capability in overseeing its development.

It is assumed that you will be required to prepare a report or presentation to the Chief and Council outlining a process which you recommend be followed in developing the Community Housing Plan. They need to be made aware of the process options available, and they need to understand the benefits which will result from broader community involvement in the process.

Historically, required plans for funding allocations were completed by outside consultants or by staff – without significant input from the broader community. You may need to highlight and promote the value of broad community input into the planning process, as well as highlighting the value of long-term planning. Council should be provided a brief overview of the proposed approach to the project as well as a schedule of activities. Samples of presentation overview materials are provided in the Appendices.
As support from the community leadership is fundamental to the success of the planning process, Chief and Council must fully understand the proposed process. The Chief and Council should confirm the proposed membership in the Community Circle.

A Community Circle needs to be formed to guide the development of the Community Strategy for Housing:
 “Our community planning team development and implemented a unique community circle process that enabled them to work with the resident population, special interest groups, school children (who incidentally surprised us all with the creativity of their housing designs), and a Local Planning Committee to research housing and infrastructure needs ad prepare a blueprint for the next decade.” Chief Bill Diamond March, 1999.
The mandate of the Community Circle would be:

· To oversee the development of the Community Housing Plan;

· To confirm the process which will be undertaken in the development of the Community Housing Plan;

· To ensure that the broad range of views from community members are integrated into the planning process;

· To ensure that the development of the Community Housing Plan is performed in an effective and efficient manner; and

· To monitor implementation of the Plan and ensure regular review and updating of the Plan.

Functions of the Community Circle


[image: image1]
The Community Circle guiding the development of the Community Housing Plan could be formed around the Band’s existing Housing Committee. Alternatively, a new group could be formed to oversee the process. If a Community Circle is to be formed, its members must be representative of the broader community. The size of the committee should be determined on the basis of that representation. A committee that is too large will have more difficulty in decision making, but one which is too small may not represent the different views of the broader community.
 Above and beyond the need for presentation, there is obvious benefit in having a range of individuals with relevant backgrounds in the housing field. A checklist of potential members of the Committee is attached.

Once the Community Circle members have been selected, a meeting of the group should be convened to clarify the role of the group and to determine (in concept) the process which will be undertaken in the development of the Plan. This presents a process which optimizes opportunity for broader community input. It may well be that the specific needs and make-up of the community merit an alternative approach.
At the first meeting, the Community Circle should determine a process which is best suited to their specific community. The Committee needs to discuss and agree on a strategy which addresses:

· The overall approach to be used in the development of the Plan;

· A workplan governing the steps required in developing the Plan

· Identify who will coordinate the process

· Identify the steps / tasks required (e.g., preliminary research, needs assessment, sub-mission of reports, community meetings, etc.)

· Identifying the people who will need to be involved in performing the tasks

· Identifying the schedule which will govern the work

· A budget governing the exercise; and

· The means by which the broader community will involved in, and notified of the development of the Plan.

Guidelines for the Community Circle
· The role of the Community Circle must be clarified. The group can either act as a coordinating body overseeing the work of various working groups or the Committee could take a more active role in the planning process. The primary responsibility of the Community Circle is to ensure that the developed Community Housing Plan reflects the best interests of the broader community.
· The rules of governance / decision making process to be applied by the Committee should be clarified. The group should, at an early stage, determine how they will make decisions – by consensus, by democratic vote, or through a requirement for unanimous approval.

· The role of a chairperson / leader of the Committee / Circle should be clearly established. That individual could either be appointed by Chief and Council or appointed from within the group. The role of chairperson could be either shared or passed through interested members of the group.
· It is likely that your role will be that of facilitator / support to the chairperson.

The Community needs to be informed that a long-term Community Strategy for Housing is going to be developed:
· Community members need to understand that need for a plan and the potential benefits which can result from the implementation of a community developed strategy;

· Community members need to understand the importance of their involvement in the development of the plan; and

· Community members need to understand the process which will be followed in the development of the housing plan, and the opportunities available to them in the plan development.

Options Available for Informing the Community
1. A newsletter could be developed and circulated to all community members to inform them about the strategic planning process. The newsletter should address:

a. The importance of the Community Housing Plan in addressing the short, medium, and long-term housing needs of the community;

b. The benefits which can be realized through a plan which is developed by the community for the community;

c. The importance of gaining input and insight from a broad representation of all elements of the community in the development of the plan;

d. The process and schedule which is proposed in the development of the plan; and

e. The proposed means by which views of the community will be reflected in the plan – through participation of committees, survey instruments and public meeting (as applicable).

2. A community meeting could be held to introduce the proposed Community Housing Plan development process. The meeting would:
a. Allow an opportunity for community members to learn about the comment on the proposed process;

b. Allow community members an understanding that the process is open, and to solicit their involvement in the development of the Community Housing Plan;

c. Provide the opportunity for members of the community to voice their opinions about issues of importance to them; and

d. Clarify the proposed schedule involved in development of the plan.

Note:
A sample agenda for a community meeting is included in the Appendices. It can be easily customized to reflect the specific process which will be used in you community.
Knowing Where the Community is Now

Key Steps:

· Assessing the Community Membership

· Performing an Assessment of Current Housing

· Assessing Housing Administration Procedures

· Defining Community Needs

· Reporting Findings

Good planning starts from a solid foundation – having a clear understanding of the current situation in the community. Before you can determine where the community wants to be, you need to fully understand where the community currently is – in the broadest terms. Communities must have a clear understanding of their current situation – in order to identify the current challenges and problems which need to be addressed in improving their housing conditions. An assessment of the existing situation also allows for clarification of the current strengths and opportunities before the community. Many communities will already have taken stock of their housing situation. Others will need to perform a variety of tasks to clarify their current position.

In gaining a clear picture of the current situation, you will need to obtain information about:

Community Membership

· The current membership of the First Nation (both those living in the community and off-reserve, and non-members who are living in the community);

· Community demographics (youth, seniors, special needs, family formation, social assistance, trends, etc.);

· Projected growth rate of community membership;

· The number of households renting, on S.A., and private ownership; and

· Size of labour force, available skills, the unemployment rate, and the number of people involved in housing renovation / construction.

The Current Housing Condition
· Number of existing housing units in the community
· Ownership of housing units (rental, band owned, privately owned, and the number of households on Social Assistance);

· Overcrowding of existing housing stock;

· Number of major and minor rehabilitation requirements, and the estimated costs for the repairs;

· How often does maintenance of housing take place;

· Number of units requiring replacement;

· Number of serviced lots currently available, approved and / or planned;

· Number of new houses constructed this year, and what type of houses they were;

· Needs to accommodate members on Social Assistance;

· Who builds the houses;

· Typical operating costs, (e.g. heating, electrical, water/sewer); and

· Wealth related concerns

Housing Administration Procedures

· Current housing allocation procedures, existing by-laws, and Policies;
· Housing department staffing issues, (e.g. number of staff needed, turnover rate, skill requirements, job descriptions, and training);

· Problems resulting from existing procedures / perceived fairness of system / enforcement issues;

· Shelter charge procedures, as applicable;

· Appeals process;

· Arrears collection procedures and concerns;

· Contracting procedures / creation of local employment;

· Construction standards / inspection requirements;

· Quality control procedures for rehabilitation work; and

· Training programs for construction workers.

Community Needs and Wants

· Existing Community Plan

· Existing Land-Use Plan

· Preferred housing choices (by type, tenure)

· Preferred location for new housing units

· Desire for niche market housing units

· Accessible housing for seniors

· Affordable housing for first time homeowners

· Communal housing units

· Needs for additional community services (parks, rec. centres, ball fields, etc.)

Housing Financing and Funding

· Current sources of housing related revenue;
· Last year’s funding from federal sources;

· INAC and CMHC;

· The amount of money in the Replacement Fund, and the Capital Account (Revolving Loan Program); and

· The amount of mortgage / loans owing.

Options Available for Collecting Information:
Under the direction of the Community Circle, a variety of research tasks will be required. Each community may want to follow a different process in collecting and assembling the required information. It should be understood that the depth and quality of the information available will influence the overall planning process. Performing a cursory analysis of the community, and its needs will lessen the effectiveness of the Plan. The following options are available for collecting information about the community and this housing portfolio: 
1. Review Information Available through Band Offices

· Records of current membership (both on and off reserve) and demographic trends (% of youth, new families, aging population) should be available through the Band Administration office.
· Information on housing issues will often be available through the Housing Administration office. Some communities will have more extensive information than others in relation to the condition of housing.
2. Survey Members of the Community

· If data is unavailable or dated, a household survey of community members could be circulated, or door-to-door surveys could be conducted in the community.
· A mailed or drop-off survey generally has a lower response rate.
· While more time consuming, the door-to-door survey option will provide better data. Trained individuals could provide consistent information about the housing stock in the community. It should not be assumed that the survey would represent a detailed conditional assessment of houses, but rather would provide an overview of the existing housing situation. Individuals could be trained to determine whether the repairs required in a house or minor or major. It may well be that more detailed conditional assessments of housing requiring major repair be performed by trained housing inspectors.
· Some First Nations have employed local youth to conduct the household surveys. Individuals who would be conducting the survey would require some training / orientation to ensure the accuracy of the information being collected. Samples of survey forms are included in the Appendices.
· Survey instruments (written or door-to-door) could also be used to get a sense for the type of housing choices (styles, sizes, features, etc.) and land use planning issues which members would like to see in the future.
· Detailed assessments of houses requiring major repairs should be performed by qualified technical services providers or housing inspectors. Detailed inspection checklists are provided in the Appendices.
3. Review Housing Administration Policy and Procedures
· Where a Manual governing housing administration policies and procedures is available it should be reviewed and assessed in relation to actual procedures being applied. Where the procedures identified in the Manual are different from those being applied, identify the reason for the changing practices.
· Where no formal policies and procedures Manual is in place, an interview with the housing administrator or Band Manager should be held to identify the current practices. The interview should identify those policies being employed in relation to:
· Housing allocations and waiting list policies
· Shelter charge procedures
· Arrears collection procedures
· Tendering and contacting procedures
· Construction standards / inspection requirements
· Maintenance policies for Band owned housing
· Quality control procedures, and
· Skills development / training programs
· Individuals involved in the administration of housing related programs should be interviewed to determine the types of problems which typically result in the administration of their policies.
· The broader membership of the community should also be asked through the community survey to identify their concerns with the current housing policies and procedures.
4. Assess the Current House Construction and Renovation Practices

· Information relating to construction practices and management procedures should be available through discussion with the Housing Administrator.
· Individuals involved in the construction and / or renovations of housing should be interviewed to identify problems which they have in relation to working with the Housing Administration office.
· The cost of typical house construction and renovation practices will need to be assembled – from housing administration and local contractors. Gaining a sense for typical costs/m³ for new housing and costs of typical renovation projects will provide a base for estimating costs of planned construction. When determining costs, be sure to analyze cost of construction to finished project – not simply the housing dollars allocated.
· As part of the information collection, ensure that quality control procedures in place are recorded. These might include construction standards which are applied, quality control practices, inspection requirements, etc. Where procedures are not in place, this should be noted.
· The amount of total skilled and unskilled labour used in the construction and renovation of housing should be determined, as well as the amount that is available in the community. It is often useful to assess the number of dollars for trades and labour which are leaving the community. Determining the number of dollars leaving the community, both to outside contractors and sub-trades, will assist in assessing skill development requirements.
5. Assess Availability of Serviced Lots and Land Use Planning

· To prepare a base for future planning, you’ll need to assemble an inventory of serviced lots available in the community. Find our where they are and what existing plans are in place for further servicing. Obviously this will require an understanding of the infrastructure (water and sewage system) in the community. Where long term land-use plans are not in place for future development, an inventory of alternative sites should be assembled.
6. Defining Community Needs

· Determining the needs and wants of the community is essential. At this phase of the process, those needs are more than likely short-term in nature. While some of these needs will be apparent based on the community assessment, in other cases community members views and opinions might not be apparent based solely on statistical analysis. Opportunities should be provided to community members to express their views – either through survey instruments or by providing a forum for interested members to meet and discuss housing related issues.
Notes:
Where members of the community are provided an opportunity to voice opinions on housing issues, it may well begin as a “gripe session”. Group discussions should be facilitated to allow for the voicing of concerns, but also to ensure that there is an opportunity to address future solutions which will meet the needs of community members. In many cases, assessing these needs will provide a list of issues which will need to be considered as the plan is developed.
Recording the Results of the Community Assessment:

Assembling a broad amount of information about the community is essential to the planning process. Of equal importance is the manner in which that information is presented. The results of the community assessment need to be summarized and presented in a manner which allows interested individuals to gain an overview of the information which was collected.

It is assumed that a variety of individuals will be involved in the information collection process. Each should be asked to prepare a summary of their findings:
· the data/information which they have collected;
· the problems which become apparent upon analysis of the data; and

· the issues which will need to be addressed in the future.

Try to synthesize the information as much as possible without losing the depth of the analysis. A summary paper of 2-4 pages should be prepared in order to answer the following questions:


“What was learned about the community’s housing portfolio?”


“What was learned about the housing needs of community members?”


“What was learned about the community manages housing dollars?”


“What was learned about how construction is managed?”


“What are the major housing related challenges facing the community?”


“What are the major strengths and weaknesses of the community?”

Summary reporting charts are included in the Appendices as an example of how the statistical information can be summarized. To many the statistics will be less important than the written response to the questions above.

The summary information should be presented in draft form to the Community Circle for review. Where concerns are voiced that the information is unclear, or that the summary findings are not adequately presented, the draft can be improved later. Once approved by the Community Circle, the information should be made available to all community members – as it forms the base from which plans for the future can be developed.

Knowing Where The Community Wants to Go
Key Steps:

· Defining a  Vision for the Future

· Communicating the Vision to the Community

· Initiating a Community Consultation Process

As discussed, knowing where the community currently is is essential. That picture should be clarified through the process described above. Then next step in the planning process is to determine where the community wants to be in the future. The community needs to clarify a vision of how members of the First Nation should be housed in the future.

This is not an easy exercise. Most individuals have a hard time removing themselves from the present to look into the long-term. Most individuals are constrained by their current reality and have a difficult time thinking that things can be radically different. People need to step out of today and look towards an alternative future in framing a vision.
What is a vision, and why is it important? A vision is a picture in the mind of what you want to see for the community. It’s the picture of the community you want to live in. That vision represents that which is worth working towards. It’s the end state that you want to achieve for your community. Without a long-term vision, communities are often reactive as opposed to proactive.
The vision for the future will differ from person to person. Some might concentrate on their own like within the community. Others might project a vision of the broader community. The different visions need to be made into one picture which all can ‘see’ a picture which has considerable detail, depth and meaning. A picture or vision which all community members can support and which is truly worth working towards. A ‘vision’ statement is the means of transferring that picture onto a piece of paper allowing the ‘vision’ to be understood by all.

Developing Vision Statements:
Several strategies can be employed in trying to get people out of their existing thought process – and into visionary thinking. Individuals should not be constrained by present day realities, nor by scheduling constraints.  In reality the vision should not be achieved in 5 years but over a longer period of time.  But, if the vision is sound it will be worth moving toward.  The development of a vision for the future is an empowering tool – allowing community members to share their hopes and dreams for the future.
Some examples of exercises which can be done individually or in a group include:
· Provide a listing of sample vision statements and have individuals rate their reaction in a questionnaire format as below:

Circle the number representing your opinion to this statement.  The community will meet the special housing needs of the elderly and infirm:


6

5

4

3

2

1


Strongly agree
Agree

Don’t agree

Disagree strongly

· Have individuals write several sentences which represent what they would see were they walking around their community in ten years time;

· Have individuals produce a list of words (adjectives) which describe the community they would like to be living in (e.g. safe, vibrant, clean, sense of community, caring, etc.)

Knowing Where The Community Wants To Go

Key Steps:

· Defining a Vision for the Future

· Communicating the Vision to the Community

· Initiating a Community Consultation Process

As discussed, knowing where the community currently is is essential.  That picture should be clarified through the process described above.  The next step in the planning process is to determine where the community wants to be in the future.  The community needs to clarify a vision of how members of the First Nation should be housed in the future.

This is not an easy exercise.  Most individuals have a hard time removing themselves from the present to look into the long-term.  Most individuals are constrained by their current reality and have a difficult time thinking that things can be radically different.  People need to step out of today and look towards an alternative future in framing a vision.

What is a vision, and why is it important?  A vision is a picture in the mind of what you want to see for the community.  It’s the picture of the community you want to live in.  That vision represents that which is worth working towards.  It’s the end state that you want to achieve for your community.  Without a long-term vision, communities are often reactive as opposed to proactive.

· Have individuals write a postcard describing their visit to the community in the future; and

· Have individuals answer the question “What will have changed in the future?”, ask for response to the answers.

Group interaction is valuable in developing vision statements.  Often one person’s thinking will stimulate those around and begin their thinking.  While the discussion may start slowly, once people begin to share their ideas a significant amount of input will be received.
Good facilitation skills will be required to ensure that all involved in the discussion have the opportunity to provide their input.  It is important that in developing a preliminary list of statements that debate not occur.  All visions and opinions are valid as expressed by the individual.  When performing the vision exercise all statements should be recorded and posted for all to see.  To a large degree it is expected that many of the individual vision statements will overlap.

A good facilitator will be able to find the common elements of the various statements and begin to tighten up the consensus views.  The vision statement doesn’t need to get into excessive detail but is likely to include reference to:

· Now community members are housed;

· Where and what form of new housing options have been provided;

· What are the common features of the housing;

· What community facilities will exist; and 
· The amount of local employment and businesses involved in construction.

It should be possible to describe the draft vision in several paragraphs and in no more than one page of text.

The vision statement states where the community wants to end up.  In reality no one would know at this stage how and when that vision will be realized.   Clearly much work will be involved in the development of a Community Strategy for Housing.

Sample Vision Statements

· Every First Nation member will enjoy the comfort, health and safety of their own home.

· People in our community shall have adequate housing.

· We shall provide housing to our generations yet to come – through methods and processes that reflect our culture, goals, aspirations and teachings.

· We shall strive to meet the individual and unique housing needs of our community members.

· Our community circle aspires to work together to meet the housing needs of all our members, while respecting our culture and traditions.

· Our community will foster goals of prosperity, wellness and happiness while being sensitive to cultural, social and economic issues.

· The direction or desires of community members will provide a better standard of living and will ensure a sage and healthy future for the children.

· Our community will strive to achieve and acceptable standard of living through a united voice – reflecting the goals and aspirations of our people.

· We shall strive to provide safe and appropriate housing which accommodates the needs of the whole community.
· The community circle shall strive to work together to meet the housing needs of all members, while respecting our culture and traditions.

Options for developing the Community Vision:

The development of a preliminary vision statement and Guiding Principles is probably best performed by the Community Circle.  As a representative group, they should be capable of developing a consensus vision which reflects other members of the community.  As required, other members of the community could be asked to participate in the exercise.  A smaller group will be easier to facilitate and will ensure that all opinions have been voiced.  Alternatively a special community meeting could be convened to allow for broader input from community members.

In either case, the vision statements (and as applicable, guiding principle) which will be developed over the course of the discussion will need to be refined, re-circulated and finally approved by the Community Circle.  Once the vision has been approved, it should receive wide circulation throughout the community.  Where appropriate, it could be circulated as a “Draft” and options could be provided for soliciting input.  Consulting with all community members, and allowing for their input, will reinforce that the planning process is transparent and open to any input.  The greater the support for the vision, the greater the commitment to seeing it become a reality.
Guiding Principles

As part of this preliminary exercise, it is also worthwhile to develop a series of Principles which will guide the development of the plan.  These principles should also be communicated to the broader community as a means of getting people involved.  In essence these principles would serve as a checklist throughout the planning process – ensuring that the activities and initiatives being considered are consistent with broadly held community principles.  Guiding Principles might include statements such as:
· All community members will have the right to safe, healthy and durable housing;

· Investments in community housing will be designed to maximize business and employment opportunities for community members;

· Proposed housing policies will be premised on fairness and equal access for all community members;

· Housing dollars will be spent on the construction of durable, energy efficient and environmentally sound buildings;

· Appropriate housing choices will be available to meet the needs of all community members (youth, single parent families, elders and infirm); and

· All investment decisions will be based on a life cycle analysis – ensuring that housing related dollars obtain their greatest return.

The principles provide an overview.  They don’t give details of how the statements will be implemented.  They do provide an understanding of the principals which will guide the planning process.  The development of a series of Guiding Principles is an important step in the planning process.  A sample list of vision statements and guiding principles, which have been developed in First Nations across the country, are included on the following page to assist facilitators in understanding the required output.
Setting Community Goals

Key Steps:

· Defining Long Term Goals
· Defining Interim Goals
· Communicating Goals
At this point in the planning process the community should have reached consensus on a vision for the future, and the Guiding Principles which will govern the development of strategies allowing the community to realize that vision.  You’ll be looking at a page or a couple of pages with sweeping statements – many of which might even seem to be motherhood statements.  At this point in the process you start to ask the key question:

“How and by when will we accomplish what we want?”

For the first time reality begins to enter the process.  While you may have identified an ideal future vision, it may well seem entirely unattainable.  The community now required a plan or a strategy which can demonstrate how it can move forward towards its desired vision.  Long-term planning involves the clear identification of goals – where you want to be and by when – most importantly, it clarifies the strategies for attaining those goals.

The potential benefits of attaining those goals must clearly outweigh the many barriers.  Planning establishes the road map by which those goals will be attained – in clear and specific steps.  It establishes the specific objectives which define the interim accomplishments leading to the goal.  Strategic planning identifies detailed workplans and activities which guide organizational actions.

In order to make the entire task more manageable, the community needs to define specific goals – for both long and short term.  By establishing specific goals – what needs to be accomplished and by when – the planning process of “how” can begin.  In fact the goals force the planning process.  If a community identifies a goal of eliminating overcrowding within five years, it can now develop strategies to make the goal a reality.

In essence, you need to work backwards from the vision.  You need to ask the question, “what do we have to accomplish in order to realize the vision?”.  An example can be useful in illustrating the role of goals:

Assume that the community vision involves an end state where there is no overcrowding in housing – a housing unit for every family.

Based on the community assessment – existing overcrowding and population trends – you could determine the number of new housing units which will be required to house all families.  For example suggest that within a 5 year period it is calculated that an additional 100 new housing units will be required to meet the demand – at which point overcrowding would be eliminated.

Your long-term goal is to build 100 new housing units within 5 years.  The planning process now required that you identify some short-term goals which are realistic and attainable, but which will result in meeting the target of the long-term goals.

Let’s assume that over the past several years the community has consistently has consistently built 10 houses/year.  One needs to be realistic about how quickly new strategies can be implemented which will dramatically change that number.  A reasonable goal would be to see that 30 houses would be constructed by the end of the second year of the Plan.  Therefore to keep on target, the goal for construction in each of next three years would be 20-25 houses:




Construction Goals (units/years)





Year 1

13





Year 2

17





Year 3

20





Year 4

25





Year 5

25

All goal statements should be evaluated form the following perspective:

· Is the goal measurable and specific?  Will we be able to assess whether we have reached our target?
· Are the goals attainable?  If we attain the goal, are we getting to where we want to be as quickly as possible, or should we be even more aggressive with our goals?

· Are the goals realistic?  Are we understanding the current resources available to the community (financial and labour)?

In some instances the answer to all of these questions will not be available until specific workplans have been developed.  Community members may not be aware of the options and strategies which could be applied.  Throughout the planning process, goals may need to be revised based on the creativity of the workplans developed.  The planning process is often a back and forth process.  In some instances as strategies and workplans are developed, the goals may be altered to be more aggressive.  In other instances, the time framework for accomplishing the goal may need to be extended.

However, in all instances the goal statements developed should be evaluated in relation to the vision and Guiding and Guiding Principles.  The following questions should be applied once the goal setting exercise has been completed:

· If we meet all of the long-term goals, is it reasonable to assume that we will have the vision?

· Are there additional goal statements which are required to ensure that the vision will be realized?

Are any of the goal statements in conflict with the Guiding Principles?

Based on the answers provided, the revised goal statements can be refined and approved.  As before, once the goals have been approved by the Community Circle, they should be made available to any interested community members.  At this stage in the process, the Community Circle should have developed a briefing document which describes:

· The long-term vision for the community;

· The Guiding Principles which will be applied in developing a Community Housing Plan which realizes that vision;

· The long and short-term goals which will guide the development of strategies and initiatives for the Community Housing Plan.

When completed, the briefing document charts the progress of the Community Circle to date.  The document could be circulated for review by key stakeholders in the community, or could be broadly circulated and form the core of a community meeting.

Establishing community Goals:

Goals will vary from community – based on the visions which are developed.  It is likely that all communities will consider creating short and long-term goals applying to issues such as:

· The type and number of new housing units to be constructed to relieve overcrowding and meet community needs;
· Upgrading the existing housing stock – how, and by when;

· Making new serviced land/development options available;

· Implementing revised policies and procedures governing housing administration;

· The provision of new community facilities for members;

· The level of home ownership – individual owned, Band owned, etc;

· The number of business and new employment opportunities created;

· The means by which capital for housing can be sustained for use in financing housing;

· Enhancing the durability and longevity of housing; and

· Enhancing the mix of housing choices to cater to specific niche demands.

Many communities will add to that list of goal statements, based on their desired end state.  In developing goal statements, the Community Circle should be guided by the following issues:
· The importance of setting goals in the planning process must be explained and understood by those involved;

· Both long and short-term goals are required which, if attained, would move the community towards its desired vision;

· The various goals statements must be evaluated to ensure that there are no conflicting statements;

· The clarity of the goal statements (specific, measurable, attainable, reportable and timed is essential in guiding the development of strategies and workplans); and 

· Too many goals may appear to be daunting to community members.  As multiple goal statements are developed, those addressing similar issues can often be consolidated.  Goals might be consolidated under the following headings:

1. Development, Community Planning and New Housing Issues

2. Renovation and Rehabilitation of Existing Housing

3. Occupancy and Maintenance Related Issues

4. Financing and funding of Housing Initiatives and Community Economic Development

Options for Developing Goals:

1. Upon completion and approval by the Community Circle of the vision and Guiding Principles, the Community Circle could convene a meeting to develop the goal statements.  As required other members of the community could be asked to participate in the goals development exercise.

2. A broader community meeting of interested parties could be convened, with the participation of the Community Circle, to develop the goal statements.  Where significant interest in the planning process has been evident, this option may represent the best approach – involving a greater number of interested individuals.
In either case several exercises (whether within the Community Circle or as part of a broader community meeting) could be considered to guide participants in their deliberations.  To ensure that all participants are starting from the same page, the vision and guiding principles should be reviewed prior to beginning the exercise.  Participants should also be clear in relation to the task before them.  Each person could be provided with a checklist/reminder of effective goal statements.  Some alternative strategies include:

· Participants could be randomly divided into groups of 5-6 and tasked with developing 5-10 specific goal statements in support of attaining the vision;

· The provision of new community facilities for members;

· The level of home ownership – individual owned, Band owned, etc.;

· The number of business and new employment opportunities created;

· The means by which capital for housing can be sustained for use in financing housing;

· Enhancing the durability and longevity of housing, and

· Enhancing the mix of housing choices to cater to specific niche demands.

Many communities will add to that list of goal statements, based on their desired end state.  In developing goal statements, the Community Circle should be guided by the following issues:

· The importance of setting goals in the planning process must be explained and understood by those individuals;
· Both long and short-term goals are required which, if attained, would move the community towards its desired vision;
· The various goals statements must be evaluated to ensure that there are no conflicting statements;

· The clarity of the goal statements (specific, measurable, attainable, reportable and timed is essential in guiding the development of strategies and workplans); and 

· The group could be divided into their areas of individual interest and asked to develop a series of specific goals relating to that aspect of the Plan;

· Once preliminary work had been done in groups, all recommendations need to be posted so that all can share their thinking.  Duplication of statements should be eliminated at this point.  Through a process of discussing the proposed goal statements, eliminating conflicting goals, eliminating duplication of goals, and refining and wordsmithing of the statements, consensus can be reached;

· It may well be that at the end of the meeting some further editing and refinement is required – but all should leave the meeting with a common understanding of what will need to be accomplished; and 
· Community Circle groups may wish to circulate the goal statements in support of the vision to the broader community for additional comment and input – prior to entering into the next stage of the planning process.

Examples of Goals Established By First Nation Community Housing Plans:

The following list of goal statements provides an overview of the types of issues addressed in Housing Plans from across the country.  The long-term goal (short-term goals not included) have been lumped into broader areas:

1. Development, Community Planning and New Housing:

· Within 1 year, a new land-use plan for the community – charting residential and community service development – will have been approved.
· Within 3 years, the community will have developed and maintained an inventory of serviced land to meet community needs for the following 3 years.

· Within 5 years, the housing backlog resulting in overcrowding will have been eliminated.

· All new construction in the community will be subject to design and construction review – ensuring that the life expectancy of new housing in the community is consistent with new housing built throughout Canada.

· Within 1 year, the average cost of construction ($/m²) of completed housing in the community will be reduced by 10%.

· Within 3 years, x number of housing units specifically designed to meet the needs of elders in the community will be constructed.

· Within 3 years, all construction of new housing will be performed by qualified local contractors, trades and labour.

2. Renovation and Rehabilitation of Existing Housing:

· Within 5 years all existing housing (except for those facing demolition) will have been upgraded to comply with community standards for health, safety, basic services and occupant comfort.
· Within 3 years, all renovation work in the community will be performed by qualified local contractors, trades and labour.
3. Occupancy and Maintenance Related Issues:
· Within 6 months, Community approved Policies and Procedures governing items such as allocations, waiting lists, social assistance housing, arrears procedures, and other occupancy matters will be in place.
· Within 2 years, all houses in the community will be subject to annual maintenance inspection and check-up by Band personnel.
· Within 2 years, all community housing will comply with a community approved property standard.
· Within 5 years a community awareness campaign highlighting  the value of effective maintenance will be launched.
· Within 5 years, all housing will be subject to annual maintenance inspections.
4. Financing and Funding of Housing Initiatives:
· Within 5 years, a capital fund of sufficient size will have been assembled to finance all required housing starts for community members.
At the conclusion of this stage in the planning process, the Community Circle and the community start to obtain a sense of where the broader plan is headed.  While the vision and eventual outcome may appear to be well into the future, the road map for what will need to be accomplished will be in place.  The blue sky thinking which has taken the plan to this point now needs to evolve into basic work in determining how those goals will be accomplished.

Confirming Community Support for the Plan
Key Steps

· Circulate to broader community

· Arrange for Community Meeting as required

· Clarify impact of Plan implementation on Community members

Soliciting and confirming community approval will demonstrate the importance of the initiative.  If the process of developing the plan has been open and transparent, and community members have been able to monitor progress throughout the plan development, there should be few surprises within the “draft” plan.  At the same time, some stakeholders/community members may have difficulties with some aspects of the plan, or may have input which would improve the plan.  The Community Circle should be open to revising the “draft” plan.   Community members should be aware of their options for providing input/commentary on the preliminary draft.

Ideally, comments should be requested in writing – allowing them to be shared with all members of the Community Circle.  This could be accomplished through inclusion of a reader response form when the draft plan is circulated.  Individuals providing comments should be asked to provide their names, in order that their comments can be responded to.  Community Circle members can respond to the specific concerns of the individual.

In all likelihood, the most successful means of soliciting feedback would be through a community meeting.

The meeting could begin with an overview presentation of the Community Housing Plan – how it was developed, what it proposes to accomplish and how it will be implemented (as proposed in the draft).  The overview presentation could be followed by a question and answer forum, where members of the Community Circle can provide responses to questions from the floor.

In suggesting that the community is being asked to respond to the Community Housing Plan at a draft stage, the Community Circle members are seen to be open to additional comments and direction for consideration.  It is likely that comments received at the meeting will result in some further refinement of the plan – resulting in a better plan.  The meeting will serve as an important opportunity for building enthusiasm within the community for the benefits which will result over the course of the planning period.  Demonstrating the extent of support for an initiative plan can serve as a strong motivator to those responsible for implementing the plan.
Following the meeting and any other required review processes, the Draft community Housing Plan can be finalized and re-approved by the Community Circle.  The Community Housing Plan should then be submitted to the Chief and Council for approval as community policy in Band Council Resolution, or through the enactment of By-laws under Section 81 of the Indian Act.  By-laws are more binding than BCR’s.  The Community Housing Plan is likely to serve as an important document in demonstrating to funding agencies and lending institutions that the community has developed an effective and efficient Plan to dramatically improve housing conditions in the First Nation.
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