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No Community Left Behind (NCLB) Strategy

Overview

No Community Left Behind (NCLB) is a strategy development process for strategic action vis-a-vis community
development, community partners engagement, exploring opportunities and adopting new ways to building
stronger, healthier and safer communities.

This document presents a community-based, multi-agency approach to putting a neighbourhood level, strategy
development process in place for both social development and neighbourhood restoration.

In the most disadvantaged neighbourhoods, usually, crime and fear of crime have been observed to be the
predominant concerns. The NCLB addresses social determinants of health through a collaborative approach to
integration of services. If crime is a matter of concern for residents in a given neighbourhood, the NCLB approach
helps to work towards crime prevention as well.

The goal of the NCLB approach is to engage residents in neighbourhood assessment and local level planning,
implementation and evaluation process.

The NCLB strategy brings together communities, community associations, community houses, local Health and
Resource Centers, City, other service providers and concerned business owners around the shared goal of ad-
dressing neighbourhood level problems, ranging from installing play structures for children and beauti cation
to preventing crime and gang activity through curative measures, depending on the needs and priorities of each
individual neighbourhoods.

In the neighbourhoods where crime prevention is not the primary concern, a normal process of setting up a lo-
cal Steering Committee, followed by engaging the community in the rest of the planning and implementation
phases, takes place.

If the community is at risk and fear of crime is a major hurdle in the way of e ective community engagement, the
NCLB strategy takes a two-pronged approach to crime control and prevention:

a) Law enforcement agencies build trust relationships with residents and cooperate with other partners in
removing criminals from the community.

b) Program activities bring prevention, intervention and neighbourhood revitalization services to the area
to restore a sense of safety.

By eliminating the fear factor, the two-pronged approach paves the way for maximum community participation
in setting up broader community development priorities and plans.

The NCLB strategy is based on the key principles of collaboration, coordination, community participation and
resources leveraging. NCLB sites (leading organizations implementing the NCLB approach in one or more neigh-
bourhoods) maximize the impact of existing programs and resources by coordinating and integrating existing
local, city, provincial, federal and private sector initiatives, criminal justice e orts and social services.

The NCLB strategy places heavy emphasis on resident engagement and community participation. The approach
actually empowers ‘individuals’to be involved in community development —i.e. they do not have to be part of an
organization or group. Residents of the neighbourhoods are actively involved in local level planning and prob-
lem solving in their community. The vision of No Community Left Behind is to keep people well; to enable them
to live, work, and raise their families in a safe and prosperous environment.

This vision is achieved through:

- Developing a comprehensive community-based strategy and neighbourhood plans to address so-
cial determinants of health, while working to address major risk factors that lead to fear, isolation
and crime;
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Mobilizing community members and police services to assist one another in identifying and remov-
ing criminal elements from the neighbourhoods where crime is a prime issue;

Assisting concerned service agencies to identify and respond to social/community/health service
needs; and

Engaging and supporting community members to participate more fully in neighbourhood plan-
ning and decision-making processes.

Determinants of health are addressed at the neighbourhood level. The positive outcomes of this initiative high-
light the impact of holistic community-based projects that include multiple partnerships and a balance between
broad-based and neighbourhood-speci ¢ planning.

Fundamental principles

The NCLB strategy is based on four fundamental principles: collaboration, coordination, community participa-
tion and resources leveraging. These principles set NCLB apart from traditional approaches of the past and are a
key to the success of the strategy at the neighbourhood level.

Adaptability is a fundamental principle to the NCLB strategy which can be used in urban or rural settings and
can be applied to address various socio-economic demographic challenges and issues faced by communities.
The principle of adaptability encourages absolute contextualization of the strategy and recognizes that there is
no one model for community development. The strategy helps to shape the ‘'model’ of development for each

community.

Collaboration
A host of government departments, social service agencies, community organizations, private sector
businesses and residents play an important role in community development. The NCLB approach is to
bring all stakeholders investing in the same neighbourhood/s in various ways around a single table.
This facilitates sharing information, jointly reviewing local level plans and taking strategic actions,
alone or in partnership, for maximizing the return on their investment.

All service providers have a responsibility to the community and a stake in its future. Often, these
stakeholders do not have opportunities to coordinate and share information, let alone do strategic
planning and pool their resources to jointly address the roots of community problems. The NCLB ap-
proach requires communities to establish a collaborative process to capitalize on the full potential
that the formal and intentional interaction of stakeholders can provide.

Collaboration leads to permanent channels of communications among stakeholders, partnerships
among organizations with similar goals, a strategic approach to addressing local level problems, a
broader support for the NCLB strategy and additional resources and support.

Coordination
A number of government agencies and community organizations provide extraordinary services to
the community. Most community members may not even know many service providers in their area
and the goals, objectives and services 0 ered by these organizations. Moreover, the service providers
may not know exactly where overlapping or duplication of services is taking place at the grassroots
level.

The NCLB strategic approach brings together the o  cials who represent these organizations and as-
sist in coordinating their activities. Both coordination across disciplines - such as law enforcement,
social services and economic development - and coordination across levels of government and mu-
nicipal services are critical to the NCLB strategy.

Coordination enables e ective allocation and concentration of resources in designated neighbour-
hoods, a better match of services with identi ed community needs, elimination of overlap and dupli-
cation, and maximum bene t from existing services and programs.
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Community participation

Residents’ engagement is key. NCLB provides residents with an opportunity and power for input into
community development planning and action processes. Communities that are engaged in their own
local level assessment and planning to solve their own problems function more e ectively than com-
munities which depend on services provided by “outsiders” The NCLB's approach involves residents
in assessment and decision-making processes and encourages broad citizen involvement, which is
more e ective than the programs designed to simply provide services to people or dependent clients.
Therefore, community participation through social mobilization activities is one of the core compo-
nents of the NCLB strategy.

Resources leveraging

Funding to meet the entire scope of needs, which may be required to transform and revitalize a neigh-
bourhood experiencing a multitude of problems - ranging from high crime, and social and econom-
ic decay — is limited. The NCLB strategy is an opportunity for a community to leverage the available
resources to support strategic planning and organizational structures, which would enable it to tap
into additional resources from local and provincial governments, foundations, corporations and other
funding organizations. The fact that the community problems come to the fore from the community’s
collective voice is powerful. It is not some outside agency that comes to assess, prioritize and plan for
the concerned communities. Although a front line sta from a local agency may facilitate the com-
munity in the implementation of the various phases of the NCLB process, it is, in fact, the community
which identi es and prioritizes problems and concerns, and suggests local solutions to the rest of the
stakeholders for possible support.

Other local development initiatives in the concerned neighbourhoods get seamlessly integrated under the
NCLB's broader umbrella. The NCLB sites are well placed to capitalize on all available funding sources in both
the public and private sectors. In fact, NCLB sites are expected to leverage all available resources in order to fully
fund their strategies for local development. By the end of the NCLB initial process, the community has a plan with

various components and activities that need to be undertaken.

Key components of the NCLB strategy

NCLB is a comprehensive response to putting a strat-
egy development process in place at the grassroots
level. Communities are diverse and dynamic. No two
communities are alike, nor will any community stay the
same forever. There is no universal solution to commu-
nity development that could be used as a blueprint for
all communities. It is thus necessary to put a strategy
development process in place that looks into key areas
and help the community members identify, prioritize
and address their problems on a regular basis.

The No Community Left Behind (NCLB) approach pro-
vides an enhanced focus on neighbourhood means im-
proving the community’s voice, giving local residents more say over what happens where they live. The four key
factors that impact their lives and community’s health are their social environment, physical condition and the
infrastructure, their economic status and the services that they receive from various agencies, di erent levels of
government and other service providers. Based on this, the four key interconnected components of the NCLB

approach and assessment, planning and progress monitoring are: Social, Physical, Economic and Service.

Social:
The well-known concept of “social capital” is key to understanding how the social environment can a ect
a community’s health. Weak social and political networks make it di  cult for communities to organize and
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work for the collective good. A community with strong social networks is better able to advocate for itself,
its residents better able to control their individual and collective futures.

Since social mobilization and community engagement is key to e ecting changes to any of the four identi-
ed areas, it is recognized as the encompassing component of the NCLB approach.

Physical:

The physical features, infrastructure, facilities, and housing conditions of a community in uence the health
of residents in many ways. The link between health and the “built environment”—streets, housing, busi-
nesses, schools, parks, and patterns of regional growth and change—has become a new focus for public
health and planning o cials. Hence it is one of the core components of the NCLB strategy.

Service:

The inequitable distribution of health, education, law enforcement, sanitation and recreation opportunities
and services in some neighbourhoods can negatively a ect the health of a community. The community
assessment phase of the NCLB process focuses on identifying risk and protective factors regarding service
provision in the designated communities. Di erent types of risk factors the NCLB planning process takes
into account are: Lack of access to necessary healthcare services, culturally inappropriate and poor quality
services, prevalence of violence, isolation, reluctance to seek needed services, and unavailability of some
basic services.

Economic:

The economic environment, economic status of residents, employment opportunities and working con-
ditions in a community have a critical impact on health. Independent of the impact of each individual’s
income on his or her health, the economic environment of a neighbourhood has its own physical and psy-
chological impact. Community Economic development is the key to neighbourhood revitalization. That's
why the NCLB approach considers community economic development (CED) as one of the core areas of the
overall strategy. See the neighbourhood restoration component in the following section which addresses
the economic health of the community in greater detail.

When the NCLB approach is implemented in any neighbourhood, the situation is thoroughly assessed from a
social, physical environment, service provision and economic status perspective. Di erent communities are at
di erent levels, facing exclusive issues with diverse in uencing factors. When the community enters into the
strategic planning process, it identi es core areas for its Community Action Plan.

The following is an example from the Ban , Russell Heights, Confederation Court and Heatherington communi-
ties in South East Ottawa. Due to similar ownership and almost similar issues and concerns, the core areas identi-

ed for interventions were the following: Social and physical environment in these communities were mostly
a ected by crime, violence and drug issues. In conjunction with this was the need for service alignment accord-
ing to the most prioritized needs and concerns. Therefore, law enforcement, community policing prevention
and empowerment, and neighbourhood restoration were selected as the core components for action in these
communities. Social Mobilization remained the encompassing component.

Law enforcement and community policing represent the correctional aspect of the strategy. Intervention, em-
powerment and neighbourhood restoration represent the preventive phase. Community policing would be in-
volved in both corrective and preventive activities and would serve as a bridge between the two components.

Experience shows that in most vulnerable communities, neighbourhood deterioration, low income and fear of
crime, or existence of criminal elements, are usually the major concerns. These issues prevent the community
from mobilization and organization in the rst place. In such situations, the community crime and neighbour-
hood deterioration problems cannot be fully addressed with piecemeal solutions. Therefore, the NCLB strategy
for such neighbourhoods is a multi-level strategic plan that would include four basic components besides the
encompassing component of social mobilization:

«  Lawenforcement;

«  Community policing;

«  Prevention, intervention and neighbourhood restoration;
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Neighbourhood restoration.

Law enforcement and community policing represent the “curative” or correctional aspect of the strategy. The
focus of community policing is to improve the relationship and accountability between law enforcement and
residents. It builds bridges and establishes trust between the community and Ottawa Police Service. Prevention,
intervention, treatment and neighbourhood restoration represent the “preventive” components.

Law Enforcement:

Law enforcement goals are the identi cation, arrest, prosecution, conviction and incarceration of violent
criminals and drug tra ckers operating in the partner communities. Some of the law enforcement initia-
tives in the NCLB sites focus on special enforcement operations such as assigning special neighbourhood
o cers,0 enders-focused approach, intensi ed drug and gang watch and elimination of gang activities in
these areas. City by-law plays an e ective role in problems such as nuisances, noise, gra ti removal etc.

Community Policing:

The goal of community policing is to establish mutual trust between Ottawa Police and community mem-
bers. It aims to raise the level of community involvement in crime prevention and intervention activities to
solve gangs and drug-related problems (to name a few), in neighbourhoods and enhance the level of com-
munity security. Activities focus on increasing community and police informal interaction, police visibility
in the neighbourhood and developing cooperative relationships between the police and residents in the
target areas.

Foot patrols, cooperative problem solving discussions, victim referrals to support services, police formal
presentations, interaction with youth and nuisance abatement activities increase positive interaction be-
tween the police and the community. Community-orientated policing bridges the curative and preventive
strategies. OPS o cers obtain helpful information from area residents for curative e orts while they help
the community members with community revitalization and prevention resources.

Prevention, Intervention, and Neighbourhood restoration:

The prevention, intervention, and neighbourhood component of the NCLB strategy would address the
needs of the community and help prevent crime and violence by addressing the risk and protective factors
associated with drug abuse, violence, and crime. The coordinated e orts of law enforcement, social service
agencies, private sector businesses and residents help improve provision of services. Prevention, interven-
tion and neighbourhood restoration include youth services, after school programs and Youth Council ac-
tivities. Youth Councils can be established and linked to other councils in adjacent communities for coordi-
nated activities and supported from youth service agencies and the city.

A meeting place, such as a community house in the Ottawa Community housing (OCH) communities or a
community centre is the best place to organize and deliver an array of youth and adult-oriented services in
a multi-service centre setting. Every NCLB site needs to have access to at least one such meeting/activities
and activities space.

The neighbourhood restoration component of the NCLB strategy is part of the Economic development
strategy. It is designed to revitalize distressed neighbourhoods and improve the quality of life through
economic development and a revitalization of the community’s health and wellness. Neighbourhood res-
toration programs help to improve living conditions, enhance home security, allow for low-cost physical
improvements, develop long-term e orts to renovate and maintain housing, and provide educational, eco-
nomic, social, recreational and other opportunities. The neighbourhood restoration component also looks
into the possibilities of community economic development (CED) opportunities for the residents.

Key elements of the NCLB strategy

The Steering Committee
The Steering Committee is the primary work force in the NCLB strategy. Each NCLB site needs to have a local
Steering Committee, closely overseeing and guiding progress in one or more neighbourhoods.
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The Steering Committee, consisting of representatives from all social service agencies providing services to the
residents in the concerned NCLB site, is responsible for establishing NCLB goals and objectives, supporting com-
munity action plans, designing and developing new programs, providing guidance on implementation and as-
sessing the progress.

Each local NCLB Committee is linked to the City community development services and provides it with informa-
tion on the neighbourhood level plans.

The Strategic Plan

Each neighbourhood in the NCLB Site is directed by its local neighbourhood development plan, approved and
supported by the Steering Committee through a community problems and needs assessment process; develop-
ing sound resolutions and responses; and securing necessary resources and participation.

In preparation for developing the strategic plan, the community engages a wide range of people from their
neighbourhoods and organizations to plan this strategic approach, starting with neighbourhood assessment,
developing neighbourhood pro le, preparing an inventory of resources, and moving on to identifying the gaps,
analyzing the problems and proposing solutions. A local community health or resource centre (CHRC) acts as the
main facilitating and coordinating agency in this process for the NCLB site.

NCLB in the context of the Community Development Framework (CDF)

NCLB is now used as an approach to social mobilization in the City of Ottawa’s Community Development Frame-
work (CDF). NCLB's strategy is used at the community level for community engagement in the strategy develop-
ment process, giving selected neighbourhoods an opportunity to systematically articulate their needs and nd
solutions through a collaboration of all concerned service agencies.

The Community Development Framework (CDF) is intended to move the city to an approach that supports a
focused, coordinated and strategic e ort to align services and resources addressing community needs in neigh-
bourhoods. The Framework brings together funders, community organizations, residents, researchers and city
services to share information and leverage opportunities to support targeted neighbourhood-based initiatives
in a strategic and coordinated fashion.

NEIGHBOURHOOD LEVEL PLANNING COMMUNITY ACTION PLANNING SYSTEM ACTION PLANNING

Community Assessments &
Organization & Recommendations
Prioritizing Community CDF (CHRCs) CDF Team
Developers Coordinator (City)
Facilitate Facilitates Facilitates

o Residents

o Community Associations
o Businesses

o Front-line city staff
 Community Developers

Engaged in the

NCLB Strategy
Development process
at the local level.

Committees

SAOOHYNO™HDIAN A3LVNDISIa

Communit:
Steering 2 Table
(CHRCs)

| Bupuueld uondy waisAs

Implementation, Community
Outcomes, Action Planning
Community-Based Evaluation

Community Development Roundtable
Monitors, Oversees, Evaluates, Champions

Speci cally, the CDF is designed to:

- Build a common vision and commitment to targeting service interventions and resources to high need
neighbourhoods;

. Create acommon understanding of neighbourhood boundaries;

- Usesocial indicators of health as objective measures upon which to select the neighbourhoods of greatest
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need;

Bring together community leaders, funders, researchers, community organizations and municipal services
to mobilize and leverage resources and coordinate services;

Create a mandate to work with partners to clear roadblocks and leverage resources;

- Align resource priorities and service personnel towards the targeted neighbourhoods with greatest
needs;

«  Create a community-based evaluation framework in order to monitor progress;

- Provide neighbourhoods with research-based practices, tools and approaches to facilitate community
problem solving.

System Level:
In order to accomplish this, the structure will include the following multiple components as a system support,
working together to meet the above-stated goals:

«  ACommunity Table (shared experience);
« ACommunity Development Roundtable (shared leadership);
«  AKnowledge Transfer Table (shared knowledge);

A Resource Table (collaborative processes);

A Municipal Services Table (coordinated services).

As we can see in the following gure, Community Health and Resource Centres in Ottawa would play a key
role in establishing local Steering Committees and engaging residents in their neighbourhoods in the strategic
planning process. Accordingly, any lead agency (CHRC) coordinates and supports the initial contact with com-
munity members and partnering agencies by providing meeting space, mailing resources, planning assistance,
and other necessary support. Later on, the same CHRC assumes the responsibility for implementing the strategy
development process and coordinating among the stakeholders.

Community level:

Other partners include the councillor’s 0 ce which has a key role to play in the designated neighbourhoods
along with management of the many agencies and organizations. Commitment and dedication from the com-
munity at the grassroots level and decision makers in lead agencies and municipal service departments are criti-
cal to the success of the collaborative approach.

The Community Developer/NCLB Coordinator in each CHRC manages the Steering Committee, organizes day-to-
day program activities, and oversees progress on the community action plans.

Community members’ consistent engagement is a critical component. The community is involved from the
beginning in identifying concerns and priorities and formulating local solutions. NCLB builds communities ca-
pacity to solve their own problems. Citizen involvement, whether through community meetings, local projects,
marches, rallies, involvement on the Steering Committee, or other activities, is a key to the success of local level
planning and implementation.

Business partners can help sites build and leverage resources to create positive change for the community. To
create a comprehensive strategy, business leaders are involved in activities such as sponsoring community fes-
tivals and events. If the emphasis is on crime in a given neighbourhood, The OPS play an essential role for the
curative activities.

Faith-based organizations are often the heart of communities. Churches and other faith-based groups have re-
sources and the unique ability to facilitate change and increase community involvement in strategy develop-
ment process at the neighbourhood level.

Youth-serving organizations are important members in this comprehensive community e ort. As prevention
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and intervention are important components of the strategic process, it would be important not to duplicate ef-
forts. Sites would work in close collaboration with other youth-focused organizations to ensure that youth in the
designated areas receive the needed resources and services.

The way to go

The development process of a neighbourhood level plan requires signi cant commitment by the community to
engage in strategic planning, collaborate with key stakeholders and coordinate programs and services. The basic
characteristics of the strategic planning process would be:

. A focused process that concentrates on selected issues;

. Assessment of community assets;

. Assessment of community problems and needs;

. An action-orientation with a strong emphasis on practical results;
. An emphasis on innovative approaches to problem solving.

The basic planning stages involved in developing the NCLB strategy would be:

. Organization and convening of a NCLB Steering Committee;

. Selection or confirmation of the designated neighbourhoods;

. Conduct of a community assessment in the designated neighbourhood;

. Selection of priorities and strategies to address neighbourhood challenges;
. Identification of goals, objectives, and major tasks;

. Development of an implementation plan;

. Implementation;

. Monitoring and evaluation;

. Readjustment.



NCLB Strategy Development Process

This implementation Guide explains di erent phases of the NCLB strategy development process and gives basic
framework for implementing the No Community Left Behind strategy. This guide is not intended to provide set
criteria to be met by every NCLB site. Rather, it 0 ers a process to be followed and contextualized according to
the unique character, strengths, and needs of each neighbourhood, using appropriate tools to reach the mile-
stones according to the speci c circumstances in each neighbourhood.

Overview

No Community Left Behind is a strategy development process for neighbourhood level planning. It is a commu-
nity-based, multi-agency approach to collaboration and integration of services for neighbourhood restoration
and revitalization.

The No Community Left Behind strategy stresses collaboration, coordination, resources leveraging and commu-
nity participation as key principles. This approach gives communities a comprehensive structure, critical plan-
ning tools and access to organizations and agencies focused on community development and neighbourhood
revitalization. This initiative is unique in that communities use the No Community Left Behind strategy to de-
velop and undertake e orts tailored to the issues, needs and concerns of their individual neighbourhood.

The No Community Left Behind strategy recognizes the importance of coordinating all stakeholders and part-
ners’ initiatives with social service providers and private-sector e orts to maximize the impact of existing pro-
grams and resources, and to identify and |l in gaps in services.

Vision
This vision is achieved through:

- Developing a comprehensive community-based strategy and neighbourhood plan for addressing social
determinants of health;

- Assisting concerned service agencies to identify and respond to social, physical, service and economic
needs;

- Engaging and supporting community members to participate more fully in neighbourhood planning
and decision-making processes; and

- Addressing major risk factors that lead to fear, isolation and crime where these stand out as priority
issues.

Most importantly, the process realizes the importance of community participation. Community members are
centrally involved to assist in solving problems in their neighbourhoods. In addition, the private sector is a piv-
otal partner in the No Community Left Behind strategy.

Overview of the No Community Left Behind Process

Goals and Objectives
The purpose of the No Community Left Behind approach is to put a strategy development process in place to
improve quality of life in designated neighbourhoods.

The primary objectives at each No Community Left Behind process site are to:
- Develop a comprehensive community-based strategy for consistent community engagement;
- Coordinate existing and new government and private-sector initiatives for local development;

- Mobilize community members and service providers to collaborate in identifying and prioritizing the
key issues of concern in their neighbourhoods, and assist service agencies in responding to social/
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community/health service needs, and participate more fully in neighbourhood planning and decision
making processes.

Key Components
The No Community Left Behind strategy is a multilevel strategic plan that includes four basic components:

Social, 2. Physical, 3. Service, and 4. Economic.

Since social mobilization and community engagement is the key to e ecting changes to any of the four identi-

ed areas, it is recognized as the encompassing component of the NCLB approach.

The well-known concept of “social capital” is key to understanding how the social environment can a ect
a community’s health. Weak social and political networks make it di cult for communities to organize and
work for the collective good. A community with strong social networks is better able to advocate for itself
with residents better able to control their individual and collective futures.

Following are the key factors of the social environment for thorough assessment in the phase 1 of the NCLB
implementation. A close look at the following protective and risk factor make it easy for the NCLB coordina-
tors to frame their social mobilization approach.

Cultural characteristics:
In most of the multi-cultural communities in Ottawa it is easy to note the dominant values, attitudes, and
standards of behavior connected to race, ethnicity, gender, religion, or nationality, as well as from other
types of social and cultural groupings.

Protective factors: Cohesion, a sense of community, and access to key cultural institutions.
Focus on these factors facilitates the social mobilization process.

Risk factors: Racism, language barriers, acceptance of unhealthy behaviors, and absence of
expectations that promote healthy behavior and community safety are the factors which indicate
the challenges to social mobilization in any community.

Social support and networks:
There are two types of social capital: bonding capital, which deepens social relationships within an im-
mediate community, and bridging capital, which strengthens the links between one group and the
people and institutions in the larger neighbourhood.

Social support networks include friends, family, colleagues, and neighbourhood acquaintances. These
networks exist within the community and beyond it, such as churches and clubs. Yet in some commu-
nities with mostly new immigrants, these networks are lacking and become a hurdle to e ective social
mobilization.

Protective factors: Social capital that can provide access to social supports and economic oppor-
tunities, as well as to certain health services and resources. Pro-social adult role models and peer
networks for young people.

Risk factors: Lack of social supports and positive role models. Residents do not have access to net-
works outside the neighbourhood that can link them to employment and other key opportunities
(sometimes referred to as an absence of “bridging” social capital).

Community leadership and organization:
Level of capacity for mobilization, civic engagement, and political power.

Protective factors: Community leaders and organizations provide needed supports and services.
Political power allows needed resources to be leveraged into the neighbourhood.
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Risk factors: Lack of leadership, organization, and political power impedes the ow of resources
needed for neighbourhood problem-solving and hampers community leadership development.

Physical:

The physical features, infrastructure, facilities, and housing conditions of a community in uence the health of
residents in many ways. The link between health and the “built environment”—streets, housing, businesses,
schools, parks, and patterns of regional growth and change—has become a new focus for public health and
planning o cials. Hence it is one of the core components of the NCLB strategy.

The key factors for neighbourhood assessment from the physical environment perspective are: Built Environ-
ment and Infrastructure: Housing, parks, recreation facilities, utilities, housing under or near power lines.

Protective factors:
« Accesstoa ordable, high-quality housing,

- local parks, community and recreation centres, libraries, etc.

- practical opportunities to walk, run, and bicycle,

- Community design that supports physical activity as well as community safety from the perspec-
tive of Crime Prevention through Environmental Design (CPTED).

Risk factors:
- Poor maintenance,

- inadequate garbage collection,

- improper garbage management,

- problems with inadequate sanitation and pest infestation,
- absence of recreational and leisure space for kids, and

« urban design that inhibits physical activity.

Geographic Access to services/facilities; Access to roads or transit connecting to resources within the
neighbourhood as well as the broader area.

Protective factors:
- OC Transpo facilitates access to services, employment, and cultural and recreational resources in the
city.

Risk factors:
Isolation from job centres,
particularly areas without OC Transpo access,

- Distance from recreational facilities or safe parks.
Environmental Quality:

Protective factors:
« Policies and practices related to air, water and land that maintain a clean, healthy environment in the
neighbourhood and in the surrounding areas.

RisIE factors: .
. Xcessive or mismanaged garbage,

presence of and exposure to toxics, and
pollution in the neighbourhood.

Service:

The inequitable distribution of health, education, law enforcement, sanitation and recreation opportunities
and services in some neighbourhoods can negatively a ect the health of a community. The community as-
sessment phase of the NCLB process focuses on identifying risk and protective factors regarding service pro-
vision in the designated communities. Lack of access to necessary healthcare services, culturally inappropri-
ate and of poor quality services, prevalence of violence, isolation, and a reluctance to seek needed services,
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and unavailability of some basic services are all di erent types of risk factors the NCLB planning process takes
into account.

Public Safety: Police and other emergency services.
Protective factors:

Desired and necessary amount of police presence,
Mutual trust between the community and OPS,
Little crime, fear of crime and
«  Lots of community ownership activity and social interaction.

Risk factors:
Prevalence of criminal activities breeds fear, isolation, and a reluctance to bene t even from the
available and needed services, as residents avoid leaving their homes and spending time outside
or to visit community houses in the vicinity.

Housing and Health Services: Accessibility,a ordability, and quality of care for individuals and families.
Responsive Social Housing service for the low income communities.

Protective factors:
«  Housing authorities responsive and provide timely and inclusive services,

«  Necessary, accessible care delivered in a culturally sensitive manner in satisfactory health facili-
ties with well-trained and culturally appropriate practitioners.

Risk factors:
Lack of access to necessary healthcare services,
Poor response to maintenance calls,

«  Culturally inappropriate or poor quality services.

Community and Public Support Services: Neighbourhood-level public services, including schools, parks
and recreation, transit, sanitation, and community and childcare centres. Community institutions include
faith-based institutions, social clubs, and Tenants’ Associations.

Protective factors:
Quality support services act as important neighbourhood institutions providing needed services
as well as venues for neighbourhood meetings and leadership development.

Risk factors:

- No meeting place,

- Needed services are not available while those located in the neighbourhood are undependable
and of poor quality.

Economic:

The economic environment and economic status of residents - employment opportunities and working con-
ditions of a community - have a critical impact on health. Independent of the impact of each individual’s
income on his or her health, the economic environment of a neighbourhood has its own physical and psy-
chological impact.

Community economic development is the key to neighbourhood revitalization. That's why the NCLB ap-
proach considers working on this aspect of the community life as one of the core areas of the overall strategy.
For additional details, see the neighbourhood restoration component in the following section that addresses
the economic health of the community.

Employment, income, wealth, and assets: Looking at the community from the health determinants perspec-
tive tells us that the quality and quantity of employment opportunities available to residents and the amount
of collective wealth and assets in the community can in uence residents’ health.
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Protective factors:

«  Community economic development opportunities;

«  Access to micro-credit;

- Living-wage jobs with health bene ts;

- Safe workplaces;

- Savings, retirement, and homeownership provide economic stability.

Risk factors:
- Large numbers of community residents with low-wage jobs with no benefits and unsafe working condi-
tions.

«Racial and economic segregation and concentrated poverty lead to higher stress, youth engagement in
negative activities, and less focus on child development.

In some communities where fear of crime is the uppermost concern, the above four factors can be creatively
addressed in classifying the approach to community development in two broad categories: crime prevention
and social development. This covers the service, as well as the social, physical and economic aspects of the
NCLB strategy.

Correction and prevention become the two vital components in such circumstances. Law enforcement and
community policing represent the correctional aspect of the strategy. Intervention, and empowerment and
neighbourhood restoration represent the preventive phase. Community policing is involved in both correc-
tive and preventive activities and serves as a bridge between the two components.

Law Enforcement (Service)

This aspect of the NCLB approach focuses on both collaborative problem-solving processes and enforcement
tactics to reduce and suppress crime at the neighbourhood level. The law enforcement component is de-
signed to remove crime and violence. E orts are directed mainly at identifying, apprehending and prosecut-
ing the most serious and visible criminal activities and the perpetrators in the neighbourhood.

Reducing both crime and citizen fear give back hope to community members living in distressed neighbour-
hoods and set the stage for e ective implementation of other social development projects and community
revitalization.

Community Policing (Service and social)

Community policing supports intensive law enforcement operations and serves as a bridge to the correction-
al component. Community policing embraces two key concepts — community engagement and problem
solving. Under this model of policing, 0  cers establish an ongoing dialog with community members to solve
crime problems through a systematic process to address the underlying causes of crime.

This continued interaction (as opposed to situational/issues meetings) fosters a sense of responsibility within
the community to contribute to solutions, focus on increasing police visibility and develop cooperative rela-
tionships between the police and community members.

Some community-policing activities could include informal meetings with the community members, foot
patrols, victim referrals to support services, presentation of crime stoppers, and interaction with youth in the
neighourhood and community support in gathering evidence about criminal activities.

Community mobilization is also crucial to community policing for crime prevention purposes. Programs that
encourage community participation and help prevent crime include neighbourhood watches, citizen march-
es and rallies, initiatives led by various faith communities and gra ti removal.

Prevention and Empowerment (Social)

Studies show that risk factors such as economic deprivation, lack of meaningful support to families at risk,
and early academic failure increase the likelihood that a child will develop health and behavior problems in
adolescence. Similarly, protective factors such as positive individual characteristics, bonding, healthy beliefs
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and clear standards set by parents and society reduce the impact of risk factors on children.

The prevention, intervention and empowerment component, therefore, concentrate on an array of human
services in the designated neighbourhood to create an environment in which crime and violence cannot
thrive. Links among law enforcement, Ottawa Community Housing, social service organizations, other agen-
cies, the private sector and the community are strengthened to improve the overall quality of services to
community members.

Neighbourhood Restoration (Economic)

This component focuses on improving and revitalizing the economic and social conditions of distressed
neighbourhoods through neighbourhood restoration strategies. This component addresses and seeks to ex-
pand the economic vitality of the community so that crime and disorder will not thrive. As with the other
components, neighbourhood restoration is achieved through the coordinated use of provincial, local and
private-sector resources. Strategies focus on economic development, employment opportunities for com-
munity members and improvements to the housing stock and physical environment of the neighbourhood.
Restoration activities include renovating and refurbishing housing, improving public spaces such as parks
and recreational facilities, and creating opportunities for job readiness and employment training, including
entrepreneurship and job creation.

Developing the neighbourhood-level Strategic Plans

The process for developing a No Community Left Behind process strategy requires a signi cant commitment
from the community to engage in strategic planning process, collaborate with key service providers and coor-
dinate programs and services. Strategic planning involves a speci ¢ process that assists the community with
identifying a future vision, managing change and creating the best possible future for community members. The
end result of the strategic planning process is a detailed Community Action Plan forimplementation and change.
The basic characteristics of the strategic planning process are:

- Afocused process of community assessment for concentrating on selected, priority issues;

- Aninventory of resources and explicit consideration of resource availability;

- An action orientation, with a strong emphasis on practical results;

- An emphasis on innovative and collaborative approaches to problem solving.

There are eight basic planning stages involved in putting the No Community Left Behind process in place in any
neighbourhood. Although the strategic plans vary from neighourhood to neighbourhood, the planning stages
are common across all NCLB sites:

- Phase 1: Organizing and convening a local, site-speci ¢ Steering Committee;

- Phase 2: Selecting or con rming the designated neighbourhood;

«  Phase 3: Conducting a participatory community needs assessment of the designated neighbourhood;

«  Phase 4. Developing neighbourhood level plans;

«  Phase 5. Implementation process;

- Phase 6: Evaluation.

Working through these phases and planning steps is not a neat, consecutive process with some pre-de ned
length of time. Work on more than one phase and steps usually occur simultaneously. For example, selection of
the Steering Committee may be in process while a community survey is administered in the designated neigh-
bourhood to assess the situation in black and white for clarity and planning. The implementation plan explained
here is viewed in terms of each community’s context, character and environment.
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Overview

The Steering Committee is required to maximize the chance of No Community Left Behind strategy’s success.
A step-by-step process for organizing the Steering Committee starts with an overall vision for a well-function-
ing and successful Steering Committee. The extent to which the given steps could be followed depends on
the environment. Circumstances vary from one CHRC'’s area (NCLB site) to another, and the stakeholders need
to take the most suitable path according to the situation they face.

Vision

The NCLB is a collaborative e ort among organizations, agencies and community members that care about
the designated neighbourhood. This collaboration is re ected in the Steering Committee, which provides a
structure for building a commitment to the No Community Left Behind process, identifying areas of greatest
community need, coordinating programs and services for local community members and ensuring every-
one’s involvement in working toward the same goals.

The most basic objective is to avoid duplication of resources in undertaking isolated projects which, despite
good intentions, are not sustainable because they are not integrated with other initiatives for maximum im-
pact and return on long-term investment.

The membership of the Steering Committee is large and diverse. Individuals from the following key stake-
holder groups should ideally be part of the committee.

1. Local CHRC (coordinating the NCLB program in di erent neighbourhoods the area);
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Ottawa Community Housing or other corporate housing owners;

Community Houses (On-site social service agencies.)

Local City councillor/s;

Ottawa Police Service;

Boys and Girls Club;

Youth Service Bureau;

Children’s Aid Society;

Grassroots representative; community members of the designated neighbourhood;

© © N o o bk~ W DN

10. City services representatives;

11. Additional committee members may include representatives of the legal aid 0  ce, social/communi-
ty/health service agencies, recreation and employment agencies, schools, nonpro tand community
organizations and businesses;

12. Potential donors to the community development projects (such as the United Way).

The list is not exhaustive indeed because membership will mostly depend on agencies and organizations
catering to the identi ed community needs and prioritized issues.

Ideally, the Chair is selected from amongst the partners for his/her skills and experience in facilitation, con-
sensus building, and demonstrated support for community development. A co-chair, such as a resident or
a private-sector representative, may be appointed. The Steering Committee members bring several qualities
and skills to the NCLB e ort, including leadership, guidance, vision, direction, funding and management.
Members possess decision-making ability within the organizations they represent (e.g., managers in gov-
ernment agencies, community leaders, nonpro t directors), enabling them to commit and deliver resources
required to e ect real change in the designated area.

The Steering Committee is the governing body for No Community Left Behind. It serves as the highest au-
thority within a structure including subcommittees for the various component areas of No Community Left
Behind, a NCLB Coordinator and/or other sta and links to local programs or initiatives that complement a
site’s goals and objectives.

Initially, the Steering Committee meets frequently to establish the organizational structure, develop a vision
for the neighbourhood and oversee development of the No Community Left Behind strategy. As the process
moves to strategy implementation, the Steering Committee may meet less frequently only to focus on key
areas of responsibility such as developing policies, coordinating subcommittee activities, approving changes
to the strategic plan, monitoring progress on goals and objectives and providing leadership and advocacy for
the No Community Left Behind strategy.

Implementation Process

Step 1. Meeting stakeholders to ensure commitment
While meetings between the concerned stakeholders predictably occur in the beginning stages, it is
necessary to widen the participation level and con rm support up front from key local o  cials such as
the Councilor, OPS senior management, and appropriate city sta . The results of these discussions es-
tablish the direction, character and framework for the entire initiative. The following important issues,
however, need to be emphasized:

«  The NCLB approach requires coordinated e orts to revitalize the designated neighbourhoods;

«  The NCLB approach requires coordination among di erent levels of law enforcement e orts. An
atmosphere of commitment, cooperation and trust must exist if the initiative is going to operate
successfully. It must be presented as a long-term activity.

Successful coordination and management of the No Community Left Behind strategy require con-
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tinuing sta resources. There could be several ways for resource management and e ective coor-
dination.

Step 2: Creating a Core Group to provide leadership
To avoid slowing down the process in the initial phase, the focus needs to be on establishing a core
group of frontline sta and community representatives to:

«  Meet with local community members to get their support;
«  Conduct an initial needs assessment of the designated neighbourhood,;
Select individuals to serve on the Steering Committee.

Selection of sta and other members need to be based on their skills and ability to complete a spe-
ci ctask rather than their organizational roles/a liations. Each participant agrees to help develop and
implement the No Community Left Behind strategy and is considered a member in the business of the
Steering Committee.

The core group organizes public meetings and attends meetings of existing community organizations
in the designated neighbourhood to fully explain the NCLB approach and obtain grassroots support.
This is best accomplished by including key neighbourhood community members at the start of the
planning process. Without their support, the No Community Left Behind process will not have the op-
portunity to succeed.

Step 3: Ensuring Stakeholders’ Commitment
Many organizations and individuals from various disciplines are considered for Steering Committee
membership as described in detail above.

Leadership, guidance, vision, direction and management are required of the Steering Committee
members to create and implement an e ective No Community Left Behind strategy. Consider these
skills and other issues when deciding who best represent the stakeholder organizations on the Steer-
ing Committee. First, it is good to have representatives with decision-making abilities so that decisions
and commitments made at Steering Committee meetings are meaningful and timely. Second, repre-
sentatives commit to attending Steering Committee meetings without relying too much on sending
alternates (alternates can impede the ability to make decisions). And nally, representatives are knowl-
edgeable about the designated neighbourhood.

Step 4: Determining the Roles and Responsibilities
The core group drafts the roles and responsibilities of the Steering Committee. This information is im-
portant during the initial process of looking for suitable members and when asking the selected indi-
viduals to commit to serving on the Steering Committee.

Once the Steering Committee is formed, members revisit and nalize roles and responsibilities. It is
clear from the outset that Steering Committee members are responsible for more than strategic plan-
ning, policy, and management — they ensure that the organization they represent makes a long term
commitment to making the approach a success.

These commitments may take the form of a partner organization re-programming sta for service pro-
vision in the designated neighbourhood or a community organization providing resident volunteers
for some activities. Whatever the commitments, they are made public so that each Steering Committee
member and the organization he/she represents are aware of them and follow through can be moni-
tored.

The initial responsibilities of the Steering Committee di er from their permanent responsibilities dur-
ing implementation of strategies, programs and activities. The following are some general roles and re-
sponsibilities for consideration during re ning and nalizing the strategy described in this document:;

Developing a future vision of the designated neighbourhood,;
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Conducting an in-depth community needs assessment;

Establishing subcommittee for strategy development;

Overseeing development of the strategic plans and giving nal approval;
«  Approving selection of the NCLB Coordinator and other sta (if needed);
- ldentifying resource commitments from each member.

Once the neighbourhood level community action plans are developed and implementation is under
way, the roles and responsibilities of the Steering Committee focus on policy, management and advo-
cacy. More speci cally, the roles and responsibilities include:

Oversight and management of goals and objectives;
Guidance on and resolution of implementation issues;
Coordination of subcommittee activities;

- Development and integration of activities in all four core areas; social, physical, service and eco-
nomic;

- Approval of changes to the strategic plan;
- Development/Approval of grant applications and adjustments;

Monitoring of progress on evaluation and e ectiveness of the No Community Left Behind strat-
egy;

Provision of leadership.

Step 5: Developing the Decision-making Processes
Steering Committee members also develop the decision-making processes that enable the commit-
tee to govern the NCLB process e ectively. The decision-making processes could be de ned through
agendas, and policies and procedures, or suggesting bylaws.

The Steering Committee develops terms of reference with written policies and procedures to address
questions such as: How often will the Steering Committee meet? How will meeting agendas be estab-
lished? Will decisions be made through consensus or majority rule? How and when will vote taking
occur?

Step 6: Creating an Organizational Structure for Implementation
It the responsibility of the implementing CHRC to establish a blueprint for the No Community Left
Behind process organization and how people will be grouped to accomplish its mission and work. The
structure includes the Steering Committee as the governing body for the NCLB process. The Steer-
ing committee is responsible for proposing subcommittees, identifying potential membership, and
providing direction/support to ad hoc and permanent sub-committees. Sta -related issues are the
responsibility of the respective CHRC.

The subcommittees are task-oriented and include people who work on the front lines of service agen-
cies. Primarily, subcommittee members are individuals who can contribute skills, knowledge, resources
and time to developing and implementing the No Community Left Behind strategy. Managers and
frontline sta from stakeholder organizations and community members are considered for the sub-
committees and workgroups.

Neighbourhood Selection

Overview
Critical components of this selection process are the assessment of neighbourhood assets and needs, overall
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community involvement and identi cation and commitment of community resources essential to the imple-
mentation of the No Community Left Behind strategy.

Vision

After the Steering Committee has been determined, the designated neighbourhood(s) are selected to imple-
ment the No Community Left Behind strategy. Although some communities may already have a prede ned
areato target for the NCLB initiative, a selection process isimportant to ensure the area meets the established
criteria and can be supported through implementation of the NCLB strategy. The City and University of Ot-
tawa’s neighbourhood study will play a key role in the selection of neighbourhoods for initial intervention.

Selection is also one of the early steps in determining whether community members are interested in and
supportive of the No Community Left Behind process. The NCLB process demands community involvement
and ownership from its inception, in opposition to strategies that rely on external resources for one-time
problem solving. Readiness of the community and the ability of organizations, such as the CHRCs, to mobilize
community members to participate at di erent levels of the NCLB process can determine the success of this
local strategy.

One way to think about the selection process is a participatory endeavor to uncover:

a) Status of the potential neighbourhood compared to others on the basis of University of Ottawa’s neigh-
bourhood study;

b) Elements in the neighbourhood that can be addressed;
c¢) Challenges that mighta ect the success of the NCLB strategy, and

d) The depth of community leadership needed to move the strategy forward.

This process involves looking at all possible elements. An area de ned as neighbourhood from other projects
point of view may not be appropriately meeting the needs of the No Community Left Behind strategy. It
might be necessary to look at the surroundings neighbourhoods and their mutual in uence.

An Initial Planning Committee uncovers all resources that can be leveraged or stakeholders who have a par-
ticular expertise that are not widely known. The Planning Committee may be broadened to include additional
resource professionals along with community members. However, a manageable size is advisable. The num-
ber of individuals is dependent on the amount of work and experience of the committee members.

The committee does not discuss budgets or funding at this point in the process. It concentrates on the tasks
of assessing the need and evaluating the feasibility of the neighbourhood/s in question. On completion, the
committee has information to make informed and appropriate choices in the selection of a neighbourhood.
Although the selection of a speci ¢ neighbourhood is probably not as dramatic, it helps determine how the
overall strategy is implemented and whether it is successful.

Implementation Process

Step 1: Comparing Collected Data with Criteria for Neighbourhood Selection
The focus of the NCLB process is to assist neighbourhoods that are experiencing economic and social
challenges, which are often coupled with crime problems. The ability to clearly identify social, economic,
service, and challenges related to physical environment also contribute in the development of the over-
all strategies used to address these challenges. Therefore, the information collected and analyzed also
plays an important role in the development of neighbourhood-speci c strategies for implementation.

There are many signs that indicate a neighbourhood is experiencing stress. Most of the signs are visible
on inspection of the neighbourhoods being considered for designation. Along with the University of
Ottawa’s study, the following criteria could be suggested for consideration. If a neighbourhood being
considered meets more than half of the set criteria with at least 50 percent crime related criteria, it will
meet the overall requirements for designation.

Additional criteria could be incorporated after consultation and deliberation among the Steering Com-
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mittee members. To compare a site with these criteria, the Planning Committee gathers and analyzes in-
formation from public sources. Several general sources — local library, local university, Statistics Canada,
city departments, House directors, and the community itself — can be helpful in gathering information
to select the designated neighbourhood for the No Community Left Behind process.

Present potential sites such as Ban Avenue and Russell Heights in Ottawa South are well known for
the aforementioned problems. In general, however, there is a need to set criteria on the basis of which
to recognize an area tfor the NCLB initiative. Even if the sites are well known, collecting the following
type of data can help establish a benchmark against which progress of the process is evaluated over a
period of time. Assistance in collection and analysis of data can be assigned to community volunteers or
students. The following types of data are collected:

City’s master plan

The City’s 20/20 Human Services Plan Priority on People, gives an idea about what city leaders have
drafted. The plan helps identify the objectives to be accomplished over a period of time for the potential
site area. It is important to know what these plans are and how community members and other stake-
holders will be a ected in the context of the Community Development Framework (CDF). Under the
CDF, progress is evaluated according to the set evaluation framework and goals of the CDF.

Community’s perspective

Data does not tell the full story. Information may be skewed depending on who is collecting the data
and on their intended use. One source of information that cannot be skewed in a broad consultation is
the voice of the community. Engaging community members, business owners and community leaders
in discussions about the condition of the community is an excellent source of data. This could be done
in a variety of ways including arranging meetings through community development organization and
faith-based organizations, and discussing the problems for obtaining an accurate picture of the situa-
tioninthe eld.

Social service data

Information on social assistance, public housing and other forms of public assistance are a good source
of information not only for designating a neighbourhood, but also sketching out future plans. Ontario
Works and Ottawa Housing document most of this information, as do various other agencies within the
city.

Economic development data

Various organizations, including universitiesand nancial institutions may have economic development
data about planned development projects, micro loan funds, technical assistance resources, and entre-
preneurial training programs designed to encourage increased business development. These programs
and resources are key indicators of economic potential for an area.

Police calls and crime data

Police statistics and community members’ complaints are sources of useful information. Additional data
may be collected, including a breakdown of the types of crimes committed. The goal in reviewing this
type of data is to see whether there is a trend or an increase or decrease in the types of crime reported
and later on to nd out what changes have occurred due to the NCLB process.

School data

Identifying schools with the highest dropout rate, absenteeism, the greatest violence, crime and drugs
are a challenge. This information is obtained either from schools directly or at the school board level.
Professional input is required to compare the data with census information for monitoring the increase
or decrease in school-age children in the area — for instance to see if it is the increase in the number of
children that has resulted in high dropout and crime rate, or if it is an increase in the crime rate.
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Analyzing the Data

Analysis is not di cult. It is best to separate the Planning Committee into smaller groups to handle
di erent aspects of the data. These smaller groups look at the information and ask the following ques-

tions:

Has there been an increase in identi ed problems during the past few years?

Has there been a decrease in these problems during the past few years?

Does certain data stand out above the rest?

What might be happening to explain the increase or decrease in problems in the area?

Was there anything happening in the community which can be identi ed and might explain the
changes in numbers (for example, of arrests, school dropouts, certain crimes, abuse/neglect cas-
es, or unemployment)?

Do the numbers tell a story (for example, was youth turning to drugs due to a lack of recreational
facility or is it the result of nancial incentives given by the drug dealers)?

The answers to these questions constitute the analysis of the data. More extensive forms of data analysis
exist, but the goal is to determine only whether a potential designated neighbourhood meets at least
half of the set criteria. Furthermore, it gives a picture of the present status against which progress and
impact of the process needs to be evaluated.

Step 3:

Looking for Indicators of Neighbourhood Potential

Although numerous signs can indicate that a neighbourhood is experiencing undue stress, they also
can show its potential for becoming stressed. Sometimes, the signs may not be so visible, so investiga-
tion to identify them is required. It is as important to select a neighbourhood that has signs of potential,
as it is to identify a neighbourhood that has challenges. Again, the collected data can help in determin-
ing potential.

The following are examples of “neighbourhood potential”:

Community organizations. Community based organizations are the lifeblood of the NCLB pro-
cess initiatives. E ective NCLB strategies require the involvement of and collaboration with com-
munity organizations. Even the best conceived programs will not function e ectively in the long
term without the bene t of resident and community organization involvement.

Community’s capacity. Community members are the lifelines of neighbourhoods. Traditional
economic development e orts have often limited the role and signi cance of community mem-
bers; however, successful NCLB strategies require signi cant resident involvement. The fact that
community members have already begun to organize themselves through Tenant Associations,
or other organized bodies is an indication that they have a basic understanding of their role as
stakeholders in the revitalization of their community. Many community members have experi-
ence or expertise in one of the four components of the NCLB process (Social, Physical, Service
and Economic)

Economic potential. If commercial opportunities (shops, stores, or businesses) do exist in the
vicinity, the designated neighbourhood has a distinct potential for economic revitalization.

Identi able area. The more the designated neighbourhood is su ciently distinguishable from
nearby neighbourhoods, the easier it is to constitute a de ned focus for concentrated action.
This element is important because the area designated is evaluated for measurable changes
such as reduced crime and unemployment.

The more challenging the identi cation of potential areas, the more di cult is the implementation of
the No Community Left Behind strategy.
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Step 4: Making the Decision
After collecting the relevant information, the Planning Committee meets to make a nal decision on
the neighbourhood(s) to be selected. Although it is understood that sometimes a neighbourhood or
neighbourhoods might be pre-selected as potential NCLB sites, this process is completed to measure
progress against indicators which led the Committee to declare a site t for the No Community Left
Behind process.

Based on the decision, changes to the size of the potential site have to be made. Sometimes, sites are
reduced or enlarged based on the information collected in the eld. The goal is to identify a site that
has the greatest chance of success and one that has a clearly identi ed need for the No Community Left
Behind process.

Critical assumptions
Although this phase of the process is critical, a few implementation issues do exist. First, getting people
who have the experience or expertise to assist with this process can be challenging. Some potential
partners on the Executive Committee may have decided what the boundaries of the site are and may
not want to proceed with the process. Encouraging them to complete the process is required even if it
only con rms their recommendations.

The time needed to complete the process may also be a challenge. Taking the time to seek out free re-
sources which can help collect the information needed for data analysis cuts down tremendously on the
time needed. If the process takes too much time, people may get discouraged and lose their motivation
to participate. The process is intended only to ensure that the right site is selected and enough informa-
tion is available to use as benchmarks to measure progress and evaluate the process.
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PHASE - I
Neighbourhood Assessment

Overview

Once a neighbourhood has been designated for the No Community Left Behind process, the information
gathered can be used for a more extensive assessment of the area. A neighbourhood assessment is at the
heart of the planning process to develop a local NCLB strategy.

The steps involved in conducting an assessment not only enable you to examine the resources that exist
within the community (e.g., buildings and programs), but also provide an ideal forum to broaden the engage-
ment of community members by soliciting their ideas, concerns and priorities relative to their vision for the
community.

Most importantly, the present information becomes a benchmark to measure future progress through regu-
lar assessments and reviews.

Vision

After selecting the neighbourhood for the NCLB process, the Steering Committee oversees the implemen-
tation of a comprehensive community assessment. A community assessment focuses on identifying both
assets and needs. Examples of community assets range from strong resident-led organizations to quality
housing and the overall physical and social environment.

Other assets include strong social service programs, an active small business community and service provid-
ers providing a variety of services. An asset can be any resource that is making or has the potential to make a
positive impact on the community. A neighbourhood assessment that involves the community members and
other area stakeholders who may not have worked together before provides a strong bridge-building tool.

If data were collected from the census or other sources on the problems a ecting an area, the result may sug-
gest that no viable resources exist within a community. In every community, there are community members
who are knowledgeable about a range of issues, including the history of the neighbourhood, past programs
or strategies that have been executed and concerns that have been expressed by community members.

These individuals are often viewed as community leaders, although they may not be the heads of formal
organizations. All communities have some assets that need to be recognized and considered in developing
a plan of action for change. Although the number of assets in a distressed area may be lower than in other
areas, these assets exist. It is important to identify them before planning a local strategy. Only community
members, not o cial lists or reports, are likely to recognize some of these functional assets.

A systematic community assessment involves gathering and analyzing information about a wide range of
neighbourhood characteristics, problems and resources. It is not limited to a review of criminal activity; rath-
er, it also considers some of the underlying causes of poor health, crime and the local resources that can be
mobilized to combat them.

In addition, a community assessment focuses on all the resources that exist in a neighbourhood — some of
which are often taken for granted. For example, most neighbourhoods have community members of all ages.
Many of the senior community members may have lived in the neighbourhood for many years and are well
known throughout the community; they know the neighbourhood history and can contribute valuable ideas
and insight. They are an important asset that cannot be overlooked, particularly as the process moves toward
developing goals for di erent core components of the NCLB process.

A comprehensive community assessment is also critical in evaluating the NCLB process. It provides baseline
information — a description of the community and its social and economic, physical, service and economic
challenges before the No Community Left Behind process. Although it is not always possible to prove that
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changes are a direct result of the No Community Left Behind process, accurate documentation of neighbour-
hood conditions at the beginning is essential to measure the change later.

One of the challenges in forming a new NCLB site is the time required to conduct a thorough community
assessment. The following suggested steps are required to conduct a proper neighbourhood assessment.

Implementation Process

Step 1: Assembling the Assessment Team
An assessment team is formed after gathering the University of Ottawa neighbourhood study data
and determining whether any assessments have been previously conducted and to what extent.

An e ective strategy in conducting this step is to study the available information and prepare to build
on it by involving community members, both young and old, in the data collection process.

This mix of team members ensures diversity in the information collected. It is also the rst time many
community members have been engaged in a process that seeks their ideas and concerns in helping to
build a safe, strong and viable community. This level of participation serves as a foundation for the NCLB
process as the overall plan is developed in collaboration with the community.

A distinction between the assessment team and the Steering Committee is made for a reason. The pur-
pose of the assessment team is to collect and analyze neighbourhood data. This information is submit-
ted to the Steering Committee to develop the local strategy with the full assistance of the CHRC. After
completing the assessment exercise, the assessment team is no longer needed.

A helpful strategy is to convene community meetings to formally introduce the NCLB concept and pro-
vide an overview of the importance of conducting the community assessment. During these sessions,
surveys can be disseminated and inventory of resources can be prepared. For non-English-speaking
individuals, the survey is disseminated in two or more languages to secure maximum participation. The
inventory of resources can be developed in the two forms given below for clearer understanding.

It is important for community members to understand that the community assessment is an opportu-
nity to o er their ideas, concerns and recommendations for the community. As community members
recognize that the No Community Left Behind strategy is designed in a way to be all-inclusive, they are
more open to sharing and contributing to the overall process.

Step 2: Sources and Type of Information
Data is gathered from both primary and secondary sources. Primary data typically involves information
collected from one-on-one interviews, focus groups, surveys and forums. Secondary data includes infor-
mation that has already been published in some form, such as reports, studies and census information.
Most of the information used to select the site comes from secondary data. It is therefore necessary to
balance that with as much local, rst hand information as possible.

Step 3: Taking a Neighbourhood Inventory
Understanding the characteristics of the neighbourhood is necessary to provide a picture of the commu-
nity, including the qualities and unique elements that distinguish the designated neighbourhood from

others in the city.

The checklist provided in this step can be useful in identifying the unique characteristics of a neighbour-
hood. It serves as a springboard for asking questions and, most important, generating solid answers and
information.

The checklist contains several overlapping categories and provides a basis for answering these ques-
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tions. These characteristics need to be examined from a positive perspective.

Each of the following characteristics is considered as a possible asset that can be leveraged.

People

_ Families (number, size),

_ Children (age range),

_ Senior citizens (humber, ages, needs),
_Single people (number),

_Homeless people (if any),

_ Ethnic groups,

_ Gender makeup.

Housing

_ Residences (breakdown),

_ Single-family homes,

_ Apartments,

_ Public housing (number and condition of),
_ Single-room occupancy.

Institutions and organizations
_ Faith-based institutions,

_ Financial institutions,

_ Health care institutions,

_ Hospitals,

_ Medical centres,

_ Specialty clinics,

_ Professional organizations,

_ Chambers of commerce,

_ Trade associations.

Businesses

_ Micro enterprises,
_Home based,

_ Small,

_Large,

_ Service,

_ Retall,

_Wholesale,

_ Light manufacturing,
_ Heavy manufacturing,
_ Industrial.

Public facilities
_Schools,

_ Hospitals,

_ Libraries,

_ Parks,

_ Recreation centres,
_ Police stations,

_ Social services,

_ Othercityo ces.

33
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In looking at the above characteristics, the gathered information answers the following questions:

What do we know about each population group?

How many exist in the neighbourhood?

What do the institutions, businesses, organizations and public facilities o er the community?
What is missing?

What are the gaps?

What activities, programs can be introduced to bridge the identi ed gaps?

Sk wnNE

Most of the information needed to address the above questions can be obtained through secondary
data and direct discussion with the community and partnering agencies. After taking inventory of the
various characteristics and resources, it is time to assess the facilities and “soft” resources that are often
found in a community that can be used to facilitate implementation of the NCLB strategies.

These resources include both public and private-sector resources. The objective is to ascertain to what
extent resources exist in the community and how e ective these resources have been in serving the
community members. Whereas the previous section can be supported by secondary data sources, this
next series of questions is both quantitative and qualitative.

After collecting information on the number of facilities and resources that exist in the area (using the
checklist as a guide), it is time to nd out how useful community members perceive these resources to
be. For example, although a building may be located in a community, if the community members do not
feel the services 0 ered in the building are useful or if the building is not accessible, then it is de ned
only as a potential resource. It exists, but it is not being fully used.

To gather this information, conducting focus groups may be a good idea provided they are arranged at
times convenient to community members. It may require holding multiple sessions at varying times of
the day and may include weekends.

The community survey needs to be short and simple. What appears to be a useful resource may not be
perceived as such by community members. We may also nd that other resources exist but that they
are not captured through the scans already conducted. The following are the general categories of re-
sources as well as questions to be asked from community members. These categories could be re ned
and updated as the process moves forward. The data gathering people have the discretion to determine

what is appropriate for their neighbourhood assessment.

Public-sector resources and facilities

Public-sector resources serve all neighbourhoods in each city. The degree to which these services ex-
tend into a neighbourhood can have a signi cant impact on the lives of the community members. The
following are key resources and questions that are considered relative to the impact of these resources
on the selected neighbourhood.

Transportation. A critical question is what type(s) of public transportation exists in relation to the neigh-
bourhood. Most stressed communities are in urban environments, and public transportation is acces-
sible. Despite the accessibility, some limitations to or concerns about the safety of these systems may
exist. Nonetheless, the following questions about public transportation are important:

«  How do most community members get around?

- What modes of public transportation are available to community members?
- Areroutes and daily schedules convenient for community members?

«  Are the services considered safe?

- Isthe selected neighbourhood easily accessible to other parts of the city?
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. Candrugtra ckersgetintoand out of the neighbourhood easily?

« Do the drug dealers live in the community?

. Doesafreeway e ectively cuto mostforms of access into the neighbourhood?

- Are there plans for expansion or improvements to the current transportation system?
« Aretheretra csafety problems?

Public safety, fire and social services
One of the key elements of the NCLB process is the involvement of public safety o cials. Most com-
munities have a police station or a Community Police Centre (CPC). In addition, other city social service
0 ces can be located in communities to increase accessibility.

«  What city services are directly o ered from locations in the community?

- Do these facilities o er outreach services to the community?

«  Arethere plans for expansion or upgrades to the current facilities?

«  Are buildings being used for activities other than the intended city services?

Employment skills and resources
The percentage of community members who are employed and unemployed and the skills both groups
possess that can be used as untapped or under tapped resources are also considerations. Knowing the
skills base of the designated community is critical to determining whether alternative neighbourhood
restoration strategies are implemented. The following information is also helpful:

- What types of businesses currently operate in the community?

- Do these businesses typically employ people from the community?

- How involved are business owners in community activities?

- What percentage of the adult and youth population is unemployed?

- What resources exist to help increase the skills of community members?

- What are community members’ educational and skill levels?

- What legitimate employment opportunities exist for teenagers?

- Are major corporations in or near the community?

«  What types of skilled labor do these rms require?

«  Are employment programs operating in the community to assist community members in se-

curing employment?

Community-serving institutions
Public and private institutions play vital roles in every community. While several institutions might be
identi ed in the community through the secondary data scan, and these institutions may possess fa-
cilities that can be used by community members, it is important to understand how community mem-
bers perceive these resources and whether they are considered accessible. Numerous questions can be
asked:
- What schools serve the selected neighbourhood?
- What is their physical condition?
- What percentage of students completes high school and goes on to college/university?
- What special services and programs are available to students during school hours and after
school?
- To what extent are the schools involved in drug education and prevention and adult educa-
tion?
- Are schools accessible to community organizations after school hours?
- How are local colleges and universities involved in the designated community?
- Do religious institutions o er programs and services to community members in the commu-
nity?

Health and recreation resources
Healthy communities begin with healthy community members. Where hospitals and other health-re-
lated services were once considered separate from the community, these institutions now realize they
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are critical anchors to communities. In addition, a correlation often exists between the level of recre-
ational resources in acommunity and the level of youth-related criminal activity. Communities without
health or recreational partners can exhibit signs of stress. The following information gives insight into
the neighbourhood’s situation:

- Are health care services available in the neighbourhood?

- Ifso, what types of facilities are available— hospital, clinic, and community health centre?
- Ismental health care available?

- Arescreening services o ered for HIV?

- What types of after-school programs exist in the community?

- Isthe city’s parks and recreation department involved in the neighbourhood?

. Does the neighbourhood have parks and recreational facilities?

- Are community-based organizations involved in drug- or gang-prevention activities?

Crime

Although the other types of data or information collected thus far needs to be viewed as assets or re-
sources that can positively a ect a community, documenting the types of crime occurring in the area
is also important. This information is useful, as the CHRC prepares to develop a crime and asset map
for further analysis and strategy development in close consultation with the Steering Committee. OPS
maintain the bulk of the information relative to criminal activity. In fact, police calls for service generally
provide a quick picture of order or disorder in the neighbourhood although fear of reporting can result
in painting a false picture. The following are some of the things to keep in mind:

« What appears to be the greatest type of crime being committed in the area?

- Do the calls to police re ect a high frequency of violence or high rates of victimization of par-
ticular groups?

«  Arethe police frequently called to resolve disputes?

- If citizens do not call for police assistance, why?

- Are citizens fearful or distrustful of police?

«  Has there been arise in any particular type of crime?

- Has there been any change in the age, race or gender of the individuals committing crimes?

« Are community members of the neighbourhood afraid to walk the streets at night?

- Whois out at night, and in what types of activities are they engaged?

- Towhat extent are children and teenagers part of the drug and crime problem?

«  Aregangs present in the target area?

« Aregangs involved in drugs and violent crimes?

Step 4: Developing an Asset Inventory Map

The collected information can be incorporated into an asset inventory on a map, which enables a com-
munity to locate the geographic boundaries of a neighbourhood and plot the resources and threats. Re-
sults include identifying current and potential trouble spots, opportunities for business development,
potential meeting places, and important buildings such as schools, hospitals, social service agencies,
and public housing developments. In addition, there is also information about the individuals who re-
side in the community. Collectively, this information helps answer the following questions from the
perspective of a community member:

- What do we know about ourselves as community members?

«  What do we know about the buildings in our community?

- What do we know about the level of resources being directed into our community?
- What do we know about the trouble spots in our community?

- What do we know about the stakeholders/partners in our community?

«  What do we know is missing but needed in our community?

- What do we know are our key strengths as a community?
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- What do we know are our key threats/weaknesses as a community?
- What do we know about the organizations that serve our community?

When the answers to threats and asset are incorporated in the inventory map, all the stakeholders have a
better sense of the key gaps and opportunities. Typically, these gaps or opportunities can be addressed
with the additional resources identi ed as implementation of the No Community Left Behind NCLB strat-
egy procedes.

Step 5: Identifying Resources
When the extent of gaps in resources is identi ed, the assessment team nds out what existing re-
sources can be brought into the community and what new ones are developed. To accomplish this, the
Steering Committee and implementing CHRC:

«  Determine the type and extent of potential resources;

- Integrate the desires of the community to develop new resources;
- De netheresourcesinspeci cterms;

«  Determine when the resources are needed,;

- Determine what goals the resources are expected to achieve.

The rst step in identifying existing resources is to develop an inventory of all resource providers and
identify the type and extent of available resources. The list of providers begins with the agencies and
organizations represented on the Steering Committee. Agencies are listed that already serve the com-
munity, including both law enforcement and social services.

Some of the organizations may not have been found during the initial inventory of the neighbourhood.
Although they may not be in the neighbourhood physically, they may still serve the community mem-
bers. The committee rstidenti eswhether such resources existin the city, and then determine whether
they serve the designated neighbourhood. If so, they are categorized as an existing resource.

Once the Committee identi es current resources, it determines the providers' potential for additional
resources. The additional resources could be delivered through reallocation, more e cient use or new
resources. Members of the Steering Committee are encouraged to use their network of colleagues to

nd out whether the organizations listed are interested, available and willing to provide additional ser-
vices and additional resources to the neighbourhood.

For action, the objective is to help identify and bring new resources to the table. Creation of a Task Force
helps. From the prevention perspective, citywide organizations might consider establishingan o cein
the neighbourhood.

At this stage in the process, there is not enough information available to determine how to use new
resources. Instead, the Steering Committee and implementing organization are looking at the general
level of additional resources needed. All potential resources are reconciled to determine which are most
important from the neighbourhood perspective. Resources are most e ective when they are used as
leverage to enhance existing community plans. The Steering Committee could consider an organized
session with community members so that they can set their own agenda for needed resources or em-
power police 0 cers to work with community members to develop the list. These meetings may result
in deviations from the CHRC and the proposed Steering Committee’s assumptions about the use of
resources.

Step 6: Resources Inventory
At this stage, a chart capturing all the resources that have beenidenti ed is developed. (See Appendix 1
and 2 at the end). Although all the identi ed public and private organizations may not have representa-
tives on the Steering Committee, many organizations are willing to pledge certain resources to support
a community strategy. This combination of organizations and pledged a certain level of resources can
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be leveraged to generate additional resources.

This inventory is helpful when seeking monetary support from area nancial institutions, private busi-
ness owners, or foundations, as they need to know what resources have already been leveraged and the
gap they Il to complete the overall strategy requirements,

Based on the identi ed gaps, itis useful to develop a chart to show organizations what gaps in services
or resources exist and how each respective organization is seen contributing to lling those gaps. It is
easier to gain their support, when the identi ed organizations are shown their roles through a detailed
resource allocation plan.

Critical assumptions

The concept of data collection and analysis may be intimidating, but it is a learning experience. What is
needed is evaluation of the assessment team’s capacity, determination of the point person for the team,
and establishment of a realistic start and end date.

All the concerned stakeholders need to have a sense of how long the process would take. If it takes too
long, they may lose interest. In attempting to complete this process, the team may not uncover all the
resources. However, new resources may be found and included as the implementation moves forward.

The process continues to document new resources and disseminates the information to the appropriate
committee. Community members can be used to distribute and collect the surveys. Progress of the as-
sessment is shared with the community members to let them know the steps that have been completed

and those that are in the process to help keep them engaged in this important process.



| 39

PHASE - I
Developing Neighbourhood Level Plans

Overview

The local strategy mirrors the overall general strategy of the process that can be replicated in any neighbour-
hood. Following are the steps required to begin and carry out the planning process, the elements required for
developing a local strategy in each of the designated neighbourhoods, and some techniques for assembling
a plan to serve as a management tool for implementation.

Vision

Neighbourhoods selected for inclusion in the NCLB process generally have some common features. Poor
social and economic conditions and fear of crime are three of the factors that make these communities chal-
lenging to restore.

Given the commitment to overcome these challenges, it becomes important to develop a plan of action
that can be followed by everyone involved in the No Community Left Behind process. This plan serves as a
blueprint for determining which actions are taken and by whom and how certain goals and objectives are
achieved.

Once completed, the neighbourhood level plan provides a clear and concise vision of the community. It iden-
ti es the gaps and prioritized issues. It also shows activities and actions for bridging the gaps and address-
ing the problems. Some of these activities already may be in place and only need integration in the bigger
picture; others may have to be developed. There are activities that have previously been contemplated or
partially implemented, but players were missing who were needed to sustain them and make them a success.
This process to integrate all these missing or ignored links is one of the unique features of the No Community
Left Behind process. The neighbourhood-level plan brings stakeholders together to address issues a ecting
the community. For many, this is the rst time they have worked with one another. The plan helps provide
guidance to ensure that everyone is following his or her role.

Two types of plans are needed for the neighbourhood level strategy. The rst is the strategic plan, which out-
lines the vision, mission, critical priorities, goals and objectives. The second planning document, Community
Action Plan, is an operational or tactical plan - a continuation of the strategic plan that de nes, in greater
detail, the tasks and resources required and the timeline needed to achieve the goals and objectives.

Implementation Process
Several steps are required in planning the local No Community Left Behind strategy.

Step 1: Assembling the Planning Team
Before beginning implementation, the CHRC knows who is participating in the planning process and who
can help guide the process so that the nal product — the neighbourhood plan — is embraced by all com-
munity stakeholders.

Communities vary in the degree and level of participation of individuals during the early stages of the No
Community Left Behind process. One community may quickly form a Local Steering Committee that is
prepared to lead the planning process. In other communities, a core group of individuals may take respon-
sibility for putting the planning process into action and keeping other community members informed of
the progress.

The next question is: Who should be part of the planning team? Bringing together individuals from the
community to serve as members of the Planning Committee is a strategic decision that helps move the
planning process forward. Individuals who agree to serve on the Planning Committee may ultimately serve
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on the Local Steering Committee. For this phase, emphasis is placed on identifying individuals who have
the time, exper-tise, in uence and commitment to work through the planning process to create a realistic
neighbourhood-level strategy. Emphasis that this is tempo-rary and created speci cally for the purpose of
planning eases anxiety around the com-position of the sub-committee and its responsibility in leading the
planning process.

Step 2: Identifying Resources for Planning
As the Planning Committee takes shape, the CHRC looks for a person to serve as a facilitator during the
meet-ings. Another option is to have members of the local committee lead di erent components of the
planning process, making it more of a group-led process. If needed, a professional facili-tator from out-
side the community is found through a local university or consultant agency experienced in working with
nonpro t organiza—tions for strategic planning. However, this is not to underestimate the ability of the
concerned community to lead the planning process.

Before starting, everyone included in the plan—ning process clearly understands what is involved. Often,
community members who have never been a part of this type of process feel reluctant to become fully
engaged. For that reason additional information or “preplan—-ning” activities are provided.

Before outlining the local context for developing a strategy, some of the primary tasks and sub-tasks associ-
ated with the development of a strategy are outlined. This list can be used as the CHRC and the designated
communities initiate the planning process and includes the following:

- Identi cation of critical priorities,

- Con rmation of strategic thrusts,

- Development of goals,

- Development of objectives to support the goals,

. Development of the implementation plan to support the goals and objectives.

Step 3: Preparing to Plan
Based on the information collected during the community assessment, the Planning Committee has suf-
cient information to identify the neighbourhood’s priorities. These priorities are based on factors con-
tributing to neighbourhood stress and resources that should but do not exist in the community and are
des-perately needed. In addition, community members pro-vide information on what they perceive are
requirements to revitalize the neighbourhood.

Collectively, the Planning Committee has sev-eral datasets to work with in developing the priorities. The
challenge for the committee is to rank and allocate these priorities based on the four prongs of the overall
No Community Left Behind strategy: social, physical, service and economic.

At the outset of planning, the Planning Committee needs to fully integrate the needs and views of the
community. The sum of experiences and philosophies of Planning Committee or Local Steering Commit-
tee members and other stakeholder rep—resentatives responsible for implementing goals and objectives
greatly a ects the potential and ultimate success of the initiative.

The combined experiences include operational styles of agen-cies, traditional patterns of agency-com-
munity relations, and social experiences within the neighbourhood. Opinions on the causes and e ects
of crime and underdevelopment vary greatly. Consequently, these opinions in uence how the parties in-
volved evaluate the potential of strategic interventions.

Di erences in perspective and context are evi~dent in all important aspects of the planning process. Mem-
bers of the community and other stakeholders may view the intentions and design of an initia-tive dif-
ferently. While the Steering Committee might design an initiative to assist communities, neighbourhood
community members may or may not view the goals and objectives as meeting their needs.
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A primary objective in preparing a solid strat—egy and plan is the development of open communication,
cooperation and trust among partners. This can only be achieved through a planning process that is inclu-
sive and respectful of the community. A planning process that considers the neighbourhood perspective
leads to creative approaches to achieve desired results.

Step 4: Moving From Community Needs to Critical Priorities
Understanding the local context, combined with the planning process, prepares the Steering Committee
to begin formulating local goals and objectives. The Steering Committee now focuses on identifying the
priorities of the neighbourhood in light of communities’ identi ed needs and priorities. By this time, the
Steering Committee has taken steps to ensure the planning process includes a balanced approach to de-
veloping community goals and objectives.

In the previous needs assessment process, both assets and gaps were identi ed. Part of the process in iden-
tifying gaps was to encourage community members and other stakeholders to help shape a vision of what
the community could be if everyone contributed something to the “community-building pot”

Critical priorities are issues that could a ect the ability of the community to achieve this vision. After iden-
tifying these priorities, the CHRC and partners assess the ability of the community to address them. Given
the multitude of stakeholders who are involved in this process, certain questions are asked of the organi-
zation’s representatives and the communities separately and collectively to determine what priorities are
addressed by the designated neighbourhood. These local priorities are consistent with the goals and objec-
tives of the overall No Community Left Behind strategy.

Bene ts of completing this type of exercise is the critical thinking that emerges and the synergy created
from having various groups come together to work on the No Community Left Behind strategy. After mak-
ing what may be a long list of priorities, the committee asks the following questions about each priority:

How does this issue relate to the overall No Community Left Behind strategy?

What are the strengths of the process site in responding to this issue? Consider the contributions of
each partner.

What opportunities can the NCLB partners pursue in addressing this issue?

What are some programs or services currently being o ered by each partner?

What threats is the community aware of in responding to this issue?

What are the consequences relative to achieving the vision of the community if this issue is not ad-
dressed under the No Community Left Behind process?

What would the goal be in addressing this issue? What do the community and the CHRC want to change
or improve in the community?

After completing this exercise for each of the selected priorities, the CHRC nds that many of the issues can
be condensed as it works to ensure they correspond to one or more of the four NCLB components. When
the list is completed, the respective CHRC is ready to begin developing goals and objectives to respond to
each issue in close collaboration with the rest of the partners.

For planners involved in this process, note that the following four components of the NCLB process would
remain constant for all the No Community Left Behind sites: Social, Physical, Service and Economic.

Step 5: Linking Critical Priorities to Goals and Objectives
The goal statements re ect major desired changes in conditions as a result of the NCLB process.
Many agree that a goal is a broad target to be achieved through the implementation of tasks that connect

to some measurable objectives.
Objectives are viewed as the tools needed to provide some speci city to the goal. Objectives can be either



42

Implementing NCLB

qualitative or quantitative. Although the initial goals are often easy to formulate, it is usually the measure-
ment of these goals that presents a challenge.

Goal statements can be made by reversing problem statements so that they express the desired result.
For example, if the problem were open-air drug tra cking in a neighbourhood, the goal statement reads:
“Eliminate open-air drug tra cking”

The use of goals and objectives enhances the potential success of the NCLB process and facilitates itse ec-
tive implementation, management and evaluation activities. Goals and objectives focus on connecting to
the critical priorities of the community. When completing the questions relative to each critical priority (see
step 4, above), the last question begins the connection between the three. By answering the last question,
the Planning Committee can begin to formulate the goals and objectives for the local No Community Left
Behind strategy.

Although each of the four No Community Left Behind process components have goals and objectives,
these components do not operate in isolation from one another.

The goals for social development and service provision work in conjunction with all the other goals. Service
provision, such as community policing, can be a bridge between goals. As the police and other partners
develop positive relationships with community members, they gain insights about some of the problems
that plague the community.

As mentioned previously, law enforcement comes under service factors, but it can complement the other
goals. For example, if an objective were to construct a small business “incubator,”the implementation task is
to reduce and prevent crime by targeting that location and providing a secure area for the facility. But this
also supports other economic development goals.

The data collected through the needs assessment and neighbourhood selection processes is an important
source to help determine the critical priorities under each of the intertwined four components. These pri-
orities drive the creation of the goals and objectives.

CHRC’s have the main coordinating role in the development of neighbourhood level strategies/plans in
their program areas. How will the CHRC achieve these goals in partnership with other agencies? The CHRC
needs to facilitate in identi cation of selected objectives and make a commitment to achieving them. Ob-
jectives connect the speci ¢ NCLB activities that will result in the achievement of the goal. The objectives
are measurable so the CHRC can gauge whether it is taking the process towards the goal. In formulating
the objectives that correspond to each goal, the question to ask is: “What do we need to do to achieve our
goal?” For example:

Goal Obijective
Bring community out of isolation and e ectively engage the residents. Implement weekly community
meetings around an activity that ensures participation for one year.

What is the measurable outcome associated with each objective? In other words, what would the CHRC
be assessing to see whether it is working toward the goal? For the goal mentioned above, did the CHRC
organize 12 meetings or only 2?

Although the community and the CHRC may be tempted to develop several goals for each of the four com-
ponents, we must be careful to avoid doing so. In addition to addressing several — not all — of the critical
priorities identi ed, the local strategy is made as realistic as possible. It is more advantageous to re ne the
list of critical priorities for the NCLB process to ensure that those selected can be dispersed across the four
components. Each component need not have more than four goals. Each goal may have several objectives;
however, the CHRC and partners at the Steering Committee limit the objectives to four. Below is a review
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of the planning process:

1. Identifying critical priorities based on the community assessment. The top 10 issues are the priorities
for the local strategy.

2. Separating these priorities into one or more of the four NCLB components;

3. Attempting to formulate goal statements for each of the priorities by asking, “What do we want?”

4. For each goal, developing measurable objectives.

The respective CHRC measures the progress of the collaborative work of all partners. Completing the goals,
objectives and tasks correctly with every stakeholder’s participation simpli es the process of developing
the implementation plan. The following sections cover the implementation and management plan for the
designated neighbourhoods.

Step 6: Developing the Implementation Plan
Developing a No Community Left Behind strategy is a challenging task. Unlike independent organizations
involved in strategic planning, the overall planning process of the NCLB involves several important actors
who may never have worked together. In such situations, not only is there pressure to develop close work-
ing relationships quickly, these relationships create a marriage of di erent perspectives, beliefs, and, often,
biases. Developing common goals and objectives are the rst of the major hurdles to overcome; designing
an implementation plan the second.

The implementation plan for the No Community Left Behind process involves several organizations under-
taking a sequence of activities. Some of these activities are performed concurrently; others sequentially.
Similarly, addressing factors related to social capital precedes community economic development. No one
wants to live or invest in a crime-ridden, drug-infested neighbourhood. The NCLB process uses a holis-
tic approach; therefore, service provision e orts (law enforcement, for example) are reinforced with social
(prevention, intervention and capacity development) and physical development (CPTED studies) to make
itdi cultforthe neighbourhood to slide back to its pre-restoration condition.

Developing an implementation plan requires linking goals and objectives with tasks, assigning responsi-
bility for these tasks, creating a timeline for action and identifying resources necessary to implement the
tasks.

The tasks developed in the implementation plan correspond to the informal commitments made by all
partner agencies. Everything in an e ective No Community Left Behind strategy is connected — neigh-
bourhood selection, needs assessment, identi cation of goals and objectives, implementation plan, and
evaluation. A sequence of activities reinforces each Steering Committee member’s or other stakeholder’s
commitment to the NCLB process by helping them to see where they tin the total plan. The implementa-
tion plan is where “the rubber meets the road”

To determine what tasks are initiated to address each objective, the Steering Committee tries to come up
with answers to questions like these:

- What practical solutions might be pursued to address this issue and achieve our goal?

« Isanorganization currently o ering a solution that could be leveraged?

«  What are some barriers to realizing these practical solutions?

« Isthere no community organization responding to the issue?

+ Istherealack of nancial resources?

« Isthere no expertise represented on the Steering Committee?

«  What major initiatives or actions might we pursue to achieve these practical solutions directly or
indirectly to overcome these barriers?

«  How much time is required to implement this strategy?

«  Who will be the lead for this strategy, and what partners are involved in its implementation?
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- How will we measure the success of the strategy?

Activities relating to the four NCLB components begin at the same time to avoid the experience of com-
munities complaining that nothing can begin in a community until the correctional activities have been
executed, which mean the criminals and their in uence removed.

In developing the implementation plan, it is important to determine which organization takes the lead for
each of the proposed tasks. Other organizations will also be needed to work in close collaboration with the
CHRC.

During the process, the time required to complete a task may exceed the total time allotted for the imple-
mentation plan, which happens because certain tasks may take several years to complete. Most important,
the tasks are cited in the plan and progress toward achieving the objective(s) is reported to the Steering
Committee on a consistent basis.

For the CHRC the following steps are necessary to develop an implementation plan in partnership with
other agencies:

1. Thinking about all the tasks that are completed to achieve each objective. Considering them one at
atime and not trying to group all objectives and tasks under one heading;

2. Determining which agency or organization is responsible for implementing the tasks. The CHRC indi-
cates which agency serves as the lead and which others are involved in carrying out the task;

3. Establishing a realistic timeline for achieving the objectives. This timeframe can be presented in
terms of months or years. The CHRC uses this to monitor the activities.

4. Thinking about barriers that might hinder the work.

Step 7: Designing a Planning Format for the Local Strategy

The beauty of the No Community Left Behind process is that it is designed to be exible, proactive and in-
teractive. Continuous realization of all partners and commitment of multiple resources is a key requirement
for overall success.

Furthermore, it is unrealistic to assume that local o cials can con rm the availability of all the necessary
resources during the initial planning phase. As the strategy develops, local agencies discover new ideas
and resources to assist the community. The neighbourhood, the City, law enforcement agencies, resource
agencies and others continually recommend adjustments to the plan.

The Steering Committee encourages all participants and other interested groups to make recommenda-
tions for changes. Managers do not assume that the original goals and objectives are cast in stone. The
purpose of well-de ned goals, objectives and tasks is to ensure that the proper mix of activities results in a
successful No Community Left Behind initiative. Even if complete goals and objectives exist, e cient or sys-
tematic implementation cannot be guaranteed. Management is responsible for converting these processes
into a format that advances the functional operation of the strategy.

Organizing an implementation plan for the NCLB process helps to identify:

- Additional essential tasks that are missing from the initial goal and objective statements;

- Dependent relationships among tasks;

+  Responsibility for execution of tasks and any overlap of authority that might a ect the outcome;
«  The implementation sequence.

Managing the ongoing relationships among the tasks and their timely implementation is the backbone of
the management process. Successful management of the NCLB process involves assigning speci c respon-
sibility to execute each task.
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A task timeline organizes the tasks by each objective and enables managers to arrange the tasks in se-
quence. A timeline shows when additional tasks are needed, responsibilities identi ed and the link be-
tween tasks organized.

Site coordinators require some kind of very basic, simple online data input which helps identify changes
and generate reports by task, agency, milestone and other criteria. Site Coordinators use this data feeding
mechanism in coordination with the Community Development section at the CHRC. This type of manage-
ment system does not only improve process oversight but also assists with process reporting.

The No Community Left Behind strategy designissu ciently exible to quickly accommodate any program
enhancements and approaches not identi ed during the planning phase. When the Steering Committee
accepts a new activity recommended by community members, the new task energizes and supports all the
community e orts designed to create a healthier neighbourhood.

Critical assumptions

Many changes in the original strategy may occur during the implementation phase. These changes can
easily be accommodated if the Steering Committee does not view the original goals and objectives as rigid
guidelines subject to strict compliance audits. Being the lead coordinating partner, the CHRC documents
each change and ensures that administrative and funding guidelines are followed.



PHASE - IV
Implementation Process

Overview
This Phase focuses on how the process manages the Steering Committee, as it oversees the implementa-
tion and operation of the site’s strategy. Each NCLB site has unique characteristics that re ect local needs
and resources; however, each site is called on to address similar issues at some point in its development.
There is no single answer that ts every situation; consequently, the ideas in this Phase are suggested op-
tions to be used and adapted as needed.

This phase discusses policy-level decision-making responsibilities, day-to-day operational issues, and over-
sight and monitoring of activities. Although no proven model exits for managing a Steering Committee,
many successful initiatives and isolated interventions o er solutions from which to draw on. The NCLB
process emphasizes the importance of local control; therefore, management level activities are developed
to maximize resources and meet local needs.

Vision
The NCLB Steering Committee makes decisions, develops policies and guides the implementation of the
site’s strategy to establish healthy, stable neighbourhoods. The Steering Committee — by collaborating
with other agencies and local businesses — builds capacity of the community members to e ect positive
changes in the neighbourhood and, more importantly, to sustain those changes.

The inclusive nature of the NCLB process results in a Steering Committee that represents all segments of
the community. All committee members share a vision for the community, despite di ering approaches to
solving problems. They realize that they can achieve more by working together than by working indepen-
dently. The Steering Committee is the driving force in reaching the goals identi ed in the sites’ strategy.

Implementation Process

Step 1. Establishing an Organizational Structure
Using subcommittees in NCLB sites is an e ective means of distributing the workload. The subcommittees
are formed as and when the need arises to facilitate the planning process.

Each subcommittee includes community stakeholders, community members and representatives from the
main Steering Committee. Steering Committee involvement helps ensure e ective communication among
the subcommittees. The use of subcommittees also provides the opportunity to broaden participation and
introduce others to the NCLB process.

The subcommittee is a comfortable format in which to discuss critical, and sometimes contentious, issues.
The subcommittees help ensure that di erent voices are heard and various points of view are discussed.
Smaller committees are not only less intimidating but also encourage better discussion.

Reports from subcommittee meetings are presented to the Steering Committee with recommended ac-
tion, when appropriate. This procedure helps to keep Steering Committee meetings more focused and

productive. However, this is not to be used to restrict discussion at Steering Committee meetings. It is still
important that Steering Committee members understand the issues.

Step 2: Developing Subcommittees’ Action Plan

Identifying speci c tasks for each priority
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A subcommittee is most e ective when it concentrates its e orts on speci ¢ goals. With this approach, the
subcommittee also accomplishes interim tasks while working toward a major goal. For example if the pri-
ority is to remove a negative stigma associated with the community’s name, the task is making the neigh-
bourhood more attractive, and the activity is a series of positive activities, establishing tenants’ association
and a neighbourhood watch, which contribute to reaching the goal with positive coverage.

Identifying available resources for accomplishing the goals

As part of the neighbourhood assessment, resources identi ed in the previous phases are used for various
activities related to each subcommittee’s goals. For example, if the task were to develop neighbourhood
support for goals, the activities could include bringing youth and adult community members together to
work on a cleanup day. This accomplishes the immediate task, build stronger ties in the neighbourhood,
and encourages assistance from other stakeholder agencies to assist with the cleanup.

Step 3: Developing Open Communication among All Parties
Open communication is important to the successful operation of the No Community Left Behind strategy.
People like to feel they are on the“inside”; they do not like to be the last to know what is going on. The CHRC
adopts a simple way to communicate not only with Steering Committee members but also with other
stakeholders, community members and interested parties.

The CHRC identi es how and when people want to receive information from the NCLB site. This not only
gives it ideas about what methods to use but also ensures some involvement from members in developing
a communication network.

The NCLB Coordinator at the concerned CHRC devises a communication strategy and provides a schedule
describing what information is needed and when it is submitted. It identi es ways to get the information
to the media, the local elected o cials and their representatives, MPs and community members. Some of
the ways could be:

Telling the NCLB story highlighting things for the community to be proud of;
Notifying media of all events;

Taking pictures, and submitting them along with a short story to the newspaper;
Inviting the local elected o cials to events;

Sending information (story and pictures) to the o ce of elected 0 cials;

Developing a short presentation about the NCLB which can be presented at meetings.
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Step 4: Establishing a Consistent Procedure for Securing Staff
Although most of the work at a local NCLB site is accomplished by volunteers serving on the central Steer-
ing Committee or subcommittees, paid sta also play an important part in the operation. The process for
lling sta positions varies from one site to another and according to the initiatives pursued.

Afull time NCLB coordinator is needed at the CHRC. Regardless of the hiring need and arrangement, being
the main coordinating and implementing organization, the CHRC is responsible for approving the sta  who
works with the No Community Left Behind process.

Step 5: Developing a Process for Steering Committee and Subcommittee Meet-
ings

Much of the work of the NCLB committees is done during meetings: policy decisions are made, oversight
of the operation is reviewed and stakeholders are informed of the issues. Good attendance at these meet-
ings is essential to the continued success of the NCLB process; therefore, careful attention is given to the
structure of the meetings. The following are some proven components of a good meeting in the context of
the No Community Left Behind process:
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Meetings are scheduled at a convenient time and location in the neighbourhood.

Meetings begin on time. If people have to wait each time they meet, more of them arrive late or stop
coming altogether.

A quorum for the meeting is established in the bylaws and enforced evenhandedly.

A prepared agenda, developed with input from members, is sent before the meeting.

Reports — programmatic, nancial, and from the subcommittees — are presented to the Steering
Committee regularly.

Regardless of the format of these meetings, the meetings need to be productive. If members feel they are
wasting their time, they will stop attending. Once attendance falls, itis di cult to reenergize the group.

Step 6: Developing a Process for Team Building
Success of the No Community Left Behind process depends partly on bringing the Steering Committee
together to work as a team with a shared vision for the community. Being a team does not mean there will
benodi erences butthat the CHRC and all stakeholders can work through them to everyone’s satisfaction.
The following are ways the Steering Committee can promote team building:

A shared vision,

Strong bonds,

Clearly de ned roles and responsibilities,

E ective meetings,

Decision-making strategies,

E ective communication,

Appreciation for the synergy created by diversity,
Allowing time for networking and relationship building.
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Step 7: Providing Training and Technical Assistance
Training and technical assistance are delivered primarily to sta who are responsible for day-to-day site
operations. Whereas sta training is important, providing assistance to Steering Committee members,
stakeholders and community members is also important. These key decision makers are the most essential
component in the NCLB site. The following training and technical assistance improves e ectiveness of the
process:
1. Providing training on local resources, including encouraging partner social service agencies to make
presentations about their services;
2. Asking law enforcement o cials to make a presentation about their role in the No Community Left
Behind process.

The CHRC requests assistance tailored to the particular needs as the process unfolds.

Critical assumptions
Diversity, which is the strength of the Steering Committee, may present challenges to a smooth working
relationship on the committee. The di erent roles and responsibilities of volunteers and sta thus need to
be clearly de ned. A good working relationship between the funder and the Steering Committee is also a
key component.

Sustaining Positive and Permanent Changes
Operational issues, day-to-day management, and individual responsibilities are necessary not only for a
NCLB site to operate initially but also to sustain its success and expand its reach. The overall goal of sustain-
ing positive and permanent changes in the neighbourhood is best accomplished through strong collabora-
tive arrangements, teamwork and good management.
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Community Mobilization

Overview

Social mobilization is one of the core components the NCLB uses for community engagement towards posi-
tive change. Sta from the CHRC mobilizes the community towards achieving the objectives of the proposed
process. Community mobilization is the CHRC’s main area of expertise and is an ongoing process of building
stakeholder commitment to the revitalization of the neighbourhood.

Vision

Apart from bringing the community together to work on and implement the No Community Left Behind
process, community mobilization is most e ective in situations in which community complaints are ignored
by certain departments or agencies regarding some issue, thinking why bother when there are others to
address it? Such situations warrant a community mobilization strategy. The solution in such situations is to
bring out community members to voice their concerns and demand changes that positively a ect their com-
munity.

The success of the NCLB process depends in part on the ability to successfully mobilize stakeholders to sup-
port the local strategy as well as its goals and objectives. Mobilizing community members is an empowering
process that often results in an increase in the number of community leaders, a clear vision of what the com-
munity would look like and an increase in community members’ responsibility for the positive community
changes.

As previously mentioned, NCLB is not a one-time project; rather, it is a comprehensive strategy that brings all
stakeholders in a community together to e ect change. There could be many issues, which are de ned as a
problem, that can be solved through the collective persistence and responsibility of community stakeholders.
Community mobilization brings together interested stakeholders who develop viable solutions to problems
— in itself, it is not the solution to problems.

The process of community mobilization can have many positive outcomes. When executed correctly, commu-
nity mobilization can help build a community in ways that building new structures or refurbishing old ones
never can. Healthy communities begin with the community members who live in them. Empowering these
individuals to engage in the rebuilding of their neighbourhoods is a critical step in promoting healthy com-
munities. In addition to empowering community members, community mobilization processes helps create
a vision for the community that serves to focus community members’ energies. Again, one of the challenges
of distressed communities is that they often have no vision. As a result, resources may be redirected to other
communities that are mobilized and articulate their requirements for further development/redevelopment.

In addition to empowering community members and helping create a vision for the community, commu-
nity mobilization has another positive impact: increased capacity for sound decision-making by community
members as well as community-based organizations. Community mobilization has some profound e ects
not only on the community members but also on the other stakeholders (public and private) who are serving
the community.

Implementation Process

Community mobilization actually starts when someone in the community expresses concerns over social
problems and makes others think that conditions might warrant some remedial action. These concerns are
conveyed to various stakeholders and meetings are held to discuss how the issue could be addressed.

This is how the community mobilization process begins. Community mobilization is an important element of
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community organizing. It focuses on bringing together community members and other stakeholders to take
collective and strategic action for change in the community. Community organizing generally is viewed as
the broader process that is focused on a particular issue to promote change. Community mobilization may
be one of the tactics used to help facilitate action. Both community organizing and community mobilization
are ongoing, long-term processes.

The ability to mobilize community members and other stakeholders at the onset of the NCLB process is criti-
cal; however, the work does not end when the communities are designated as a NCLB site. In fact, the work
is only beginning. Many community members of distressed communities have become disenfranchised after
many years of watching programs start and stop, with no permanent change resulting from them. Feelings
of hopelessness are common in these communities, so the community representatives will have some major
challenges to overcome before the strategy can be implemented.

In developing an implementation plan for community mobilization, there are several critical steps to follow.

Step 1: Securing Resident Commitment and Involvement
Community mobilization is about enlisting community members to become engaged and involved in and
accountable for the planned changes that result from the No Community Left Behind strategy. A good indi-
cation of resident commitment to the NCLB process is the extent to which community members participate
on the Steering Committee and subcommittees and their awareness of and interest in their neighbour-
hood.

The crucial questions are: How many community members turned out for the initial meeting to introduce
the NCLB process? Do community members attend other functions that focus on conditions in the com-
munity? Are community members involved in discussions about the changes they are prepared to make
for their community? Are community members volunteering their time to help to the extent they can? Who
are these community members? Seniors? Working adults? Youth? Before a community can begin to create
anew vision, it needs to recognize itself as a community.

The CHRC may not receive an overwhelming level of support at the beginning. Many community members
take a wait-and-see approach to new initiatives; the NCLB process is not any di erent. What is important is
to determine if there is some level of commitment and involvement.

The most important hurdle to overcome is the number of naysayers in the community. Generating resident
commitment and involvement is key. Respective CHRCs begin by looking toward the community leaders
on the Steering Committee. The community leaders often have a level of respect in their communities and
some type of community following. These leaders help in recruiting community members to attend com-
munity meetings to:

- Provide information on No Community Left Behind strategy;

«  Discuss how community members can become involved in the No Community Left Behind strat-
egy,

«  Explore what community members perceive are the critical problems a ecting their neighbour-
hoods (this information is vital to the community assessment part of the process);

«  Engage community members in discussions about how problems can be solved and how they can
be involved in implementing the solutions.

Positioning resident leaders to help facilitate these types of meetings helps to build trust in the community
relative to implementing the No Community Left Behind strategy.

Step 2: Encouraging Community Members to Help Provide Community Focus
One of the important steps that must be completed is a community assessment. Historically, needs as-
sessments focused primarily on the needs or problems of the community with the expectation that the
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resources to solve those problems would come from the outside. As a result, community members were
viewed not as contributors to the growth of their community but as recipients of the various programs and
services 0 ered to solve the problems. Unfortunately, this proved to be a awed way to examine a commu-
nity. Through a neighbourhood assessment, the current focus is to identify all the assets of the community,
including the skills of the community members and their interest in the neighbourhood. The steps involved
in conducting a community assessment are identi ed in Phase 4; however, it is important to stress that the
focal point of the process is to identify public issues and challenges and the available resources.

One of the advantages to the community assessment is that it serves as an important tool to help commu-
nity members learn more about their community. The goal is to get community members to articulate their
needs as well as contribute their skills toward changing the community. By getting community members
to help decide on the changes required, the community mobilization process helps expand the base of
informed resident leaders.

The CHRC uses several ways to mobilize community members for this task, including the following:

- Encouraging participation in existing events such as school fairs, community festivals and block par-
ties, by providing literature on the NCLB process and by disseminating surveys;

. Coordinating with area faith-based institutions to include information in their weekly bulletins, and
providing brief presentations during services.

When community members see that the NCLB focus is consistent with their own perceptions of their neigh-
bourhood, they are more likely to participate in its activities.

Step 3: Building Community Networks
In every community, there are both informal and formal networks that connect community members and
other stakeholders. Formal networks include tenants or other neighbourhood associations. Informal net-
works include families who have lived in the same community for years and have been appointed as the
neighbourhood spokespersons. Other networks include social clubs and business associations.

These networks are important to community mobilization because they represent a signi cant source to
target to gain support for the No Community Left Behind process. In fact, in some communities, new e orts
die quickly if they do not go through at least one of these networks. Taking stock of these networks helps
determine what issues they may have about the NCLB process.

Participating organizations and agencies examine the composition of their Steering Committee to deter-
mine whether these networks are adequately represented. One of the advantages these networks have is
that the individuals involved feel connected to the network’s cause. Whether or not the networks are asso-
ciated with community change is irrelevant. People support initiatives in which their friends and colleagues
are involved; therefore, recognizing these networks as an important resource isasigni cant step in moving
forward with the community mobilization e orts.

Step 4: Creating Resident-Led Leadership Structures
Resident-led entities, a subset of community networks, serve as ideal resources to help identify key leaders
with critical leadership skills in the community. Individuals who are leading or have led organizations such
as Tenants’associations or resident councils are strong candidates to help lead community mobilization ef-
forts behind the No Community Left Behind process. This is the point where the CHRC and other partners
link up their existing programs for leadership development in the community to the No Community Left
Behind process.

Typically, these leaders are concerned citizens who have the ability to bring community members together
foracommon cause, such as public housing improvements,a ordable housing or public safety. If the cause
is related to promoting some type of positive change in the community, these leaders must be a part of the
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community mobilization e orts.

Step 5: Leveraging Internal and External Resources
Community transformation requires that resources both internal and external to acommunity be identi ed
and incorporated into a strategy for change. This is the fundamental principle behind the No Community
Left Behind process. Community mobilization is not only about mobilizing people, it is about mobilizing all
types of resources, of which people are key.

Step 6: Creating Additional Communication Vehicles
Community mobilization cannot succeed without strong communications. How the vision, issues and op-
portunities are communicated to people in uences the success of the mobilization e ort. All forms of com-
munication from the CHRC should consider the local languages and dialects. Not every pamphlet needs to
be written in street language and translated in three or four languages, but documents (newsletters, iers)
should be developed in languages and at a reading level that communicate the NCLB e ort to most of the
community.

More Community Mobilization Tactics
Community mobilization is one of the hardest tasks associated with No Community Left Behind process.
As a new initiative in the community, the No Community Left Behind process has to win the con dence of
community members before the CHRC secures their support. This takes time, but it can be done.

Examples of these tactics include

Door-to-door campaigns,

In-house (community centre, etc.) co ees,

Street fairs and festivals,

Community rallies,

Promotional materials that highlight the NCLB process.

Dissemination of iers in public facilities,

Dissemination of iers at other events in or near the designated community,
Church-based functions such as revivals, church meetings and concerts.

Community mobilization is an important tool for successfully implementing the local No Community Left
Behind strategy. As the Steering Committee develops the goals and objectives, the CHRC makes sure it con-
siders how community mobilization tactics continue to identify and generate additional resident support.
Specifying separate action steps designed to build community support goes a long way toward ensuring
the acceptance and integration of the No Community Left Behind process into the neighbourhood.

To assess the success of the mobhilization process, the CHRC focuses on the following questions:

How is it communicating what the NCLB process is about to community members?

Did it get feedback from community members regarding the e ectiveness of the message?

Has it leveraged the relationships of key leaders in the community to help promote the process?

Has it asked around to nd out why people are not interested in the No Community Left Behind pro-
cess?

Are there other issues confronting the community that it is not addressing?

Are the eventsitis hosting o ered at convenient days, times and locations for community members?
Is it expecting too much community participation too soon?

Although these are tough questions, the answers provide a clearer sense of what needs to be modi ed to
generate the level of desired support. Although the CHRC and its partners may get some level of resident
involvement, community members’ top priority often is to support their households. Therefore, encourag-
ing people to stay connected even if they can devote only a few hours to the NCLB process e ortis key.
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Every bit of resident involvement helps.

Critical assumptions
As the CHRC implements a community mobilization plan, participation by community members may re-
main low. Community mobilization requires community trust, which takes time and patience. The following
are major implementation issues that are addressed over time:

Issue: No one shows up for meetings.
Possible solutions: Review the days, times and locations for meetings. Are they convenient for community
members?

Poll some of the community members who attended past meetings. Have people expressed concerns
about the meetings and their structure or content?

Issue: One representative attempts to speak for the entire community.
Possible solutions: Seeking out other leaders from faith-based institutions, schools and local neighbour-
hood associations. Talking with senior community members to learn more about the history of the com-
munity to help identify community members who have longstanding credibility but may not be active at
this time. These individuals may be a guide to the engagement of additional community leaders.
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PHASE -V
Evaluation

Overview
This Part discusses the design, development and use of an evaluation component for the No Community
Left Behind strategy. It reviews how a well-designed evaluation provides a thorough description of the
structure and operation of the NCLB activities and whether those activities were successful or need adjust-
ment.

This part also examines the elements necessary to conduct an e ective evaluation, looking not only at the
desired outcomes but also at the resources used and the e ectiveness of the program design.

Vision
Evaluation is the best way for the Steering Committee to determine whether the selected activities and
programs are e ective. Evaluation reports of the process in uences decisions about funding allocations
and program selection. These policy decisions are central to whether the long-term goals of reducing crime
and promoting a safe and secure environment are achieved.

Implementation Process

Step 1: Identifying a Coordinator and the Other Members of the Evaluation

Team
An evaluation coordinator is selected during the organizational phase of the NCLB process. To ensure the
objectivity and credibility of the evaluation, the coordinator is ideally selected from an organization not
participating directly in the No Community Left Behind process.

Many organizations can help with the evaluation process at little or no cost. Organizations that may be able
to assist include the following:

- Colleges and universities have students who can work on an evaluation process. The department to
approach varies from one institution to another; among the possibilities are political science, sociol-
ogy, business and urban a airs.

- The planning section of local government ministries/departments can help develop an evaluation
component. The city’s economic development agency may also be able to assist.

- Some nonpro torganizations can help nonpro t groups develop an evaluation process.

Step 2: Reviewing the Priorities to Be Measured
A close relationship between site development and evaluation exists. Clearly de ned goals are the key to
both a successful site operation and an informative and useful evaluation. Each strategy component has
measurable goals from which the evaluation framework is constructed.

When operational plans are developed, a desired outcome is identi ed and tied to the goals. The following
support pieces were also developed in the earlier phases of the process.

< The tasks to be performed in moving toward the goal;
- The organization or individual responsible for the tasks;
- The timeframe for accomplishing these tasks.

These measures are quanti able. These are the program outputs. Important as they are, the quantitative
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measures are not to be used in isolation. When assessing program performance, schedule checkpoints at
regular intervals to ensure that the course is leading towards the desired objectives. If all measures are be-
ing achieved, there is no need to make any changes. If some measures, however, fall short of the expecta-
tions, some of the following questions are considered to determine if midcourse corrections are needed:

- Were the numbers/goals realistic?

- Was outreach adequate?

- Were the schedule and program adequate to the task?

- Were interim adjustments made as needed?

«  Were resources adequate for program needs?

- Was cooperation from other community resources su cient for program needs?

Assess qualitative measures using evaluation process results. Talk with the students, evaluator, stakehold-
ers, community members, etc. about their perception of the success of the program. What suggestions do
they have to improve future programs?

Step 3: Collecting and Analyzing Information
Evaluation reports are not con ned to only numbers and percentages. The Steering Committee has ac-
cess to both quantitative and qualitative information to help assess progress. Numbers relating to crime
statistics show a precise picture of the results of activities in the target neighbourhood and can be used
to allocate resources for law enforcement and community policing activities. Statistics can also reveal the
number of people served by programs related to preventive activities; however, do not overlook the quali-
tative aspect of evaluation.

Community members’ perceptions are an important part of evaluating progress. For instance answers to
guestion: “Do community members feel safer and more comfortable in their neighbourhood?”help a lot.

Analyzing evaluation reports yields valuable information about what was successful and what needs to be
adjusted. If the evaluation is properly designed, it is not used to place blame on agencies or individuals.
Success is always the desired outcome; however, much can be learned from mistakes. An important role of
an evaluation process is to know where improvement is needed.

Critical assumptions

Deciding what to evaluate as the rstissue
Priorities are the most important elements to evaluate. It is not easy to get everyone to agree on priori-
ties, however, using the strategy as the guide addresses this problem.

Methodology can be an issue
As discussed earlier, some people believe statistics are the most important measure of program success.
Quantitative measures can be an accurate method, but e orts are made not to ignore qualitative results.
Both qualitative and quantitative measures are important.
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Law Enforcement

Overview

In some of the neighbourhoods in Ottawa, addressing the fear or the existence of crime would be among the
top priorities for action. In keeping with our experience of working in four such communities, the following
is a summary of what was done to deal with the law enforcement and community policing activities under
the service component of No Community Left Behind in the light of successful community policing initiatives
elsewhere.

This part of the implementation guide deals with how collaborative processes, coordination of activities, and
focused strategies lead to reductions in crime, violence, and community members’ fear. The law enforcement
piece focuses on OPS’s and partners’ strategies to remove serious and visible criminals quickly from high-
crime neighbourhoods. Other options, such as joint patrols with OCH security, information sharing with other
security agencies, giving OPS agent status for issuing no-trespassing tickets, etc are parts of the approach to
reduce criminal behavior in the long term.

Vision

In high crime neighbourhoods, the NCLB process focuses on correction and prevention as two key areas.
Law enforcement and community policing represent the correctional aspect of the strategy. Intervention,
empowerment and neighbourhood restoration represent the preventive phase. Community policing would
be involved in both corrective and preventive activities and would serve as a bridge between the two com-
ponents.

The correctional portion of the NCLB process concentrates law enforcement resources on the selected neigh-
bourhood to reduce crime and violence. This is the key to transforming a high crime neighbourhood, reduc-
ing the community’s fear and improving the community members’ quality of life. The constant presence of
crime and criminality is indicative of a neighbourhood which is not a safe place to live, work or visit. Invest-
ment in social development activities does not bear much fruit if there is a lack of interest in participation on
the part of community members. Community members live in fear and have little hope for the future unless
crime and violence are reduced.

The law enforcement strategy emphasizes suppression of violent crime, gang activity and drug-related crime.
E orts are directed mainly at identifying, apprehending and prosecuting residents and non-residents in-
volved in criminal activities.

The No Community Left Behind strategy gives priority to tactics that focus on quickly removing the most seri-
ous and visible criminals from the neighbourhood in collaboration with the landlord, be they Ottawa Com-
munity Housing or another private agency.

The law enforcement strategy is developed and undertaken through local collaborative processes with the
NCLB Steering Committee playing the lead role. OPS take charge of the Law Enforcement component. How-
ever, OPS meet with other partners in the form of sub-committees. Other partners on the sub-committee
for law enforcement are usually community leaders and sta from the agencies working directly with the
concerned community. Its purpose is to: a) determine the crime issues of greatest priority; b) develop the law
enforcement strategy, and resolve or make recommendations concerning law enforcement issues relevant to
the No Community Left Behind process.

The rst task of the subcommittee is to come to consensus on crime issues of greatest priority. Next, speci ¢
goals and objectives and a plan for implementing the strategy are developed. Law enforcement goals are
established to:
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Reduce violent crime;
Eliminate visible and covert drug markets;
Reduce youth crime.

The tasks identi ed in the strategy are carried out mainly by collaborations of law enforcement and security
service agencies operating in the designated area that focus on speci ¢ criminal activities such as drug traf-

cking, street drug sales, vandalism, and other criminal activity. A range of strategies is used to address the
agreed-on priorities.

Successful enforcement programs include gang intervention programs, intensive drug investigations and
targeted enforcement. Each NCLB site determines which strategies are feasible to implement and have the
greatest impact on crime.

Once the law enforcement strategy is drafted, it is approved by the Steering Committee, which ensures the
plan is truly collaborative, re ects the views and opinions of community members, and supports or provides
links to other NCLB components. Bene ts begin to accrue even before the law enforcement strategy is imple-
mented. The collaborative planning process and activity coordination improve working relationships within
the local law enforcement system and ultimately result in improved services to community members.

Implementation Process

Step 1: Establishing the Law Enforcement or Preventive Subcommittee for the
NCLB process

Roles and responsibilities

Early in the planning process, the Steering Committee establishes a Law Enforcement Subcommittee to
oversee the law enforcement component of the local No Community Left Behind strategy. The subcom-
mittee is responsible for developing and implementing the law enforcement strategy and coordinating
with the Community Policing component (in particular). Other responsibilities that may be assigned to
the subcommittee include coordinating law enforcement activities, resolving implementation problems,
determining what works, and changing courses of action when necessary. Roles and responsibilities may
vary depending on the circumstances and needs of the site.

Membership
Members of the subcommittee represent mostly the OPS sta , local community leaders, and sta from
partnering agencies.

At the local level, OPS o cers who work in or oversee the designated neighbourhood serve on the sub-
committee. A community-policing o cer is also a member to bridge any gaps between the Correctional
and Prevention aspects of the approach.

Special consideration is given to making community members part of the subcommittee. Members of
the law enforcement community might resist having community members at the table when planning
and coordinating law enforcement operations; protection of sensitive personal information discussed
may preclude unfettered information sharing with the community members on the subcommittee. The
decision on membership on the sub-committee and whether it should be formal or informal depends to
some extent on the structure of the local NCLB organization and the concerned CHRC sta . The subcom-
mittee is put together in a way that works best for the site.

In acommunity policing environment, whether it be corrective or preventative, it is the community’s role
and responsibility to work with police to identify the policing issues that need to be resolved, identify
potential solutions and resources to be committed towards the resolution of the identi ed issues, when-
ever possible to be involved in the implementation of the identi ed solutions and assess and evaluate
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whether the policing issues have been resolved.

In some cases, the committee may not be very formally structured, but the concerned sta from OPS, the
partnering agencies and the community members do meet from time to time to come up with agreed-
upon actions and required mechanism for follow-up and accountability. Sometimes, a planning commit-
tee looks into the law enforcement component along with other core components: Social, physical and
economic. Law enforcement comes under service provisions.

Frequency of meetings
During the planning process, the subcommittee meets frequently until the law enforcement strategy is
drafted and reviewed by the Steering Committee. The planning process requires a great deal of work —
identifying local crime problems, setting priorities, developing goals and objectives, and establishing an
implementation plan and schedule. The roles and responsibilities of all concerned are clearly de ned.
During the implementation phase, the subcommittee considers meeting less often.

Step 2: Reviewing the Needs Assessment
To Identify Law Enforcement Issues of Greatest Priority

Needs assessment
Subcommittee members assist in the needs assessment process by identifying what they believe are the
most serious or intractable crime problems and providing data and information which explain the nature
of these problems.

It may be di cult to get detailed police data on the designated area because of No Community Left Be-
hind site’s boundaries which may not correspond to the boundaries of OPS divisions and sub-divisions.
Usually, however, existing data helps subcommittee members de ne and understand local crime prob-
lems. Data sources may include calls for service, crime arrests or incidents and youth data. Before setting
priorities, the subcommittee carefully reviews the results of the needs assessment.

Members are not only apprised of the most serious local crime problems as identi ed in the community
assessment but also consider the community’s perspective on issues of greatest concern and signs of
neighbourhood deterioration, such as high unemployment and high dropout rate. All these factors are
considered when developing law enforcement priorities for the NCLB site.

Community perspectives

Community participation is a fundamental principle of the No Community Left Behind process. The views
of local community members must be considered and integrated into decision-making, including strat-
egy development. The Law Enforcement Subcommittee can include community opinion in numerous
ways. Members can review the results of the needs assessment to identify resident views on a host of
neighbourhood issues. A community survey may have been administered or focus groups conducted as
part of the assessment process, which can also be reviewed to determine public opinion on local crime-
related issues.

The subcommittee also considers the views of the Steering Committee, which comprises the various
stakeholders in the designated neighbourhood. Because these stakeholders live or work in the area, they
may hold opinions that di er from the law enforcement perspective. Other sources of community input
may be available from the OPS. Proceedings from recent police-community meetings and other com-
munity relations activities may provide insight into the community’s concerns about crime and disorder
priorities.

Priority setting
Based on the activities discussed above, the subcommittee reaches consensus on law enforcement is-
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sues of greatest priority. Three to ve priorities are established to guide the strategy development pro-
cess. Examples of priorities are
« Violent youth crime;
Youth gang activity;
Street-level drug sales;
Drugtra cking and criminal organizations;
Crimes committed with guns;
Domestic violence;
Community members under correctional supervision;
Coordination among law enforcement agencies.

Step 3: Establishing Law Enforcement Goals, Objectives and Tasks
The law enforcement strategy clearly articulates ways for e ectively addressing the law enforcement issues
of greatest priority, goals and the long and short term objectives, and the speci c actions and activities that
the law enforcement agencies undertake to meet the objectives.

Collaboration and coordination
In developing the strategy, subcommittee members consider the goal of building long-term working re-
lationships among law enforcement and security agencies. The strategy emphasizes collaboration rather
than di erences between city and local law enforcement and focus on coordination and information shar-
ing among all law enforcement agencies operating in the designated neighbourhood.

During strategy development, subcommittee members consider the resources that the province, city and
local law enforcement agencies can o er the NCLB process and the experience these agencies have had
dealing with illegal drugs, gangs, and violence. The ensuing information helps develop strategies that en-
courage collaboration and coordination and o er some promise for crime reduction.

Law enforcement e orts. Law enforcement agencies have expertise that can be applied to speci c local
issues in any neighbourhood. Relevant agencies can play a role in the law enforcement strategy and are
considered as partners if crime problems warrant their involvement.

At the local levels, the following law enforcement strategies prove e ective on the street level that NCLB
sites with crime prevention as a top priority may want to consider implementing as part of the law enforce-
ment strategy.

Drug enforcement. Successful drug enforcement e orts at the local level use various tactics. Because drug

tra ckers rapidly adapt to particular enforcement approaches, no single tactic is continually e ective. A

successful strategy includes di erent tactics, used at di erent times, for the greatest impact on drug traf-
cking and drug-related crime.

Career criminal or repeat o ender programs. These programs focus on the apprehension, prosecution and
incarceration of the most serious 0 enders in a community. The premise is that a few o enders commit a
disproportionate amount of crime. By concentrating on removing repeat o enders, law enforcement sig-
ni cantly a ects the overall level of crime in a community.

Gangs. Gangs are a constant source of illegal activity. Various law enforcement tried and tested approaches
are used for gang identi cation and intervention, including combining police and probation patrols, com-
municating and implementing a zero tolerance policy for gang violence, restricting gang activities through
injunctions, increasing the swiftness of sanctions against gang members, focusing on major o enders,
implementing gun-seizure programs, and using witness protection programs.

Prosecution. Law enforcement o cials are aware of di erent prosecution strategies that have been e ec-
tive in combating and suppressing crime.
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Information sharing

Law Enforcement Subcommittee or planning sub-committee (if the law enforcement committee is not
formed formally) members consider the importance of intelligence information and crime analysis to the
NCLB strategy’s goals and objectives. Collection and analysis of data can drive decisions about which tactics
to use and which crimes and locations to target. Law enforcement agencies from every level of government
have intelligence information. Studies show that breaking down the traditional barriers that keep agencies
from sharing their information results in greater cooperation and more success in identifying, apprehend-
ing and prosecuting o enders.

Information such as crime rates, calls for service, and the number of community members under supervi-
sion is gathered as part of the needs assessment process; this information becomes part of the intelligence
database. As crime suppression e orts proceed, new data about the neighbourhood is obtained — new
violators and targets appear and previously unknown connections between criminal elements may sur-
face. Crime hotlines, information sharing with the community about crime stoppers program, for example,
may generate new names, addresses and license plate numbers to track and lead to discovery of patterns
of drug and gang activity.

An intelligence database coordinated across agencies support the crime suppression activities by facilitat-
ing more sophisticated crime analysis and making it possible to identify patterns and criminal connec-
tions.

Step 4: Identifying Additional Resources

for the Law Enforcement Strategy

Some law enforcement strategies require the involvement of o cials from the court system, correctional
services, probation and parole, victim services, youth justice, and other areas of the Criminal Justice Sys-
tem. The participation of court administrators or service providers enables partners in this process to more
e ectively address the needs of speci ¢ 0 enders such as drug users and minor o enders. Drug courts,
community courts, and teen courts, which provide special case processing and alternative adjudication
practices, are examples of these e orts undertaken elsewhere and can be tried under the broader umbrella
of the City of Ottawa’s Community Development Framework (CDF) under the guidance of its leadership
table. A site’s law enforcement strategy may include establishing such a program or coordinating e orts
with an existing program.

Corrections and Probation and Parole services may be particularly important when many community
members in the designated neighbourhood are under supervision or many o enders are expected to re-
turn to the neighbourhood after serving their sentences. These o enders may require a range of services
(e.g., vocational/employment training, remedial education, housing, counseling, drug treatment etc.) to
prevent their return to criminal activity, or they may require greater supervision. In either case, coordina-
tion between law enforcement, corrections and community is an important component of the NCLB'’s law
enforcement strategy.

In the case of youth crime, the need for input and participation from the concerned youth justice o cials
is considered. Targeted enforcement of youth o enders is undertaken immediately, and long-term plans
are coordinated to o er assistance to youths in the form of prevention and intervention services. Wherever
possible, youth justice o cials are consulted while planning the strategy and the Law Enforcement Sub-
committee is expanded to include these o cials during implementation.

The criminal justice e orts undertaken depend on the local circumstances. NCLB sites may choose to ini-

tially focus on police and prosecution tactics to make inroads on the crime problem. They focus on other
strategies later in the process to reduce long-term criminal behavior.

Step 5: Developing an Implementation Plan
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for the Law Enforcement Strategy
The implementation plan requires identi cation of the agencies, community responsible for each major
task and activity in the strategy, role, success indicators and their start and completion dates.

One of the keys to success is the coordination and collaboration of di erent units within the law enforce-
ment agency. The more di erent units collaborate with each other, the easier it becomes to take action
on the selected priorities (which mostly come from the community) and the more the law enforcement
agency is able to establish trust and build bridges to the a ected communities.



Community Policing

Overview
This Component describes community policing in relation to NCLB sites. It presents useful steps to imple-
ment community policing and describes key implementation issues.

Vision

Community policing is the style of policing that a law enforcement agency adopts to guide its delivery
of services in the designated high crime neighbourhoods or the neighbourhoods which have identi ed
crime prevention as their top priority. In a community policing environment, whether the intended result
is corrective or preventative, it is the communities role and responsibility to work with police to identify
the policing issues that need to be resolved, identify potential solutions and resources to be committed
towards the resolution of the identi ed issues, whenever possible to be involved in the implementation of
theidenti ed solutions and, ultimately, assess and evaluate whether the policing issues have been resolved
as a result of the actions taken.

The initial step in the NCLB process is to take corrective actions to remove the criminal elements before
undertaking preventive action, empowerment and neighbourhood restoration. The bridge between the
preventive and correctional actions is community policing.

Community policing o cers, 0 cers who have to consistently remain engaged with the community, pro-
vide the continuity to maintain community safety and peacefulness by communicating and forming part-
nerships, stimulating community mobilization, and encouraging prevention programs and neighbourhood
restoration e orts.

Community policing is generally de ned by its two key components — community engagement and prob-
lem solving. Community engagement is an ongoing process between the police and members of the pub-
lic. The public includes residents, businesses, government agencies, schools, hospitals, community-based
organizations and visitors to the neighbourhood.

Community engagement takes place in several ways. It occurs in community’s formal meetings with the
police and in routine contacts on street corners. Any contact between police personnel and community
members is an opportunity for community engagement. The idea is to formalize these public relation-
ships by forming collaborative partnerships with key stakeholders. These stakeholders are critical for sev-
eral reasons. Many provide services to the designated neighbourhoods. Each of the stakeholders can o er
police both insight into the problems and potential solutions. Because of their shared responsibility for the
neighbourhood and understanding of the issues, stakeholders are important resources for implementing
programs designed to address the problems.

Preventing crime and enforcing the law are the traditional functions of police departments. Community
policing expands the role of the police beyond enforcing the law and arresting criminals to identifying and
responding to problems in the neighbourhood. The manner in which the police undertake problem solving
and how they and the community relate to each other determine the standard of success of community
policing.

For community policing to be successful as an approach and practice, the police understands the condi-
tions in a neighbourhood that give rise to the problems associated with crimes and criminal behavior.
Developing and implementing solutions tailored to reducing these problems, and determining the impact
of the solutions by obtaining feedback from the community, is what sets community policing apart from
more traditional law enforcement practices. Therefore, the processes of community engagement (partner-
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ship development) and problem solving are central and inseparable components to the concept and prac-
tices of community policing.

Partnering with the community without solving its problems provides no meaningful service to the public.
Problem solving without developing collaborative partnerships risks overlooking the most pressing com-
munity concerns and tackling problems that are of little interest to the community, sometimes with tactics
that community members may nd objectionable.

Furthermore, because community members know what goes on in their neighbourhood and have access
to resources important to addressing problems, their engagement in problem solving is vital to gaining
valuable information and mobilizing community responses to the problems. Through meaningful com-
munity partnerships, police sources of information and learning about the community improve. The most
important element of the improved process of engagement is communication between the police and
residents.

Implementation Process
The steps required for implementing community policing programs in the selected neighbourhoods closely
parallel the steps for the NCLB process implementation. In fact, planning for community-policing programs
is a simultaneous process, borrowing extensively from the NCLB implementation process.

Step 1: Creating a Community Policing-Neighbourhood
Partnership
Successful implementation of community policing in the designated neighbourhoods greatly depends
on the involvement and commitment of various government agencies, neighbourhood community
members and other institutions. Commitment grows from involvement. The various entities with inter-
ests in the neighbourhood have unique goals, objectives and missions that must be considered and
blended through a collaborative process in planning implementation of community policing.

The following are some responsibilities that the community policing neighbourhood partnership be-
tween the community, OPS and other agencies/partners undertake:
«  Creating the community policing implementation plan;

Developing goals and objectives, and identifying neighbourhood problems and alternative solu-
tions;
Helping to bring resources to bear on the problems;
Coordinating with others on problem solving activities (e.g., Steering Committee, other city agen-
cies).

The partnership group meets regularly during the implementation process. Care is taken to document
plans, problems, attempted solutions, and outcome.

Step 2: Determining Neighbourhood Characteristics
In the NCLB implementation process, the Steering Committee selects the neighbourhood(s). The NCLB Co-
ordinator and partners also conduct a participatory neighbourhood needs assessment. This step builds
on the community assessment and develops more details, speci cally related to crime, fear of crime, and
community safety.

Much of the needed socio-demographic and crime-related information is collected during the needs as-
sessment from o cial records, including citizen complaints, calls for service, and crime reports. The ne-
cessity of this step is to collect new and more detailed information on neighbourhood characteristics. A
door-to-door census of the neighbourhood, including all businesses and a representative sample of resi-
dences, is needed. The size of the residential sample depends on the number of residences in the selected
neighbourhood.
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The coordinating CHRC takes the lead in conducting the survey. Some agencies might prefer to use civilian
police aides, volunteers and other city personnel to assist with surveys. A survey instrument is developed in
conjunction with the community partnership and pilot tested to ensure its validity and reliability. All mem-
bers of the survey team are trained and given a protocol for conducting the survey.

The purposes of the survey are to:

- ldentify crime and other quality-of-life issues;

- Advise community members of the new community policing program and how they can contribute
to its success;

. Determine whether community members are willing to participate in some capacity and support
the new program;

- ldentify the neighbourhood’s assets (e.g., people willing to take a leadership role and public re-
sources) and liabilities (e.g., signs of decay and neglect such as abandoned vehicles, code violations,
gra ti, neglected children, and homeless people). Determine whether the Steering Committee is
already doing this task before this step begins.

The information obtained from the survey is recorded and carefully analyzed to develop trends and pat-
terns.

Step 3: Developing an Information and

Communication Network
Some of the most important building blocks for community engagement and problem solving are informa-
tion and communication. Police need to develop new information sources and merge existing sources into
a network applicable to community policing. While care is taken to protect sensitive personal information,
information is communicated to the partnership group and other neighbourhood members. Community
members contribute facts and insights to the information base that might be helpful to the police.

The information network includes intelligence (e.g., tips from community members or from members of
the neighbourhood watch) and routinely collected records (e.g., calls for service, crime reports, eld inter-
rogation information). Several police agencies have automated information networks that provide useful
data to neighbourhood o cers for problem solving and community engagement.

The communication of information is as essential as its collection. Community policing o cers develop
ways to communicate information such as repeat calls for service and reported crimes, police and other
resources committed to the NCLB process, and programs planned for the community members. Providing
these data to community members enhance police credibility and improve the prospect of community
members reciprocating by giving useful information to the police.

Step 4: Assessing and Developing Resources
This step is identi cation of resources and developing additional needed resources. The list of resources is
prepared with community policing in mind. This information is readily available to the community policing
partnership group. The group reviews the resources list and adds to it as needed.

Step 5: Developing an Implementation Plan
This step mirrors other steps in the NCLB implementation process: identifying goals, objectives and imple-
mentation activities, and developing an implementation schedule. The emphasis on prevention, especially
youth crime prevention, is fundamental to e ective community policing in the NCLB sites.
Working with youth clubs, youth councils and other outreach agencies, community-policing o  cers have
served as positive role models and mentors for many troubled youth in the four communities in south East
Ottawa.

Step 6: Collaborating on Problem Solving
Community policing o  cers, while engaging neighbourhood community members through partnership,
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work with the community and partnering agencies, particularly OCH and its security sta , on problem-solv-
ing. The group scans and identi es neighbourhood problems, analyzes the problems together, discusses
and reaches a collaborative decision on programs or activities to respond to the problems and help imple-
ment them, and assess the results of the programs or activities.

The key to making community-policing work is consistent engagement, regular interaction, seeing the
community member more often and involving the community in a collaborative relationship with the po-
lice and other agencies.

For e ectiveness, the group begins with small problems that are nonetheless signi cant to the commu-
nity. Initial successes are critical in developing and maintaining community support. Gra ti removal, trash
cleanup and neighbourhood sporting events or cookouts are examples of small joint activities.

Early successes communicate a sense of hope to the community. The problem-solving process and the
partnership’s implementation of new programs and activities is an ongoing e ort that is continually coor-
dinated with other NCLB activities.

Early community policing e orts to build trust and work with the community on crime prevention goals
and objectives is coordinated with traditional enforcement such as sweeps and the execution of search war-
rants. Alle orts involve cooperation. Police initiatives conducted without input from community members
may not engender great community support for those initiatives and may actually foster hostility against
the police. If not developed in collaboration with the community, these enforcement e orts undermine the
credibility of the community policing e ort.

Step 7: Monitoring and Assessing Success
The nalstepin the implementation process is to monitor and assess the results of the community policing
implementation. This is an important role for the Steering Committee, which collects the information to
determine whether community policing is successful. The Steering Committee is in constant contact with
community members, continually taking the “pulse” of the community in terms of working with the police
to implement community policing.

Critical assumptions

OPS has to deal with several important issues when planning for and implementing community policing,
including making decisions about how to change police culture and values, organizing the department to
facilitate community policing, and managing the implementation.

Changing Police Philosophy and Culture
Community policing needs a department-wide e ort, requiring long-term and substantial changes in
the existing practices and its relationships with the public and other institutions. It is desirable, although
not mandatory, that such an undertaking support a NCLB process.

Nevertheless, the NCLB process does not require a top-to-bottom change in the culture of policing for
community policing to be successful.

Developing community partnerships and problem solving can be implemented in the designated com-
munities by a dedicated group of o cers. This approach requires that all policing activity undertaken
within the area be coordinated with these o  cers. For example, the NCLB e ortis at risk if another police
unit does not follow the priorities identi ed by the community and the concerned o cers working with
the community or begins a crackdown e ort without consulting with the assigned community policing
o cers.

Theo cersworking in the selected neighbourhoods are the centre through which all policing services to
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these areas are channeled. Equally important, community-policing o cers engaged in the NCLB activi-
ties are able to call on other police units to support community engagement and problem-solving activi-
ties. These units include narcotics, gangs, crime analysis, intelligence, crime prevention, investigations,
school resource 0  cers, communications, and special weapons and DART team.

Changing Patrol Officer Behavior

The most visible police presence in the neighbourhood is the patrol o cer. If community policing is to
succeed at the neighbourhood level, the behavior of patrol o cers must conform to the principles of
community policing. O cers are sensitized to focus on neighbourhood problems and include the com-
munity in thise ort. O cers understand how to identify problems and analyze them, and they need to
have the skills to engage the community throughout the problem solving process.

Training must be provided to o cers lacking the requisite problem solving and community engage-
ments skills. The most important criterion for the o cers is that they have an interest in being part of
the e ort. O cers who have been working in the designated areas are given rst consideration for the
program because they likely already know the people and the problems.

The best way to make patrol o cers’ behavior more e ective is to make it more community policing
oriented. This introduces these o cers to the neighbourhood and eventually makes them aware of the
problems that can be solved through a collaborative working relationship with community members,
businesses, government agencies and other stakeholders.

O cers working in the designated communities need to include community members as partners in
crime correction and prevention in a meaningful way. In a patrol operation in which o cers rotate fre-
quently through di erent shifts and neighbourhood beats, o cers rarely get to know anyone but the
perpetrators and victims of crime. They also often develop a mindset that “bad” neighbourhoods are
places to get into and out of as quickly as possible. Without getting to know the community members,
some o cers may identify all people in the neighbourhood as part of the problem. Thus, for community
policing to succeed, patrol o  cers must be empowered by their agencies to solve problems and be given
some degree of designated geographic assignment to the designated neighbourhoods. In this way, of-
cers and community members develop trust and mutual respect.

In the past, two police 0 cers were speci cally assigned by East Division to four NCLB neighbourhoods.
The success in building bridges and reestablishing trust between OPS sta and the community was phe-
nomenal.

Experience shows that one major di erence between traditional policing and community policing is the
shift in organizational focus from accountability for a limited period (work shift) to full-time accountabil-
ity for a geographic location. Traditionally, patrol o cers and supervisors are held accountable for what
occurs on their watch or shift. Because o cers on a shift may be assigned to police the entire city or large
districts within the city, they are not speci cally accountable for neighbourhood problems that occur
during each shift. Moreover, persistent problems often overlap the shift times that o cers work. Simi-
larly, neighbourhood o cers never have the opportunity to develop a special relationship with speci ¢
communities and get engaged in constant and consistent interaction. Our experience in the four com-
munities shows that the frequent interaction between the neighbourhood o  cers and the communities
established a long-term relationship between the concerned communities and OPS. In the beginning
residents were reluctant to meet the police o  cers. However, the work of two dedicated o  cers changed
the community perception to the extent that all subsequent new o cers were warmly welcomed after-
wards.

When unresolved neighbourhood problems are passed on from shift to shift, itisdi cult to hold anyone
accountable. Under community policing in designated neighbourhoods, the neighbourhood o cers
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have primary responsibility for a designated neighbourhood. The o cers are reached and consulted and
held accountable for any and all police-related problems that occur in the neighbourhood, regardless of
the time they occur.

The concept of geographic assignment integrity (the same o cers are assigned to the same neighbour-
hoods for a long period) and territorial responsibility (neighbourhood o cers are responsible and ac-
countable for what goes on in the neighbourhood) is crucial to the success of community policing.

All these concepts are tried and tested at the national level in other countries such as the United States
and UK. Experience in the US shows that police have gained trust and contributed to behavior change
by playing softball games with gangs. The Police Athletic League (Boys and Girls Club) and basket ball
games with youth are successful experiments here in Ottawa. Furthermore, to demonstrate the depart-
ment’s commitment to the neighbourhood and to ensure that o cers have assignment integrity with
geographic responsibility, many police agencies in the US have opened mini-stations or storefronts in the
selected areas. We had a CPC in the area for a long period of time, but the di erence that two speci cally
assigned o cers made to one of the communities was transformational in nature.

Organizational Changes to Enable

Community Policing
If the community policing o cers are held accountable for the designated area, they also require ad-
equate resources to do the job. It is up to police agencies to decide whether to deliver patrol services to
the designated areas by using regular beat o  cers or create a special squad. Regardless of the approach
selected, the o cers assigned to the neighbourhoods must be full-service patrol o cers in addition to
their community engagement activities. Whenever possible the o  cers handle citizen calls for service. It
is important to handle the neighbourhood calls for service for at least the following reasons:

1. O cersgain a detailed understanding about residents’ problems and have a chance to talk with
them about possible solutions;

2. O cers gain an in-depth knowledge of who is doing what in the neighbourhood, which often
leads to cultivating valuable sources of information;

3. Community members come to rely on their community policing o cers to handle their calls and
problems, which may a ect communication with beat o cers coming in just to handle the com-
plaint;

4. O cersengaged inthe community policing e ortare viewed as still doing “real police work”; com-
munity policing is not seen as just another program that will die when the outside assistance is
gone.

The management of calls for service on a 24/7 basis is a challenge to police services but to be success-
ful in a community policing environment the following should be considered: Police management deal
with two important organizational alignment issues in providing community policing to NCLB process
neighbourhoods. First, calls for service need to be managed to allow o cers time to engage community
members and minimize occasions when o cers not familiar with the neighbourhood are sent to handle
a call. Second, the extent to which services are decentralized to the neighbourhood level also needs to
be determined.

However, there is no need to remain preoccupied with calls for service if it leaves little time for engag-
ing community members in identifying, analyzing, and implementing solutions to resolve problems. The
community policing o cers need to be given time away from service calls to become involved in other
community policing activities, meeting residents and developing trust relationships. Police management
ought to examine the call workload and determine how calls can be prioritized, handled more e ciently
and handled by alternative means.

Implementation of what is called di erential police response (DPR) also remains an option for this pro-
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cess. The following are examples of how DPR can work in the designated neighbourhoods. Lessons can
be drawn from the following experiences from similar initiatives:

«  Computer-aided dispatch (CAD) systems have been programmed in the US where dispatchers are
trained to hold non-emergency calls for neighbourhood community policing o cers for a pre-
determined time until they are available to respond. In this case, complainants are advised of the
delay and the purpose behind it.

Certain non-emergency calls are handled by having trained civilians take reports over the tele-
phone. Departments frequently handle calls such as minor property theft, auto theft and minor
vandalism by telephone report. In this case, the information obtained from the telephone reports
are given to community policing o cers as soon as possible to keep them abreast of ongoing
problems in the neighbourhood, and neighbourhood community members are fully informed of
the type of calls handled by phone and the reasons for the policy.

Some police agencies, such as in Orlando, Minneapolis, Vernon Hills , in the US have employed
civilian community service o cers (CSOs) to assist patrol o cers in the eld with no emergency
calls for service. CSOs become part of the neighbourhood community policing team and relieve
o cers of time-consuming minor calls so that they can devote more time to community policing
activities.

In some agencies, cellular telephones have been provided to neighbourhood community policing
o cers so they can call complainants when they receive no emergency call dispatches and make
convenient appointments with consenting callers.

The other organizational alignment issue that police management may like to address is the degree to
which decentralization of services occurs.

Policing NCLB communities requires the help of specialized units such as narcotics, gangs and guns, vio-
lence and follow-up investigations. Which services are part of the neighbourhood community policing
team and which are provided by specialists from outside the team need to be determined. Decisions on
decentralization of police services to the neighbourhood level ought to involve both the police and the
community.

Role of Management and Supervisors

The role of management and supervisors is always critical during any type of organizational change, but it
is particularly important in the transition to e ective community policing. Management’s most important
role is to provide an environment in which community policing can be successfully implemented. One of
the best ways to accomplish this is made possible through the development of a plan that identi es what
is done and who is responsible for each task.

Leadership and vision at the top levels of the police department are critical; the top command would need
to demonstrate to the entire department that it supports the community policing philosophy. This is espe-
cially important as the agency struggles with critical decisions such as the extent to which decentralization
occurs in the transition to community policing. Studies show that there is usually some resistance in at-
tempting to implement community policing.

Management also needs to lead the e ort in developing the necessary o cer selection criteria, training
and performance evaluation to support and reinforce community policing. Management provides the re-
sources needed by the community policing o cerstodo ane ective job. In addition, management’s help
is needed to coordinate with other city and county agencies in bringing some needed services to the se-
lected neighbourhoods. Field supervisors play a critical role in bringing community policing to designated
communities.

Some of the functions of rst-line supervisors include:
«  Meeting regularly with community members to get feedback on policing plans and activities that
a ect their neighbourhood,;
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- Helping community-policing o cers negotiate co-production of public safety with community
members;

- Promoting and prioritizing problem-solving activities;

- Monitoring and rewarding proactive community policing, especially neighbourhood problem iden-
ti cation and analysis;

- Facilitating interaction among o cers, community members, and government agencies which can
help resolve problems.

During community policing implementation, police managers serve as the planners and directors, whereas
eld supervisors serve as the neighbourhood coaches and monitors.

Information Management

Another signi cant organizational issue in community policing is managing information to support imple-
mentation. A vast amount of information about the NCLB process needs to be collected, stored, retrieved
and analyzed. This information also needs to be readily available to the community policing o cers.

Studies show that there are three important elements for all crimes: o ender(s), victim(s) and place. Com-
munity policing information needs to describe all three. Crime analysis is able to identify the most ac-
tive 0 enders, people with repeated victimizations and those at the highest risk of becoming victims, and
places with a disproportionately high level of crime, drug dealing or gang activity. This information is used
to identify problems and target police and community activities, design appropriate solutions to problems,
and assess the e ectiveness of interventions.

As stated earlier, important sources of information used by community policing o  cers are calls for service,

eld incident reports, and o cer intelligence reports. In addition, information which is not kept in the
police department can be valuable. These data come from parole and probation agencies, social service
agencies, housing departments, property management rms, schools and hospitals.

Neighbourhood community members are another important source of information. They can express their
public safety concerns at neighbourhood meetings, during door-to-door surveys, on the street to foot pa-
trol o cers, and in other encounters. Community policing o cers use these opportunities to document
resident problems. They can also collect information from community members through anonymous drug
or crime tip lines or the Internet. An example from the US shows that one police agency distributed post-
cards that community members returned with information about crime and other neighbourhood prob-
lems.

Another example of what is being done in community policing: O cers maintain a problem-solving log
that documents neighbourhood problems and police o  cer activities directed at solving them. Such alog
is also needed for supervisors to track and monitor the progress of o  cers in dealing with neighbourhood
problems. It is also possible to automate this log in agencies with data processing capabilities.
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Phases and Activities Outcomes/Results & Indicators Methods/Sourc-
Outputs es
Law Enforcement

Step 1: Reviewing Needs
Assessment to identify law
enforcement issues of greatest
priority.

Step 2: Establishing law en-
forcement goals, objectives,
and tasks.

Step 3: Identifying additional
resources for law enforcement
strategy.

Step 4: Developing an Activ-
ity & Implementation Plan
(AIP) for the law enforcement
strategy.1. Drafting law en-
forcement strategy.

1. Drafting law enforce-
ment strategy.

2. The collaborative
planning process and
activity coordination.

3. Reductions in crime,
violence, and commu-
nity members’ fear.

4. Improved quality of
life.

5. Elimination of vis-
ible and covert drug
markets.

1.  Approval and imple-
mentation of the law enforce-
ment strategy by the Steering
Committee.

2. Feedback attesting to im-
proved working relationships
with police services.

3. Change in the no. of
calls for police assistance.

4, Reduction in crime
rates.

Community and
police joint task
forces; gang
intervention
programs; drug
investigations;
targeted prosecu-
tion.

Community Policing

Step 1: Creating a Community-
Policing Neighbourhood
Partnership.

Step 2: Determining neigh-
bourhood characteristics.

Step 3: Developing an infor-
mation and communication
network.

Step 4: Assessing and devel-
oping resources.

Step 5: Developing an Activ-
ity and Implementation Plan
(AIP).

Step 6: Collaborating on prob-
lem solving.

Step 7: Monitoring and assess-
ing success.

1. Community Policing
Implementation Plan
prepared.

2. Police adopts com-
munity policing style
fore ective delivery of
services.

3. Community is
engaged in problem
solving.

4, Information com-
munication net work in
place.

5. Continuity of com-
munity policy approach.

1. Number of activities
undertaken on the commu-
nity policing implementation
plan.

2. Number of criminal activi-
tiesidenti ed and addressed.

3. Number of repeat calls for
police service.

4. Number of reported
crimes.

5. Police and government
resources committed to
process.

6. Number of community
policing initiatives planned.

7. Number of information-
sharing encounters with the
community.

8. Integration of the commu-
nity policing initiatives in the
target community.

Community’s
formal meetings
with the police
and routine
contacts in
neighbourhood;
out-reach ac-
tivities to inform
community at
large about the
new initiatives;
using postcards
that community
members return
with information
about crime and
other neighbour-
hood problems;
and maintenance
of problem solv-

ing log.
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Neighbourhood Restoration

Overview
Neighbourhood restoration is the fourth major component of No Community Left Behind process. It focuses
on revitalizing designated neighbourhoods by leveraging local, provincial and private sector resources. Re-
storing a neighbourhood can be a complex and often long-term, ongoing process. This part highlights the
steps taken in implementing a neighbourhood restoration plan that encourages the leveraging of key re-
sources at all levels to maximize the impact on the designated neighbourhood.

Vision
Neighbourhood restoration is about more than physical buildings — it is about restoring the human capital
in a neighbourhood by providing tools to help community members secure livable-wage employment, live
in a decent crime free environment and start new businesses. It recognizes the needs of both the young
and the not so young. Youth activities in safe parks, senior housing and services, and increased medical and
social services treat many community ills.

One may feel that the scope of intervention is getting broad. However, a comprehensive long-term solu-
tion requires the process to be comprehensive. For example, it is naive to expect long-term solutions with-
out assisting the communities in establishing home-based businesses without proper licenses. These could
eventually lead to storefronts in the community. Programs could be developed for encouraging community
members to save their money and provide matching funds that can be used to buy a new home, start a busi-
ness, or complete an education. Training programs that provide community members with increased tech-
nology skills enable them to secure higher paying jobs. Some programs could help community members
correct their credit problems and prepare them for owning their own home.

All the components mentioned so far for correctional purposes lay the foundation for community restora-
tion. Any e ort to rid a community of negative elements brings positive resources and the physical assets
needed to revitalize the community. Changes in population, economic or physical conditions and social atti-
tudes, alla ect neighbourhoods in complex ways. Many such changes are dictated by decisions made at the
local government level — which is why NCLB is an ideal strategy for improving neighbourhoods in distress.
Working in collaboration with city and central government agencies, the NCLB process brings community
stakeholders together to leverage their collective resources and achieve the restoration goals for the NCLB.

Phase 5 of the NCLB process describes the steps required to develop a local No Community Left Behind
strategy. The initial strategy results from analyzing needs and available resources and, once implemented,
provides a safer, more stable community environment that promotes restoration. Neighbourhood restora-
tion 0 ers community members the opportunity to literally see improvements in their community.

It does more than just inject new programs into a community. Neighbourhood restoration is self-de ning:
The process originates from and is sustained by the actions and choices of those living and working in the
neighbourhood. The restoration process re ects the needs of the entire community, not just the opinion of
community representatives on the Steering Committee. Neighbourhood restoration is a long-term strat-

egy.

Restoring a neighbourhood begins with a vision of how the community should look like and what the part-
ners can o er to the community members. The restoration process begins with taking stock of what in the
community can be developed, who can be recruited, and what can be secured and what needs to be re-
placed by positive, community-bene ting enterprises. This is not an easy task to achieve. However, success
will stem from incremental steps and small accomplishments.
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Implementation Process

Restoration goals and objectives may have to be revisited for appropriateness after the local No Communi-
ty Left Behind process’s rst-phase strategy is under way. A review is necessary because initial stabilization
e orts may not work exactly as planned, and restoration strategies do not work in a high-crime neighbour-
hood.

Although the Steering Committee can identify basic restoration issues with help from the city planning
0 ce,speci c details and timing are coordinated with neighbourhood community members. Making res-
toration plans that contradict community expectations and values can hinder the process and undermine
stabilization e orts. Restoration designed without resident input can produce negative e ects within the
community and unintentionally accelerate decline.

Not all Steering Committee members are community development experts, and it is unrealistic to try to
execute comprehensive projects without su cient expertise on board. In addition, neighbourhood resto-
ration is one of the components of NCLB that allow community members to become actively involved in
the transformation of their neighbourhood through a series of low-cost or no-cost activities.

In developing an implementation plan for neighbourhood restoration, the following steps are taken.

Step 1: Creating a Subcommittee

The creation of a subcommittee on neighbourhood restoration is key to involving community members
and other community stakeholders in an organized restoration process. Although several local community
organizations may exist, they often focus solely on providing a speci c service to community members
and do not examine how they can all work together and leverage their resources. This does not mean that
they are not interested. Often, they just need to be brought together to address a common purpose. The
subcommittee unites the groups.

The subcommittee could include representatives from the Steering Committee and from community or-
ganizations that are not Steering Committee members but have an interest or expertise consistent with
neighbourhood restoration. Community members are generally interested in this type of committee, as
are community development corporations, community action agencies, government agencies, nancial
institutions, foundations and small businesses.

Organizations that might have an interest in participating on this subcommittee are listed and contacted. It
is important to remember that individuals who agree to serve on the subcommittee must understand that
their participation is voluntary and that their organization or agency does not receive funds. Also, the sub-
committee ensures that its members have the time to attend meetings.

The NCLB Steering Committee promotes restoration plan development by enlisting professional help for
the plan’s design, targeting local resources and soliciting cooperation that augments local plans.

Step 2: Revisiting the Needs Assessment Conducted for the Neighbourhood

One of the bene ts of conducting a needs assessment in the beginning is that the priorities thus identi ed
help formulate goals for each of the four NCLB components. Because much of the assessment may focus
on the economic conditions of a target area, this information serves as a basis for creating neighbourhood
restoration goals. In a subcommittee planning session, the group examines these issues and determines
what role it can play in addressing each of them.

Step 3: Formulating Goals and Objectives

Once the subcommittee identi es local issues, it formulates goals and objectives and focus on how these
goals and objectives will be met. Some goals are directed at stabilizing the community and some at restor-
ing it. Subcommittee members consider activities or tasks that yield both short- and long-term results.



Neighbourhood Restoration | 73

Community members often get frustrated with initiatives that start out strong and end up poorly. Similarly,
they look for immediate evidence of the NCLB’s positive investment in their community. Short-term activi-
ties to produce visible results include activities such as conducting neighbourhood cleanups and allocating
special days for gra ti removal — activities that community members can see, participate in and bene t
from.

Long-term neighbourhood restoration challenges include reducing unemployment, encouraging more
business startups and upgrading living conditions in the neighbourhood.

Step 4: Developing Activities to Achieve

Goals and Objectives
After formulating goals and objectives, the sub-committee identi es relevant activities to emphasize
serving community members and the overall neighbourhood. These activities may require a series of
partners, both internal and external to the community. The following are examples of activities under-
taken elsewhere that can help restore the economic health of the community:

Reducing unemployment. Convening weekend job fairs at area schools with area employers
and employment assistance organizations to provide information on jobs and job assistance programs;

Increasing the level of resident business development. Working with concerned institutions to
conduct workshops on how to start a business;

Increasing the number of homeowners. Issues such as poor credit, savings and investments
need to be addressed; homeowner classes could be o ered as the number of employed persons increas-
es. Local organizations could partner with the NCLB to o er classes on one or more of these topics.

In each of these examples, the subcommittee does not take the lead role but rather facilitates the imple-
mentation of these strategies by encouraging collaboration among organizations (public and private)
that have the resources and expertise to deliver the services.

Step 5: Securing Approval From the Steering Committee
After the implementation plan is developed, it is submitted to the Steering Committee for approval —
an important process because it provides additional opportunities for community members and other
stakeholders to provide input on the plan and on how the activities described in the plan complement the
activities of the other components of the No Community Left Behind strategy.

The Coordinator is responsible for scheduling activities to ensure minimal duplication of events that target
community members for participation. The Steering Committee has the ultimate responsibility for moni-
toring the entire site plan; however, the Neighbourhood Restoration Subcommittee is directly respon-
sible for the implementation of neighbourhood restoration activities. The progress of planned activities
is reported to the Steering Committee on a regular basis. No component of the NCLB is more important
than another. Communication between the subcommittee and the Steering Committee not only ensures
successful implementation of the No Community Left Behind strategy but also permits a maximum of
resources to support each of the planned activities.

Step 6: Adjusting the Goals, Objectives or Activities
After formulating goals and objectives and beginning the implementation activities, an evaluation is con-
ducted for necessary adjustments to unforeseen challenges.

Initial goals may turn out to con ict with other community activities, or the support needed from local
organizations to achieve these goals may not be forthcoming. The goals that are established are not for the
concerned CHRC but for the community. If the NCLB goals appear to con ict with those of other communi-
ty organizations, either those organizations are incorporated into the No Community Left Behind strategy
or new goals are developed.
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The community needs assessment conducted by the Planning Committee results in a list of issues identi-

ed by community stakeholders to be addressed in restoring the neighbourhood. If there is a need to
adjust the goals or objectives, this assessment is revisited so that the No Community Left Behind strategy
keeps on working to address priority issues. Sometimes the goal or objective is ne, but the time needed
to implement an activity may have to be extended. Adjustments are acceptable as long as the process re-
mains focused on activities consistent with neighbourhood restoration.

Step 7: Evaluating the Neighbourhood Restoration Plan
Tobe e ective, some type of planned evaluation is conducted to determine the outcome of the restoration
e orts. Itis vital for the subcommittee to know whether restoration goals and objectives are appropriate
and achievable.

Subcommittee members monitor two levels of core indicators during the implementation of key activi-
ties. The rst level pertains to the outcome measures established as part of the overall planning process to
coincide with the objectives. For example, if an objective includes o ering workshops on small business
development, two indicators can be evaluated: How many workshops were o ered, and how many people
attended these workshops.

The next level of indicators is broader than the objectives and may take months to fully document. Refer-
ring back to the example of the small business workshop, the second-level indicator to be documented is
the increase in new business startups in the neighbourhood.

Core indicators are important because they measure the overall e ectiveness of the restoration process,
which includes both stabilization activities and restoration activities. Documentation is required to assess,
for example, whether the conditions in the community thata ect community members are improving and
resulting in an increase in the number of community members securing employment.

Recapping of the Process

« Assembling a diverse team of individuals to serve on the Neighbourhood Restoration Subcommit-
tee;

«  Reviewing the needs assessment completed by the initial Planning Committee;

- Formulating goals, objectives and activities;

«  Submitting the neighbourhood restoration plan for Steering Committee approval, and ensuring
neighbourhood restoration tasks complement the other components of the No Community Left Be-
hind strategy;

+  Implementing the plan, recognizing that adjustments may be needed over time;

- Establishing core indicators, and evaluating the plan on a regular basis.

Critical assumptions
The subcommittee does not have to be directly responsible for the implementation of neighbourhood
restoration activities but rather serves to coordinate such activities by organizations that may already exist
in the community and have the appropriate expertise. Also, if neighbourhood community members are not
participating in the program, restoration will probably fail.

Participation does not mean listening to the NCLB updates at the local community centre but rather in-
cludes voluntary participation in activities designed to remove negative in uences and create a positive
living environment. Encouraging participation can be di cult, but it can be done. There are no formulas
for creating an environment that results in e ective neighbourhood participation. Community policing
o cers help involve community members because they are talking with the community members on an
almost daily basis. It may be necessary to occasionally reexamine the composition of the subcommittee. If
some people lose interest or just cannot attend meetings, their positions require lling with new members.
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If it is not possible to ensure participation of top o cials from local organizations, it is necessary to ensure
that individuals who do participate have the power or direct access to power to make decisions on behalf
of their organization.

The timing of subcommittee meetings is an organizational challenge. Although meetings for sta repre-
senting organizations might be ideal during the day, the number of employed community members able
to attend at that time may be limited. It is necessary to nd a schedule suited to the majority.

Planning and managing a successful restoration process is di cult because many of the socioeconomic
market forces that a ect the value of the neighbourhood are not controlled by the No Community Left
Behind strategy. Keeping a realistic eye on the time required to restore a neighbourhood helps balance
expectations for change and results in critical activities, programs, and services that positively a ect the
lives of community members.
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Phases and Activities

Outcomes/Re-
sults & Outputs

Indicators

Methods/Sourc-
es

Prevention and Empowerment

Step 1: Reviewing the Needs
Assessment and developing
action plan.

1. Development of
framework for or-
ganizing a safe and
healthy community
that includes pre-
vention, interven-
tion and empower-
ment strategies.

2. Establishment
of a meeting place
in each neighbour-
hood.

1. Framework prepared and
approved by the Steering
Committee.

2. Activities in the commu-
nity houses.

3. Number of other agencies
and organization integrating
services.

4. Number of after school,
sports, groups, homework
and other activities.

After school activi-
ties; recreation and
sports programs;
group activities;
clubs such as Scouts,
and similar groups;
ESL classes; training
programs that teach
children to take pride
in themselves, their
families, and their
cultural heritage;
healthcare services;
and homework assis-
tance and tutoring.

Neighbourhood Restoration

Step 1: Revisiting the Needs
Assessment conducted for the
neighbourhood.

Step 3. Formulating goals and
objectives.

Step 4: Developing activities to
achieve goals and objectives.

Step 5: Securing approval from
the Steering Committee.

Step 6: Adjusting the goals,
objectives, or activities.

Step 7: Evaluating the neigh-
bourhood restoration plan.

1.  Community
stabilized and hu-
man capital in the
neighbourhoods

restored.

2. Crimereduc-
tion.

3. Restoration
sub-committee
established.

1. Number of persons ben-
e ting from employment
opportunities.

2. Reduction in the number
of criminal activities.

3. Restoration Committee

is functional (meets, plans,
implements and evaluates its
activities).

4. Number of employment
workshops o ered.

5. Number of participants
who attended training and
workshops.

Employment-related
training opportuni-
ties, assistance in job
readiness.

Evaluation

Step 1: Identifying a coordina-
tor and the other members of
the evaluation team.

Step 2: Reviewing priorities to
be measured.

Step 3: Data entry forms to be
prepared

Step 4: Data entry software to
be developed.

1.  Quarterly and
annual progress
analytical reports
prepared.

2. Policy deci-
sion taken accord-
ing to the analysis
and assessments
presented in these
reports.

1. Reports available and

in uencing resources alloca-
tion and other adjustment
decisions.

2. Data-entry system in place
generating periodic reports.

1. Students assist
with evaluation
projects.
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Appendix 1
INVENTORY OF PROGRAMS by POPULATION
Community:
Date:
2-5 Years
Program Duration No. of Funder/Agency | Staff member
participants responsible |
6-7 years
Program Duration No. of Funder Staff member
participants responsible |
9-12 years
I I I I I
Pre-teen 10-15 years
Program Duration No. of Funder Staff member
participants responsible
8-12 years
Program Duration No. of Funder Staff member
L. " ibl
12-16 years
Program Duration No. of Funder Staff member
e . ibl
12-up
Program Duration No. of Funder Staff member
tici " ibl
13-17 years
Program Duration No. of Funder Staff member
participants responsible |
Adults
Program Duration No. of Funder Staff member

participants responsible
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Appendix 2
INVENTORY OF PARTNERS, PROGRAMS AND RESOURCES
Community:
Date:
Lead agency:
Program Duration/Timing No. of Funder | Staff member

: tici r ibl
2

Lead agency:
1
2

Lead agency:
1
2

Lead agency:
1
2

Lead agency:
1
2
3

Lead agency:
1
2
3
4

Lead agency:
1

Lead agency:
1
2
3

Lead agency:
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How to Use This Guide

Recognizing that every neighbourhood and NCLB site is di erent, the training on how to implement the NCLB
approach examines the fundamental requirements of a NCLB Coordinator/Community Developer (CDer). All
of the points covered in the training may not be relevant to every site. New information may help keep every
site moving in the right direction. Once the training is completed, the Guide will be a handy reference for NCLB
Coordinators/CDers.

It is important to understand that implementing NCLB approach in di erent communities requires di erent
tools and skills. Acknowledgement of these di erences and varied experience informed the basic structure of
the Coordinator Training Guide with separate knowledge sections dedicated to speci c areas of responsibility.

The following sections are intended to help new NCLB coordinators build upon their respective strengths. These
sections will also provide clarity on how to interact with the other stakeholders and how to identify the responsi-
bilities of all partners associated with the design and implementation of the overall strategy. The main sections
are:

e Roles and Responsibilities;

e Collaborations and Relationship with Partners;
e Strategy Development and Implementation;

e Sustainability;

e Technology;

e Programmatic and Financial Requirements.

Questions may still arise after completing this training. The NCLB Coordinators will be provided with a list of
experienced partners from di erent agencies who have worked together in South East Ottawa, and who can be
reached as a valuable resource.

Upon completion of this training, the coordinators will understand the broad range of responsibilities NCLB
coordinators have in helping to implement the NCLB strategy. Furthermore, it should be clear to the coordina-
tors that the responsibility for the implementation of the strategy is not limited to the Site Coordinator. Steering
Committee members, subcommittee members, the partnering agencies, and other community stakeholders all
play signi cant roles in this important endeavour.

It is advisable that the users note the topics that need further clari cation at the completion of each section.
These questions will also help us in determining what additional information should be incorporated into an
updated training program. There is no need to worry if some of the questions are left unanswered in the training
section. A variety of resources are available to help alleviate the coordinators work through the issue they face.
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Frequently Asked Questions

In developing the initial outline for the training curriculum, we compiled a series of questions that have been
raised over the years by interested senior sta and frontline workers from various agencies. While many of these
guestions may have been stated di erently, the essence of the questions remained the same. Here are some of
the most commonly asked questions:

About Being a Site Coordinator:
- What is my role as the NCLB Coordinator?

«  Howisitdi erentfrom the role of acommunity developer?
«  How is the work of NCLB Coordinator evaluated?
- Iswork of the NCLB Coordinator too overwhelming?

- How does the NCLB Coordinator deal with multiple requests from multiple individuals?

About the Steering Committee:
«  How does the NCLB Coordinator get the Steering Committee more involved?

- How do we keep meetings on time and on track?

«  Who should be on the Steering Committee?

- What do we do with Steering Committee members who don’t attend regularly?

«  How do we get Steering Committee members to take more responsibility and share some of the work?
- How many people are supposed to be on the Steering Committee?

- Do you have Terms of Reference for the Steering Committee?

About the NCLB Strategy
- Howmanysta members do you need to complete the NCLB strategy development process?

- What phase of the Strategy are we currently addressing?

- How long does it take to complete the strategy development process?
- What do we do if we haven't achieved the results in the expected time?
- What is the source of funding for the NCLB program?

«  How do you sustain the positive results?

Do you recognize any of these questions? Well, here is your opportunity to have your questions
answered!
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Roles and Responsibilities

For the new NCLB Coordinator, a commonly raised concern pertains to understanding the role and responsibili-
ties attached to the position.

The questions that come to mind are:
Does the NCLB Coordinator report to the Steering Committee?
What is the NCLB Coordinator responsible for on a daily basis?

Should the NCLB Coordinator be involved in running programs in the community? How much time
does it take?

How would the NCLB coordinators know if they are doing what is expected of them?
What are the skills necessary to do the job of the NCLB Coordinator?

How do you stay focused on ensuring accountability and sustainability as it relates to the activities at
the respective NCLB site?

This rst section will provide an overview of the role of the NCLB Coordinator in leading the implementation of
the NCLB Strategy. The coordinators will learn what skills and attributes are required of the coordinator, what a
NCLB coordinator is expected to do on a daily basis and the relationship between the NCLB Coordinator and the
Steering Committee as well as the employer — the Community Health and Resource Centre (CHRC).

Section Objectives

To learn what qualities are vital for success as a NCLB coordinator;
To de ne the role and function of the NCLB Coordinator;
To locate and understand site structure and key documents;

To learn what you can do to strengthen your skills and abilities.

What qualities are vital for success as the NCLB Coordinator?
The function of the NCLB Coordinator is critical to the success of a good NCLB strategy. While the range of skills,
language and experiences of NCLB coordinators may vary from site to site, there are some common qualities
that all NCLB coordinators should possess.

Undoubtedly, the coordinators possess many, if not all of these qualities. Let’s take some time to review these
qualities.

Personal Attributes

Possessing leadership and team building skills;
Being adaptable and exible;

Working independently and as a team member;
Being creative, innovative, and assertive;
Having tact and patience;

Demonstrating cultural sensitivity.

Communication Skills

Presentational skills;

Arbitration and mediation skills;
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Facilitation and coordination skills;

Negotiation skills.

Organizational Skills
Meetings (Steering Committee, subcommittees);

Conducting;
Organizing;
«  Recording minutes;
- Following-Up.

Records Management
- Correspondence;

- Financial management including grant award documents and basic budget skills;

«  Meeting minutes and attendance -Program activities.

Information Management
- Computer skills;

« Internet skills;

«  Technical Assistance ( to whom and when to ask for help).

Time Management
.« Prioritizing work assignments;

«  Realizing external timelines;

«  Setting and meeting deadlines.

External Partners and Internal Events Management
«  Awards recognition;

- Partner relationships.

Resource Development and Program Sustainability Skills
- Ability to think outside the box;

- Ability to develop long-range planning;
- Ability to identify and leverage partners and resources,
«  Ability to build capacity;

Ability to monitor and evaluate.
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While the NCLB Coordinator may possess many of these qualities at the start of their employment, they will
certainly be more pro cient in some areas and less so in others. Eventually, they will develop and improve all

their skills and qualities. Coordinators will be able to accomplish this improvement through on the job experi-

ence, capacity building events, meetings and knowledge-sharing sessions with other NCLB coordinators and

the NCLB online resource-database.

What should I know about the site structure and key documents based on

the principles of NCLB?

The City of Ottawa’s Community Development Framework (CDF) uses NCLB for community engagement and
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putting a strategy development process in place in designated neighbourhoods. All NCLB coordinators are
provided with the detailed information about the structure and operations of the CDF.
Brie y, the CDF structure includes the following multiple components working together to meet the CDF goals:

- Community Table (shared experience);
«  Community Development Roundtable/Leadership (shared leadership);
- Knowledge Transfer Table (shared knowledge);
- Resource Table (collaborative processes);
«  Municipal Services Table (coordinated services).

The NCLB strategy is used for community engagement in the designated neighbourhoods. Each CHRC functions
as an NCLB site, covering the neighbourhoods in its program area. Each CHRC establishes a Steering Committee
Table and coordinates the NCLB program in its catchment. A coordination component links the grassroots and
Steering Committee work with the ve system level components mentioned above. The CDF Coordinator is a
link between the communities and the Steering Committee in their program area.

Here is a simple structure and some important tips and tools to help the coordinators better understand how
the NCLB program is structured and operates, originating at the grassroots level and connecting the respective
site to the City-level operations, support system and other developments.
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Key Documents To Review

. NCLB Strategy Document;
. Community Development Framework outline;
. University of Ottawa Neighbourhood profiles.

Strategy going forward
Although the Steering Committee may have been in existence before the coordinators arrived, it is important
that the coordinators help provide clari cation to new Steering Committee members and other community
stakeholders. Keeping the relationships and responsibilities clear to all partners in the community will help
ensure successful implementation of the strategy.

Given the range of skills and qualities of a site coordinator, the NCLB approach allows each NCLB site (CHRC)
the exibility of developing a job description for the NCLB Coordinator.

Sample job descriptions are available for your review from South East Ottawa Community Health Centre (SEO-
CHC). These descriptions do not provide speci c details regarding education requirements or years of experi-
ence since needs and resources may vary signi cantly from site to site. Generic job description information is
addressed in the following section.

General Job Description

Activities

- Functions as primary outreach person for putting the NCLB strategy development process in place in
the designated neighbourhoods;

- Reaches out to new partners and community residents in the designated neighbourhoods;

- Prepares and submits progress reports;

- Interfaces with Steering Committee;

- Servesassta to the Steering Committee;

- Monitors the activities and progress;

- Works with all available partners to explore potential funding opportunities to support implementation
of the community action plans in the designated neighbourhoods;

- Interfaces with the City of Ottawa and community service agencies;

- Seeks continuously to leverage a variety of resources;

- Leads the strategy development process;

- Collects and analyzes data that supports the strategy.

The preceding discussion covered How do NCLB Coordinators develop information about the various qualities
and skills and strengthen them to be an e ective coordinator.

Abilities and skills?
Other things, which have not been discussed, can be done to develop and strengthen the kills of the NCLB
coordinators.

Some of these activities will occur as the coordinators carry out their work on a daily basis, commonly referred
to as on-the-job training. Others activities require aspeci ¢commitment of theirtimeand e ort. The following
list contains examples of professional development recommendations that have proven helpful to other NCLB

coordinators across the City.
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Developing Core Operational Skills
- Peer mentoring from experienced NCLB sites;
- Technical Assistance from the Knowledge Sharing Table and CDF Coordinator;
- Support from CDF Coordination team;
- Annual Personnel Progress Reports.

Summary:

A new site coordinator may bene t from numerous opportunities to utilize existing skills while developing
new ones. The key to being a successful NCLB coordinator is not only understanding the skills required for the
job, but knowing what the speci ¢ functions of the position are, as well as the overall picture for the NCLB.

Anumber of publications, manuals and other resource material have been developed to help NCLB coordinators
complete many of the required tasks. The coordinators need to review these documents carefully, educate

Steering Committee members if necessary, and seek out assistance if they have questions.



Collaborations and Relationships with Partners

Successful implementation of the NCLB strategy requires ongoing collaboration among Steering Committee
members as well as other community stakeholders. What does collaboration really mean? Let’s look at that
now.

In this section, we will explore the coordinator’s role relative to helping to develop and implement collaborative
partnerships as a means of achieving the goals and objectives outlined in the strategy. The responsibility of
the NCLB Coordinator for managing critical relationships with partner agencies will also be investigated.

Section Objectives
- How to collaborate with Steering Committee members and members of the various
subcommittees;
- How to identify, strengthen and develop relationships with key partners and build networks,
both formal and informal,

- How to mobilize the community.

What can | do to encourage collaborations between Steering Committee and

subcommittee members?
One of the primary roles of a NCLB coordinator is to encourage collaboration among the various organizations,
agencies and residents involved in understanding that NCLB is not a program, but rather a strategy that
establishes a base for building collaboration.

The City of Ottawa is looking to realign existing resources for community development, leverage opportunities
to meet the needs of the selected communities. The City follows a systematic approach for neighbourhood
selection, which is a critical step in launching the CDF strategy approach.

Given the amount of available community development resources to support each site, it is important for
the Steering Committee to understand the importance of collaborations as a means to leverage additional
resources for the NCLB site which, in turn, helps everyone achieve the communities goals and objectives.

There are a number of tasks NCLB coordinators are expected to perform in order to help clarify for Steering
Committee and subcommittee members how important collaborations and partnerships are in implementing
the NCLB strategy.

- Understand their roles and responsibilities;

- Secure commitment and involvement;

- identify key partners who share the vision even if they are presently not investing directly in the
designated communities;

- Review the present committee membership and identify gaps;

- Analyze the size of the Steering Committee to determine that it is large enough to be inclusive
of all shareholders, but small enough to be e cient and manageable;

- Review partners to ascertain strong representation for all the core components: social, physical,
economic and service;

- De ne permanent and visiting members;

- Permanent and visiting members will vary from one site to another. The general rule is that
each Steering Committee member represents one agency or segment of the community.
Since one Steering Committee covers more than one neighbourhood, representatives from a
neighbourhood are invited when an issue or community action plan related to that speci ¢
community is on the meeting agenda.
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- Appointing people as members of subcommittees or ad hoc committees is a good way of
including more people while keeping the Steering Committee at a manageable size.

- Evaluate progress toward the short and long-term goals as part of the on-going review of the
site’s operation.

Meeting place

The NCLB sites and coordinators are encouraged to have meeting places as part of the overall strategy. The
communities need to have community houses or other meeting places available for regular weekly meetings
and things like youth drop-in activities.

A meeting place is a location in or near the community where residents can access needed services, develop
relationships,and ndopportunities. It should be easily visible and readily accessible to area residents. Meeting
at the respective CHRC is a good alternative if there is no meeting place available.

While considering various elements of a meeting place, it is important to look into the location, security and
accessibility in the evening hours.

Existing facilities
- Community Houses in OCH communities;
- City recreational/community facilities;
- Community-based organizations;
- Faith-based organizations;
- Non-pro torganizations;
- Schools;
- Businesses.
Services and supportive programs
- Adults;
- Seniors;
- Youth;
- Children.

Sta ng alternatives
- Community-based organizations;
- Paid sta ;
- Volunteers.
Documentation and evaluation of activities

Without an appropriate meeting place, it won't be easy to hold regular community meetings. Community
members are usually available in the evening. The best possible way for consistently engaging the community
and building a trust relationship with the service providers is to have an accessible location where the
community members feel at home. A small budget for food and drinks can be used to encourage more
community members to participate.

How does the NCLB Coordinator build, strengthen, and develop relationships with key
partners?

In most cases, the community development sta members of the CHRCs are interacting with all service
providers in one capacity or other. Seeking to build collaboration must not be a challenge for the NCLB
Coordinator.

A signi cant portion of a site coordinator’s time is devoted to strengthening or building relationships with
key community partners, who may not be presently involved with NCLB. Others may be involved, but not to
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the extent necessary to e ect permanent, positive change.

The best way for keeping partners engaged is simply working together. The more they are involved in assisting
the community in implementing the Community Action Plans in various ways, the more relationships are
developed and enhanced.

It usually takes some time, but sooner or later all partnering agencies nd out a way to get fully involved in
the collaborative and integrated approach to service provision according to the community identi ed needs
and priorities.

Each partner agency presents its progress report in the NCLB Steering Committee meeting, thus keeping
everyone abreast of the developmentsinthe eld and opening up new opportunities for resources leveraging
and further collaboration.

Who are the ideal partners for NCLB?
While the service providers may vary from neighbourhood to neighbourhood based on the issues and
prioritized needs, agencies serving communities across the board are most likely to be part of the community’s
strategy development process and resultant action plan. Some of the potential partners are;

- Parks and Recreation Sta  of the City of Ottawa;
- Ottawa Police Service;

- Ottawa Community Housing;
- Community Houses (On-site social service agencies.)

- Boysand Girls Club;

- Youth Services Bureau;

- Children’s Aid Society;

- Legal Aid Clinic;

- Local Councillors;

- Community-based organizations;

- Community House Directors;

- Representatives from local businesses;
- Representatives from funding agencies;

- Tenants/Residents’ Associations.

What should a coordinator do if the site is not developing collaborations and

partnerships?
Sometimes, despite thee ortsthat coordinators may be putting into building or strengthening collaborations,
the outcome is not what they or others may think it should be. Here are some quick questions for the
coordinators to ask themselves as well as the Steering Committee if they continue to have di culties in that
area.

How do | manage working relationships with partner agencies, funders and other
organizations?

One of the common tactics of Steering Committees in implementing the tasks and activities outlined in the
Strategy is to establish non-contractual, informal relationships with various service providers in the community.
These informal relationships re ect an additional extension of the Coordinator’s responsibilities in managing
collaborative activities. To the contrary, funders of various programs or activities under the NCLB process are
directly connected to the NCLB site by a nancial and reporting commitment. This section will highlight steps
a coordinator should take to manage these important relationships. Remember, the purpose of implementing
another level of contractual relationships is to ful Il the objectives outlined in the Strategy. Outcomes of
funders must align to these objectives.
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» Get and Keep Everything In Writing
De ne and put in writing how funds must be spent to comply with the decisions of the Steering
Committee;
De ne and put in writing, the roles and reporting requirements of each funder;
De ne and put in writing performance requirements developed to comply with the goals and
objectives;
De ne how budget adjustments, changes to the scope of work, or extensions will be handled,;
De ne and put in writing what the reporting process will be, including dates, content, and what
will happen if performance objectives are not met.

- Review funder’s Policies and Procedures
- Identify funder’s polices and regulations on contracting and clarify their relationship to the

NCLB process

How do | mobilize community residents?

Community residentsare one of the mostimportant partnersinthe NCLB approach tocommunity development.
Having residents involved in all aspects of the NCLB process helps to ensure that the goals and objectives
identi ed in the Strategy are consistent with the vision and desires of the people who live in the community.

To ensure that residents are fully involved in NCLB, the strategy mandates that residents are one of the key
required partners on the Steering Committee. Of course, it is not possible to have representatives from all
the designated neighbourhoods at one time. However, representatives of the community should be around
the table when the Community Action Plan for any speci ¢ community is on the agenda. In the case of OCH
communities, the Community House Directors are usually the ambassadors for their respective communities
along with the o ce-bearers of the Tenants’ Associations.

Itisalso expected that residents serve on the subcommittees and be part of all focus groups. Although residents
may be involved on the various NCLB committees and activities, there is much more that a NCLB coordinator is
expected to do to continuously involve and mobilize the community. The following are some of the steps and
activities for successfully mobilizing residents:

Continually Survey the Community to Identify Needs, Issues and Concerns

- Conduct focus groups and neighbourhood surveys on an annual basis;

- Examine the Community Action Plan to ensure that it is current;

- Build strong resident-led leadership structures;

- Focus on capacity building of the Tenants’ Association in close collaboration with other partners
— particularly OCH sta in OCH communities;

- Create strong communication vehicles that meet the needs of the community.

Market the NCLB site using

- Neighbourhood meetings;

- Newsletters;

- Public service announcements;

- Websites ;

- Look for mobilization opportunities that match with your NCLB strategy;

- Link plans with national, regional, and local events;

- Take advantage of other things going on in the community (festivals, street fairs, rallies, door-
to-door canvassing);

- Give recognition to volunteers and hold celebrations;

- Beaccessible to the community.
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System level support under the Community Development Framework (CDF)

Please refer to the NCLB strategy and implementation guide which explains how system level support is being
provided through various tables, such as Community Development Round Table, Community Table, Municipal
Service and Knowledge Transfer table. Issues, which the partners may not be able to address at the local
Steering Community level or which need some policy level decision, are brought up to the Community Table
where ideas and recommendations are framed and coordination support is extended to access support and
guidance from the other tables. A representative from each local Steering Committee sits on the Community
Table.

Summary
Collaborations and partnerships are the lifeblood of the NCLB Strategy. Upon completion of this learning
section, The NCLB coordinators should have a better understanding of how to work productively with the
site’s Steering Committee, subcommittees, and key partners. In addition, tips were o ered on how to enhance,
strengthen, and sustain key partnerships, as well as, how to identify and involve stakeholders.

Beyond building a network of partners, this section also focused on how to mobilize the community to achieve
the goals outlined in the NCLB Strategy. The coordinators should now have more insight on how to connect

clients to services, and what is required in managing funds for activities from other funders.



96 | Implementing NCLB

Strategy Development and Implementation

The heart of NCLB is the Strategy. It is important that NCLB coordinators spend time reviewing this document
as it serves as a guide for the site’s plan of action. The Strategy should represent a comprehensive plan for
improving the quality of life for residents in the community.

Once the Community Actions Plans have been developed and approved, it becomes the responsibility of
the Steering Committee, subcommittees and the NCLB Coordinator to work together to implement these
successfully.

We need to keep in mind that most strategies are designed to achieve goals and objectives over a three to
ve year period. However, short term plans are needed so that activities can be carried out and the work done
evaluated for course correction if necessary.

The following section will focus on helping the coordinators understand how to develop and implement annual
Action plans for the designated neighbourhoods. Furthermore, the coordinators will learn the importance of
being informed about the local site’s timelines, reporting requirements, convening meetings, and collecting
necessary data.

There may be a temptation within the site to treat NCLB as a program. It is a Strategy!! The Coordinators’task is
to help move the NCLB site forward through the delivery of programs and services o ered by the collaborating

partners in order to achieve the goals and objectives.
What is the NCLB Coordinator’s role in supporting the community assessment process?

Section Objectives:
- Overcoming obstacles associated with the site’s strategy;
- Supporting strategy implementation;
- Understanding the community assessment process.

The community assessment process should be a continuous process that helps to measure the e ectiveness
of the goals and objectives of the site’s strategy in addressing the needs of the community.

This section will address key components of the community assessment process that should involve the Site
Coordinator. Italso o ers tips to ensure this phase will be compatible with the activities of other groups in

the community.

Identi cation of Realistic Boundaries

The coordinators need to begin with obtaining the University of Ottawa community pro lesfor the designated
neighbourhoods. Secondly they should link boundaries to what community members perceive as their
neighbourhoods and other identi able sources for tracking. In the case of Ottawa Community Housing (OCH)
units, the boundaries of the neighbourhoods are quite clear. In other cases it could be a street or combination
of streets with somewhat equal distance from a meeting place without any major physical barrier such as a

highway or river.

Collection and Analysis of Demographic Data
The University of Ottawa has done this work by gathering updated census information on 89 neighbourhoods
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in Ottawa. Information about residents, such as income levels, unemployment, poverty, and housing etc, is
available. The NCLB coordinators need to make these community pro les more local with rich information
from the residents.

Identi cationand con rmation of top physical, service and social problems, including crime problems, is part
of the assessment phase.

There is a need to look for trends in certain problems or crimes.

Identi cation of additional unmet needs
«  Continuously work with community residents to identify unmet needs;
. Compare ndings from residents with secondary data sources.

Signs of Economic Revitalization
- Coordinate with local economic development agencies to track planned economic and housing
development projects within site;

- Work with small businesses in the area to assess and encourage additional revitalization e orts.

What is the role of the NCLB Coordinator in implementing the strategy?
It must be clear by now that the implementation of the strategy involves the collaboration of organizations
on a number of tasks and community-wide activities. The NCLB Coordinator’s role is to coordinate and
facilitate the creation of these collaborations to achieve the goals and objectives in the strategy. Central
to the implementation process are the regular Steering Committee meetings. These meetings provide
Steering Committee members with the opportunity to review and analyze progress reports relative to the
four components of the strategy — social, physical, economic and service.

The Steering Committee meetings also provide community residents and other interested stakeholders
with the opportunity to hear about the progress of the overall strategy and o er recommendations for
improvements.

Lastly, the Steering Committee meetings provide opportunities for individuals and agencies to develop and
nurture relationships.

Given the signi cance of these meetings, the NCLB Coordinator’s role is to ensure the meetings run smoothly
and that the Steering Committee receives all of the necessary reports and other relevant information to make
informed decisions. Here are some tips for convening meetings, to ensure community involvement from the
neighbourhood as well as the collection of critical data to be used for evaluation purposes.

Convening Meetings

- Report progress;

- Take minutes;

- Schedule meeting times appropriate to the audience;

- Prepare agendas in advance;

- Sta the meeting;

- Bring pertinent information referenced in the meeting agenda, be prepared with relevant
documents referenced in prior meeting minutes;

- Facilitate the meeting;

- Identify outcomes and purposes for the meeting; ensure group participation by providing
information to the members well ahead of the meeting. Other techniques to use include ip
charts, ice breaker exercises, and brainstorming sections; keep the meeting on schedule by
reaching consensus and moving forward.
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Collecting Site Data to Support Development of Neighbourhood Level Plans and
Implementation

Identify data collection needs and purposes based on expected reporting requirements,
program and project development, and assessment;

Conduct community surveys, focus group discussions, meet with partners, prepare inventory
of resources and collect data from various resources;

Update existing data;

Organize community engagement work, community canvassing, focus groups, and asset

mapping.

ASS|st|ng with Strategy Progress at the Neighbourhood Level

Assist community members with the development of realistic goals;

Standardize a process for information sharing; assign Steering Committee members tasks that
include timelines, people responsible for tasks, and local site reporting requirements;

Develop internal monitoring and reporting processes that include timelines, task status, and
reporting requirements;

Identify the appropriate groups and individuals in the community able to ful | the assigned
purpose.

Evaluatlng the Strategy

Set success indicators in the activities identi ed in the community action plans;

Develop measurable outcomes for goals;

Develop a plan for conducting an evaluation of strategy according to the NCLB evaluation
matrix, and coordinate with a third party evaluator if possible;

Assist with the collection of data for analysis;

Work with Steering Committee to address feedback from the evaluation;

Utilize data from evaluation in preparing progress reports.

What should the NCLB Coordinator do if the strategy for the site is encountering obstacles

or needs to be amended or revisited?
While the Community Action Plan for each neighbourhood is expected to be used as a roadmap for the
community and the Site Coordinator, Steering Committee and the various sub-committees, the NCLB
Coordinator may encounter some obstacles. These obstacles can hamper the progress toward achieving the
goals and objectives in the Action Plans.

The next few steps describe what a NCLB coordinator should do if the site begins to experience some
implementation-related challenges.

Encountering Obstacles Along the Way

Discuss with Steering Committee, CHRC's Program Manager, or the CDF Coordinator;
Encourage the development of an ad hoc subcommittee to address the obstacle;

Utilize the four C’s: Communication, Collaboration, Cooperation, and Coordination as tools to
overcome the obstacle;

Record actions taken.

Amending and Revisiting Local Strategies

Review established timelines and reporting schedules to coordinate opportunities of strategy
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measurement;

- Remind and facilitate Steering Committee members to review strategy progress toward the
goals and objectives in each neighbourhood,;

- Assist the Steering Committee with proper submission of amendments to the community

action plans, budget changes, and technical/service assistance requests to various partners.

Summary

NCLB coordinators should be able to convene, support, and facilitate strategy development meetings that
lead to developing neighbourhood level plans, data collection processes, as well as assist the Steering
Committee with measuring the overall strategy progress. In further support of strategy development and
implementation, NCLB coordinators should bring together subcommittees and ad hoc committees to review
timelines, reporting schedules, and achievement of goals and objectives.
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Sustainability

A speci c strategy focused on the continuation of NCLB e orts in any site must be integrated in the NCLB
strategy itself. Given the tremendous levels of collaboration that have been formed, it is important to
keep the momentum going and not become totally dependent upon one funding source to continue the
neighbourhood level strategy development and implementation process.

In the context of NCLB, sustainability focuses on the continuation of the strategy development and
implementation process. Key e orts to be sustained include:

Communication with residents and service agencies;
Coordination among various partnering agencies;
Community engagement and social mobilization activities;
Reinvestment in neighbourhoods.

This section will address why sustainability strategies are so important to NCLB sites and what your
responsibilities are as a NCLB Coordinator in helping to sustain the NCLB e orts in your community.

Section Objectives

- Explore steps required in developing a transition strategy in the neighbourhood where
transformation takes place and the community gets into a routine of annual re-assessment,
readjustment, planning and implementation process;

- Learn how to attract, identify and use resources (leveraging);

- Understand how to sustain the NCLB strategic planning process and maintain collaborations.

What do we try to sustain?

It is critical for the Site Coordinator to continuously reinforce to Steering Committee members and other
community stakeholders that NCLB is not a program, but a strategy. The NCLB Coordinators must help educate
community leaders to understand that NCLB promotes a comprehensive strategy development process.
This process brings together key resources from various agencies, the City, community organizations, other
service providers, and community residents to collectively address the issues impacting the quality of life in
the NCLB site. While funds from various agencies may be invested to support some programming activities
under di erent core components, NCLB should not be viewed as a program itself. Therefore, since NCLB is not
a program, the emphasis should be placed on strategy development and implementation process.

The following measures should be taken to achieve the goal of sustaining the NCLB strategic planning and
coordination process:

Sustaining the NCLB Strategic Planning Process

- Keep the communities involved and engaged,;

- Keep the service providers involved and motivated with the e ectiveness of their service
delivery in collaboration and coordination with one another and the community directly;

- Provide all stakeholders with the NCLB organizational structure and how it ts in the City of
Ottawa’s Community Development Framework (CDF) and keep it up to date and available at
all times;

- Encourage ongoing and opendialogue aimed atinstitutionalizing the strategy in the designated
neighbourhoods;

- Involve and motivate residents and stakeholders thoroughly with the Strategy;

- Build a vested interest in continuing the strategy;

- Develop capacity among all stakeholders and partners.
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How can | help leverage additional resources for the site?

NCLB coordinators must work with the Steering Committee to aggressively attract and identify new resources
to support the strategy development process and resultant community action plans in participating
neighbourhoods. In addition to looking for new resources, the NCLB Coordinator must work with the Steering
Committee to ensure that existing resources are su  ciently optimized and leveraged. The following tasks are
often associated with attracting new resources and maximizing existing resources:

- Make a solid case for the resources required through proper participatory assessment of the
community needs,

- Apply for collaboration grants after prioritizing community needs and making them part of the
neighbourhood level development plan;

- Create an asset inventory and revisit it frequently;

- Create and strengthen partnerships with other service providers;

- Getacquainted with funders and understand their funding priorities;

- ldentify gaps in service.

What is the role of the NCLB Coordinator in developing a transition strategy?

While the NCLB Coordinator should concentrate on helping the Steering

Committee develop and implement a sustainability strategy, a change may be needed in the current operating
structure and coordination mechanism of the NCLB. It depends on the organizations involved and taking the
lead. A CHRC may like to incorporate the NCLB approach into its existing community development work.

In other situations, organizations serving the community will agree to become more involved in leading a
particular component of the strategy. Infrastructures that appear similar to NCLB may exist and incorporate
the philosophy of NCLB into their daily operations. While there are no speci ¢ requirements associated with
developing a transition strategy in the communities which make substantial progress, the following provides
some details for consideration:

- Knowwhointhe community willbene tfrom the transition plan from the high level focus of the
Steering Committee to simply monitoring progress on the established strategy development
process in the neighbourhood,;

- Document all evaluations and successes;

- Develop a continuation strategy without the extensive presence of the NCLB Coordinator in
the neighbourhood;

- Train the community to take the lead on re-assessments, re-evaluation, monitoring, re-
adjustment and development of new Action Plans. They will become advocates for securing
other resources and continuing the strategy development process.

- Pass on what you know as a coordinator.

Summary
Sustainability of the NCLB Strategy should be one of the major concerns of the NCLB coordinators and they
should begin early in the implementation phase. Itisimportant to consider all four components of the strategy
that need to be sustained --- not just one part.

One of the unique features of NCLB is the composition and diversity of the Steering Committee. Continuation
of the strategy development process helps to ensure that service providers at all levels will remain engaged
with each other and the community in collectively addressing social, physical, service and economic needs
in the community.
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Understanding what sustainability is and how other NCLB sites have addressed this issue will help the NCLB
coordinators move forward.

It is important to remember that multiple resources are available to support the implementation of the
strategy. Don't get bogged down in only looking for grants or attempting to duplicate existing programs.
Increased collaborations are an ideal tactic to use as part of the overall sustainability strategy.

The program stability that the CDF support provides from the beginning enables the NCLB coordinators to
develop relationships and to create structures that will ensure continued commitment of resources to the

target site.
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Technology

The NCLB coordinators will nd ways to optimize every existing resource available to them. The use of
technology has become one of the most e ective tools for NCLB coordinators either as a special emphasis

initiative, through Photo-Voice, video documentary, or just as a means of doing their daily job.

Section Objectives

. Toe ectivelyuse the Internet to navigate available resources for NCLB support, submit progress reviews,
community surveys, and evaluation reports more e ectively;

. To acquire and expand working knowledge of various software programs to create documents,
spreadsheets, maps, and databases and to analyze and display information, and to enhance the
management and accountability of the respective NCLB site;

«  To become familiar with recommended technologies for NCLB coordinators.

Why do | need to use the Internet to submit certain documents?

NCLB coordinators are required to submit certain documents directly to a central website portal on a regular
basis.

This system using the Internet is very common today, and this section will highlight why you need to become
comfortable using the Internet for online submission of some data and reports.

The NCLB online system is used to submit community surveys, progress reports, inventory of resources, and
community action plans. All information is readily available to all partners and with one keystroke decision
makers can access progress in each community, change in status of any designated neighbourhood,
comparative analysis of di erent communities and progress within the same community over a number of

years.
What are some of the basic technologies NCLB coordinators should be using?

One of the key points you should have realized by now is that NCLB coordinators are rarely stationery. Since
the NCLB coordinators are constantly busy attending meetings, community events, and strategy sessions, they
must have immediate access to their calendars and address books at all times.

Before the NCLB coordinators run out the door to meetings with community leaders, they need to assess
technological resources and be familiar with the latest technologies that can assist them to perform their job
better. This section will simply list some of the needed tools and software that the NCLB coordinators should
consider using to make their work e ective:

MS O ce package (MS Word, MS PowerPoint, MS Excel, MS Publisher, MS Outlook);
Very basic HTML;
Basic FTP for uploading documents to internet;

Any Photo editing software (optional).

Summary:
Technology is a critical tool that NCLB coordinators often rely upon in carrying out their work. The use of the
Internet is required in transmitting key documents and for communicating with organizations and individuals
in your community or with other NCLB coordinators across the City.
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Basic computer software programs are recommended for NCLB coordinators to use to help with word
processing, spreadsheet preparation, and presentation tasks and in developing a community database. Most
of the software discussed earlier has easy-to-follow tutorial programs.
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Programmatic and Financial Requirements

This section focuses on the programmatic and nancial knowledge helpful for NCLB coordinators and on the
various reporting requirements. This section will address the major tasks NCLB coordinators need to ensure are
completed on a timely basis to keep everyone informed of the progress on key milestones.

Section Objectives
- Review the progress reporting requirements and deadline for submission;
- Review the nancial reporting requirements and deadline for submission;
- Understand what types of data should be collected and how the information should be

reported.

Who is responsible for preparing the progress reports?
Each site is required to submit progress reports via online portal as part of putting the NCLB strategy
development process in place in their respective neighbourhoods. These reports help the Steering Committee
members and other stakeholders understand what progress is being made in the site, obstacles that may be
encountered, available resources and programs and the overall impact of the NCLB strategy. Uniformity in the
reporting format helps ensure that all the information received is consistent across the City.

The next section will cover the required report formats and report deadlines. Adherence to the due dates is
critical to the overall assessment of the development within implementation of CDF.

- Survey reports due by.....

« Inventory of resources due by.....

. Community Action Plans due by.....
- Progress Reports due by.....

- Evaluation reports due by.....

The NCLB Coordinator must take the lead for ensuring these reports are submitted on a timely basis. If
documentation is required from other funders, itis recommended that the coordinators provide these funders
with a brief orientation section at the onset of their award. During this orientation, they should outline the
speci ¢ reporting and format requirements for submitting reports. This will help ensure that the NCLB
coordinators have all of the necessary information well in advance of the deadline for report preparation.

It is important to maintain accurate records of the various activities conducted in each neighbourhood
in the NCLB site. These activities must also coincide with the goals and objectives outlined in the local,
neighbourhood level strategy. Given the importance of conducting an evaluation of the overall strategy, it is
recommended that the NCLB coordinators use the baselines established in the evaluation process to record
and report the progress in their site.

We wish the NCLB coordinators/community developers well on the journey in which they are not alone. They
have tools, contacts and experienced colleagues to assist them along the way.
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Evaluating a NCLB Strategy

Introduction

This document presents an abbreviated but step-by-step approach to evaluating NCLB strategy development
process in various program areas. It has been written primarily for NCLB coordinators who are planning for a lo-
cal evaluation, working with a local evaluator, or launching a self-evaluation e ort.

The City of Ottawa has established Knowledge Transfer Table which will be providing systematic support for the
evaluation of the NCLB strategy in various neighbourhoods. However, this document predates developments on
the Community Development Framework (CDF) and we hope this will be of interest to those who may not have
such a system level support for evaluation available.

Why Evaluate Your NCLB Strategy?

Everyone with a stake in a local NCLB strategy and community action planning has an interest in knowing wheth-
er the program is operating as intended and whether it is e ective and worthwhile for designated neighbour-
hoods and individuals. Accurate information is vital for understanding the success or failure of the NCLB strategy
development process, and for expanding or replicating activities that work and xing those that don't. Commu-
nity sta responsible for coordinating NCLB ‘s many technical aspects must provide information to supporting
agencies to enable them to judge whether their resources are being well spent.

These interests can be met through comprehensive local NCLB evaluations. A comprehensive evaluation in-
cludes a process evaluation that describes how the program operates and whether it is operating as you and
other stakeholders intended, as well as an impact evaluation that describes how well your program operates
and whether itis e ective in reaching stated goals. Any number of relevant tools can be used to go through the
required steps for evaluation.

Evaluation in five easy steps

1. Plan -- Decide what you want to know and how to get the answers. Advance planning for  information
gathering is critical to the success of local (and all!) evaluation e orts.

2. ldentify an evaluator -- Recruit an experienced evaluator from a local university, private rm, or agency,
or launch a self-evaluation within the organization.

3. Describe and assess how your NCLB strategy works vis-a-vis how you (collectively with other partner orga-
nizations) intended it to work.

4. Assess how well the NCLB strategy works in reaching long-term objectives such as increasing resident par-
ticipation, increasing the community’s perceptions of safety, increasing the e ectiveness of service delivery
and improving neighbourhoods physically and economically.

5. Communicate your evaluation results and strive to strengthen any weak points in your strategy. Keep your
record-keeping systems current. And always, always, celebrate your successes.

Challenges of evaluating an NCLB strategy

A local evaluation of NCLB is in part a compilation of many focused evaluations of strategies launched by local
community health and resource centers, community organizations, city departments, youth service agencies,
the Ottawa Police Service, and citizens themselves. Advance planning is crucial to the multi-faceted evaluation
needed, in to build data requirements into routine record keeping e orts.
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Running an NCLB initiative requires sharing sensitive information among key partners. Practical and legal
barriers to sharing information should be fully aired during early meetings of the Steering Committee, and
participating agencies should achieve a common understanding regarding information sharing, storage, access,
and dissemination.

Comparison areas are needed in a local evaluation to help assess whether any di erences observed in the
designated area were due to the NCLB e orts or some other factor(s), yet they nearly double the evaluatione ort.
They do little to answer the oft-repeated question of displacement ifthe e ortisrelated to crime prevention:“Did
you reduce violent crime or just move it across town?” City-wide, non-designated area data can help. Community
surveys are increasingly di cult to launch technically, and the best ways are the most expensive. New record
keeping systems may be needed to accurately track NCLB data.

All of these methodological issues often add up to costs, gaps, and delays in data collection and analysis. Again,
these may be reduced by coordinated advance planning and will be helped by the addition of dedicated
evaluation sta .

Planning an Evaluation of NCLB

The potential NCLB sites need to begin planning for a local evaluation, methodically or not, during the process
of neighbourhood identi cation. A brief community needs assessment and a plan identifying goals, objectives,
tasks, and outcome measures leads to a good beginning.

Ideally, evaluation needs to be a topic of discussion from the rst meeting of the local Steering Committee. It
is much easier to design an evaluation while developing program activities than to try to tack one on after the
fact.

In particular, itis much easier to build in data collection steps from the start rather than recreating data long after
the intervention is underway. Yet regardless of when an evaluation is designed, the basic planning steps are the
same. Program goals and obijectives (which point naturally to evaluation objectives) need to be identi ed, and
it must be decided exactly which questions need to be answered and with what rigor. Finally, the evaluation
methodology must be designed and it must be determined how to get the information desired.

Identifying goals and objectives

The rststep in most evaluations Some objectives which may be listed under the goal of
is to specify goals and objectives, reducing youth crime:
ne-tuned into measurable terms. [ . Expand the number and type of community service
opportunities for non-violent youth offenders.
Goals are broad statements of the + ldentify the top 100 high risk youth in our neighbourhood
NCLB program’s principal aims, whose prior offences have involved alcohol, drug, and/or
such as “to create healthy and weapons.
safe environments and provide * Add 20 outpatient drug abuse slots for youths.
accessible, integrated and holistic |« |ncrease by 20% the number of youth who enter drug abuse,
services to communities in need.” anger management, or other appropriate programs within two
o years.
Objectives are narrower, * Reduce the number of alcohol, drug, and/or weapons
measurable, operational violations committed by youth by 30% within 3 years.
peci cations of goals. Local + Increase job and recreational opportunities for high risk youth.
strategies will determine what

objectives match the goal
of creating healthy and safe
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environments, and the list of objectives may be as extensive as the partners’ideas and dreams.

Who should be involved in specifying the local NCLB goals and objectives?

The general answer is that it should be the stakeholders, who are individuals representing organizations,
agencies, or groups working in the designated neighbourhood or a ected by the changes in that speci ¢
neighbourhood.

The more speci ¢ answer is clear in the mandated local organizational structure: the stakeholders are found in
the NCLB Steering Committee and signi cant subcommittees. These committee members have a vested interest
in seeing the NCLB strategy succeed, and, among other responsibilities, are charged with the responsibility to
develop avision or mission statement, conduct acommunity needs assessment, set goals, and commit resources
to the selected activities.

The NCLB objectives are always multiple, and various stakeholders will have varying, even competing, views of
appropriate objectives. These di erences need not be detrimental to an evaluation e ort. Rather, the respective
stakeholders should discuss and reach a consensus on the short- and long-term goals of the NCLB process,
then identify multiple speci ¢ objectives for achieving them. This process may occur over the course of several
meetings during the implementation phase.

Developing a conceptual framework or logic model

Developing a conceptual framework, or a logic model, is another way to specify how the various components of
the strategy lead to desired outcomes; this goes hand-in-hand with the speci cation of goals and objectives.
Alogic modelisagraphic version of the key elements of a given program that identi es how the desired outcomes
result from the interventions applied to a given problem in an identi ed setting. A simpli ed version of a logic
model can be used to outline the types of information needed for the evaluation. Figure 1 presents a conceptual
framework -- a kind of a bird’s eye view -- of a comprehensive local NCLB evaluation.

The NCLB conceptual framework begins with the identi cation and selection of a target problem that occurs
in a speci ¢ setting; a neighbourhood with known characteristics and resources. [Column 1] A community
action plan is developed through the NCLB strategy to address the target problem. It begins with the creation
of a multi-agency partnership which closely examines the target problem in consultation with the residents,
designated neighbourhood, and resources available, and launches appropriate intervention strategies with
active community engagement [Column 2] to achieve certain immediate proximal outcomes [Column 4].

The outcomes of these intervention strategies may also be a ected by historical and current events outside of
the program [Column 3]. These “contextual conditions”are often pictured in a long horizontal box that stretches
below the entire conceptual framework to indicate that local conditions and events may a ect all aspects of the
strategy. As the intervention strategies continue, it is hoped that positive changes in longer-term outcomes will
occur [Column 5]. A full understanding of how and how well a NCLB strategy works requires expanding this
bird’s eye view into a more detailed evaluation road map.

Figure 1: Simpli ed Conceptual Framework for Evaluation 5: Short- and long-
1: The Problem/s: 2: Implementation  3: Intervening/Mediating  4: Proximal/Process term
Setting and Program and Processes: Variables: Other Programs ~ Outcomes Outcomes
Characteristics Program and Happenings I. Resident views on
1. Targeted Management and 1. Other social, physical 1. Number of events, prioritized issues,
neighbourhood Activities and economic people involved, quality of life,
problems and I. Al partners start development jobs created, neighbourhood
characteristics playing their programs. youth engaged, satisfaction
u.  Resources available identified roles II.  Interagency houses rehabbed, 1. Observations of
ut.  Community Action and engage in collaboration other relevant physical changes in
Plan developed. implementing 1. Jurisdiction's things... neighbourhood
their respective problems, III. Changes in key

activities. infrastructure, etc. Indicators.
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Choosing and working with a local evaluator

In this report both the spirit of self-evaluation and the rigor of neutral, objective examination are embraced.
Much of whatis called process evaluation is simply good program monitoring. While there are de nite advantages
to an evaluation conducted by outside experts, having program practitioners engage in self-evaluation has its
bene tsaswell.

The approach taken here is pragmatic, aiming to provide local program practitioners with the basic knowledge
and tools to meet evaluation needs.

Find a local evaluator with a broad range of
relevant experience and expertise, and time [Where can you find a good evaluator?

to devote substantial attention to the many |1. Your local college or university. Partner with professors in
facets of an NCLB evaluation. With the input [psychology, sociology, criminal justice, public administration,

of the Steering Committee, specify the role [or another relevant research field. Call the chairs of these

of the evaluator. departments or the central administration to inquire about
affiliated policy or research institutes.
Oftentheexercisebecomesaself-evaluation [2. Independent research firms and consultants, depending on the
because most of the agencies which could [availability of funding.

help in independent evaluation are tied to {. Find out about who is working with similar programs.

the NCLB in di erent capacities. Moreover,
the way the NCLB action plans are designed, the work and progress speaks for itself. It is not di cult to monitor
the progress and compile all the results to produce an evaluation report that validates the same results through
various sources and data.

Evaluation design

Evaluation, or research, design refers to how impact evaluations are conducted. The strategic aim is to control
factors so that any observed di erences in key outcomes (such as increased community mobilization) may be
accurately attributed to the NCLB intervention and not some other event or activity.

A solid design for evaluating an NCLB strategy is a quasi-experimental design in the form of a pre/post case study
with a comparison area. Anything less rigorous will leave the work open to criticisms. More rigorous evaluation
designs will be prohibitively expensive. In practical terms, a pre/post case study helps alot and one need not pay
for an expensive evaluation in order to have credible evaluation results. A pre/post case study with a comparison

area means:
1. Developing a detailed description and assessment (a.k.a. the Neighbourhood Pro le) of how the NCLB
site operates. The Neighbourhood Pro le will be both qualitative and quantitative. It will include a
written description of the desighated neighbourhood, general characteristics and trends, demographic
breakdown, and other related information, as well as how the NCLB Steering Committee was formed,

how the partners work together, the nature of the intervention activities, etc.. coupled with information
as to how many youth attend Boys and Girls Club
activities, etc. Qualities to search for in your

2. Gathering “baseline” (before the program evaluator:
begins in earnest) information on key impact o  Asolid understanding of social science and
indicators, such as the number of community criminal justice research techniques coupled
members meeting regularly to discuss with relevant experience.
community problems, number of arrests (if o  Abroad knowledge of NCLB key
any) in the designated area, number of youth components and how to measure change in
participatingin  afterschool programs, these areas.
resident satisfaction with the neighbourhood, o  Patience, comfort working with multiple
number of calls for service, etc., and then agencies and committees, good humor,
repeating the same data collection e ort when cultural competence, discipline, organization.
program impact is expected to be measurable,

usually one to two years after implementation (this is the pre/post part).
A simple example: if reducing break and enter incidents in the designated neighbourhood is a goal, the



Coordinators’ Guide |

111

evaluation study might include gures on the number of arrests for crimes involving the use of a weapon for a
period immediately preceding the NCLB interventions, during the interventions, and afterwards. If these gures
are gathered monthly, a simple timeline graph will show whether this measure is going up or down over time.

(For the statistically sophisticated, 50 months or more of these data may be used for time series analysis.)

Alternatively, examples and stats from pre-intervention to post-interventions periods can also be compared.

Conducting the Process Evaluation
Step 1: Collect information

What?

Alocal NCLB evaluation should begin with a basic description and subjective assessment of the site’s history,
implementation, central characteristics (including its goals, organization and management, designated
neighbourhood characteristics, and resources), competing and complementary e orts, and current
operations on the community action plan. This will encompass the information contained in Columns 1-4
of the conceptual framework. This information is eshed out in the “blueprints” for documenting program

characteristics (Table 1) and monitoring progress (Table 2) below.

Yet as detailed as these blueprints may appear, they are only suggestive of the types of information

you willwant to collect -- while local NCLB sites have much in common, each also has a unique strate
and local evaluations must be tailored to meet individual site needs.

How?
There are two primary methods for gathering the data needed to assess program operations: (1) interviewi

aqy

ng

and/or surveying the full range of stakeholders and partners and (2) gathering and reviewing program

documents.

1. Gathering and reviewing program documents -- Historical and current program materials are a rich
source of information for studying program operations. These should be pulled together and culled for

information for the case study.

2. Interviewing and/or surveying stakeholders and partners -- Key stakeholders in the NCLB strategy
and primary partners and sta (especially those who have been involved since the beginning) hold
special knowledge of the program’s early history, development and implementation, and current day-

to-day activities. Informal interviews should be conducted with a few key individuals to produce

an

objective summary of the program’s history and key events, combined with information gleaned from
program documents. If this summary is compiled by essentially one person, as may be the case in a self-

evaluation, others should review it for completeness and accuracy.

More structured interviews should be conducted with all stakeholders or a good cross-section of them to
gather systematic information about the functioning and dynamics of the NCLB partnership. This step may
be best conducted in person by an independent evaluator, as interviews enable one to gather detailed
information and ask clari cation questions as needed. A written survey mailed to stakeholders enables
the information to be gathered anonymously, although the group of respondents is typically rather small
and their identities may be evident from their responses. The information to be gathered is subjective and
the nature of the questions is that they require mostly open-ended answers — another obstacle to written

surveys.
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Table 1

Blue print for the Community Action Plan Documentation

Program
Characteristics

Suggested Detalls to Capture

Goals and Objectives

Goals: Broad statements of the community action plan’s principal aims or
purposes.

Examples: (1) To improve the quality of neighbourhood life.

(2) To engage youth in positive activities.

Obijectives: Measurable, operational speci cations of goals.
Examples: (1) To remove abandoned shopping carts and trash from
neighbourhood streets.

(2) Establish youth councils and arrange drop-ins for youth.

Designated neighbourhood
and comparison area
characteristics

Population, Area size, City blocks.

Racial/ethnic, gender, age, household composition.

Income level.

Housing: % renter-occupied, % public, vacancy rate, number abandoned.
Unemployment rate.

School dropout rate, achievement scores.

Assets, resources, community associations, and institutions.

NCLB organization and
management

Membership and role/responsibilities of Steering Committee and all other
committees and subcommittees.

Meetings: Date, attendance, minutes.

Sta : Position, employing agency, supervisory agency, time devoted to
NCLB.

Training and technical assistance received in building partnerships.

Resources available

Funds available for community engagement activities.

Other available funds, classi ed by program area and activities/purpose.
From each participating agency: Total sta support, resources and in-kind
support given to the designated neighbourhood.

Available programs and activities for di erent age groups (Inventory of
resources).

Competing and
complementary e orts/
programs

Descriptions of other programs underway.
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Table 2

Blue print for Program Monitoring.
Please note that problems, assets and prioritized issues vary from neighbourhood to neighbourhood. Under
each core component (social, service, physical and economic) we are giving one or two general examples for

the sake of understanding only.

Core components and Related
Activities

Process Measures (Data to be
collected)

General Sources of Data

Program Management:
Steering Committee and
subcommittee activities.

Partnership dynamics --
communication, coordination,
leadership, etc.

Agency resources/contributions to
NCLB

Survey of Steering
Committee members.

Social
Activities for social cohesion and
youth engagement:

Youth Councils.

Boys and Girls Clubs.
Alternative activities for youth.
Community Dinners

Crime prevention (examples):

« High visibility OPS patrols.

- Establishment of
Neighbourhood Watch.

« Issuing trespassing tickets.

«  Search/arrest warrants.

« Identi cation and targeting
of serious/ violent o enders,
trouble spots.

Community policing (examples):

«  Problem-solving.

« Foot, bicycle, alternative
patrols.

« Attending community
meetings, working in
partnership with residents and
landlords.

«  Youth activities and programs.

Hours open, sta ng, activities of all
programs

Number and age of people
participating in services, frequency,
duration, outcome where
appropriate.

"Counts" of the number of

events (e.g., sweeps), things (e.g.,
contraband items seized), people
(e.g., serious chronic o enders), etc.

Monthly arrest statistics from
designated and comparison areas
for similar crimes.

Person-hours spent on community
policing activities in the designated
neighbourhood.

Number of people regularly
involved in community anti- crime/
drug activities.

Number and quality of crime tips
received.

CBO membership and

participation

Routine record-keeping
implemented for NCLB.

Routine record-keeping
implemented for NCLB.

Existing statistics from OPS.

Routine record-keeping
implemented for NCLB.

Community survey and/or
Interviews with community
leaders/Neighbourhood
Watch coordinators.
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Physical - Number and nature of jobs | Routine record-keeping
created implemented for NCLB.
Neighbourhood restoration - No. and characteristics of
(examples): people employed.
« Job programs. « No. of new businesses
Business recruitment and opened, small business
revitalization. loans made, units
Housing improvements. rehabbed, etc.
Clean-up, gra tieradication. «  Nature and cost of
Code enforcement, garbage neighbourhood
disposal. improvements.
Construction of play structure « No. of clean-ups, evictions,
etc.
- Progress on the play-
structure.
« No. of partners involved.
Service
Economic

Examples of Documents to Gather

«  Minutes of all Steering Committee and subcommittee meetings, with attendance lists,
positions and agencies of representatives.

- Documents that put in writing the site's purpose and objectives, such as mission
statements and formal goals and objectives.

- Descriptive accounts of the site's history, such as funding proposals, grant applications,
media coverage (e.g., local newspaper articles), annual reports, etc.

- Program documents that relate to how the site operates. These may include such
diverse things as the community action plan, inventory of resources, OPS study for Crime
Prevention through Environmental Design (CPTED), concept paper for a youth program to
a draft proposal for a community activity.

- Existing statistics on quality of life issues, social indicators (dropout rates, unemployment,

etc.), and city and designated neighbourhood demographics. Strive to obtain objective
information which enables you to compare pre- to post-NCLB conditions.

Step 2: Analysis and reporting

At this point, the NCLB coordinators/community developers will have collected the data that will form much of
their pre/post case study, the data which encompasses a process evaluation of their NCLB activities.
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It is a worthwhile exercise, at this point, to write the case study and discuss the process evaluation results
among the Steering Committee and other stakeholders as appropriate. The process information and analysis of
it should tell the Steering Committee;

(1) Whether the NCLB partnership is functioning the best way possible,

(2) Whether NCLB activities have been implemented as planned,

(3) Whether NCLB activities are producing the desired immediate e ects, and

(4) Where improvements or changes are needed.

Areas to Cover in Stakeholder Interviews

1. Therespondent's role in the NCLB process, particularly in policy setting, implementation, and day-
to-day implementation of the community action plan.

Views of the membership of the Steering Committee, including who is essential, who is missing?
Partnership dynamics -- who leads, how decisions are made, how is con ict addressed, etc.

Views of key components and policies.

Views on community mobilization and participation.

Program strengths and weaknesses.

NCLB 's impact on the respondent’s agency.

Local conditions, such as budget constraints, that impact the NCLB strategy.

Suggestions for changes and improvement in the strategy.

XNk wN

Assessing Program Impact
Step 1: Collect data

What?
Gathering accurate and unbiased data related to program outcomes is arguably the most di cult part of
evaluating an NCLB strategy. Again, outcomes are multiple and diverse, the information sources are many,
and speci c variables and indicators listed herein -- while signi cant and common -- are suggestions only.

A list of potential outcome measures appears in Table 3, which is an expanded version of Column 5 in the
Conceptual Framework. Outcome measures and variables speci ¢ to a speci ¢ neighbourhood will ow from
theidenti cation of goals and objectives and the creation of a neighbourhood speci ¢ community action plan
and conceptual framework.

How?
Four major methods are suggested for gathering outcome data. The rst two — gathering statistics and
conducting resident surveys -- are the most necessary for assessing program objectives. The second two,
gathering neighbourhood indicators and tracking/testing individuals, provide important information, but
may be found only in the most well-funded and sophisticated of evaluations.

In neighbourhoods where crime prevention is a high priority for the residents, gathering law enforcement
and criminal justice system statistics becomes a need and priority. Given the nature of the crime prevention
activities, law enforcement, prosecution, and probation departments will be the main source of outcome data.
From law enforcement sources, these data include calls for service and reported crime statistics. Prosecution
sources can provide data on the number of serious 0 enders sentenced to prison terms. Probation and parole
data include the number of probation/parole violations and returns to incarceration. If the neighbourhoods
are Ottawa Community Housing communities, stats of the OCH security will also be helpful.
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Table 3

Blueprint for Assessing Program Impact

Program Areas
and Central Activities

Program Management:
Steering Committee and
subcommittee activities.

Social
Crime prevention (examples):
« High visibility OPS patrols.
. Establishment of
Neighbourhood Watch.
« Issuing trespassing tickets.
. Search/arrest warrants.
- ldenti cation and targeting
of serious/ violent o enders,
trouble spots.

Social
Community policing (examples):

. Problem-solving.

- Foot, bicycle, alternative
patrols.

. Attending community
meetings, working in
partnership with residents
and landlords.

Youth activities and programs.

Physical

Neighbourhood restoration:

- Job programs.

« Business recruitment and
revitalization.

« Housing improvements.

. Clean-up, gra tieradication.

- Code enforcement, garbage
disposal.

- Construction of play structure

Outcome Measures
(Data to be collected)

Partnership institutionalization.
Expansion to new designated area.
Partnership satisfaction.

Drug and weapons-related, other
target crimes (pre/post).

Resident perceptions of fear of
crimes, neighbourhood satisfaction,
quality of life, police-community
relations, police and city agency
performance, etc. (pre/post
changes).

Victimization (self-reported).
Physical changes in designated
neighbourhoods.

Probation/parole violations, returns

to incarceration. .
- Ongoing community

involvement.

«  Resident perceptions
of police, citizen-police
relations, priority of
neighbourhood problems.

«  Resident perceptions
of safety, increase in
satisfaction with the
neighbourhood.

- Positive use of public
places.

Changes in individuals'
self-esteem, risk and
protective factors,
attitudes.

Changes in dropout rates.
Changes in vacancy and
abandonment.
Permanent jobs, new
business.

Improved physical and
social quality of life.
New construction,

a ordable housing.
Increase in property
values.

General
Sources of Data

Survey of Steering
Committee members.

Existing statistics from police.
Community surveys,
community leaders interviews,
focus groups.

Existing victimization surveys.

Community surveys, key
Community leaders interviews,
focus groups.

Systematic observations of

physical changes made as a
result of CPTED studly.

Routine testing by the
concerned programs.
Existing statistics from schools.

Existing statistics from OCH,
business associations, etc.
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Remember that plans and agreements have to be made up front, not two or three years into strategy
implementation. Possible statistics have to be tracked for the designated neighbourhoods and comparison
areas, which may or may not t other reporting areas.

If e orts begin by concentrating on mobilizing citizens and encouraging them to report crimes of all types,
calls for service should increase over the next several months if citizens are responding. This doesn’t indicate
an increase in crime. Gradually, those calls for service should decrease and level o if the number of actual
incidents decreases.

Neighbourhood surveys and systematic observations.
Many of the desired outcomes of a NCLB strategy are to change neighbourhoods in positive ways. Some of
these changes, such as a reduction in abandoned shopping carts, garbage around dumpsters and in streets,
and gra ti, can be assessed by making regular observations using rating forms.

Changes in other outcomes, particularly signi cant ones such as fear and perceptions of the quality of
neighbourhood life, must be assessed by asking the views of those who live and work in the designated
neighbourhoods (to the extent that fear can be measured in residents’ use of public spaces, systematic
observations may be used as well).

Resident opinions may be gathered in many ways -- through telephone or door-to-door surveys, mailed
questionnaires, focusgroups,interviewswith key community leaders,community meetings, brief questionnaires
distributed and collected in public places, etc. The most objective method is to design the survey in simple
language, make required translations, and let the community members Il up the survey forms without the
help of interviewers. It is good to recruit independent interviewers for a lengthy and complex survey which
needs to be conducted at the beginning of the program and then every 2-3 years thereafter.

Itis worthwhile to conduct the survey in both the designated and comparison areas. The questionnaire should
be kept briefand simple, but should address quality of life measures, neighbourhood satisfaction, changes over
time, social cohesion in the community, fear of crime, victimization, quality of city services, police-community
relations, and perceptions of the police. Participation in the survey should be voluntary, anonymous (except for
limited information gathered for veri cation purposes, if done), and fully informed. Sample survey instrument
and observation forms are included at the end of this document.

Neighbourhood-wide indicators.
As shown in Table 3, the NCLB strategy may be evaluated by its impact on neighbourhood life covered under
the four broad, key components (Social, Physical, Service and Economic.), by improvementin school attendance
and the performance of neighbourhood youth, for example, or by the creation of new jobs or housing. In
these cases, you will want to gather data about these outcomes that indicate changes attributable to the NCLB.
These indicators (standardized achievement test scores, number of jobs created, etc.) should be gathered for
periods prior to and after implementation of the NCLB strategy.

It is often di cult to obtain such indicator data at the neighbourhood level. In regard to school data, for
example, neighbourhood youth certainly attend a variety of schools, and any one school will have only
summary data that combines neighbourhood youth with others.

Other NCLB activities aim to improve individual behaviors and/or attitudes. Evaluating such activities might

require assessing the target youth’s self-esteem or a high risk youth'’s job readiness before and after their
involvement in NCLB.

Step 2: Analysis and reporting

Statistical analyses and presentations of outcome data need to be conducted by an experienced researcher.
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Simplestatisticaltestsofdi erences between means (suchasthe average satisfaction rating giventocity services
by a survey respondent) or observed outcomes (such as the number of people attending neighbourhood
meetings) should be conducted to assess di erence before and after implementation of the NCLB process and
between the designated neighbourhoods and comparison areas.

Continuous data — meeting attendance data over a period of years, or the changes in a community’s feeling of
safety -- should be graphed to show changes in the designated neighbourhoods and comparison areas and
perhaps tested by time series analysis.

Neighbourhood surveys will produce both quantitative information (e.g., a score from 1 to 5 on how safe the
respondent feels alone in the neighbourhood after dark) and qualitative information (e.g., an answer to an
open-ended question about how the neighbourhood has changed over the past year). As content analysis of
open-ended questions can become laborious, it is recommended to stick to closed-ended questions as much

as possible.

Putting It All Together

Now the tough part is writing all this up. The results of evaluation are important information for stakeholders,
policy makers, sta , and funding agencies. It is good to begin with a concise written narrative of the
neighbourhood pro le, implementation, and operations -- in short, the case study. Add to it the immediate
and long-term outcome data gathered, highlighting di erences before and after major NCLB activities and
di erences between the designated neighbourhood(s) and comparison areas.

Present quantitative results in simple tables, x-y graphs, bar graphs, and pie charts, with accompanying
statistical tests where appropriate.

Through interviews with residents and stakeholders, individual anecdotes may provide a human touch the
evaluation ndings. Stories of how the neighbourhood has changed, while not“scienti c,’may be some of the
evaluation’s most powerful ndings.

An evaluation report should end with asummary of progress, strengths and weaknesses, and activities yet to be
accomplished. It may also include recommendations for changes in management, organization, or activities.

An evaluation report should ful Il multiple purposes. A summary of it will serve as the preface for funding
proposals, annual reports to sponsors and funders, and informational materials given to the media and other
interested parties.

This narrative summary should be updated periodically -- at least annually -- as policies, procedures, activities,
and outcome data change. Second, the report should be used to strengthen the NCLB strategy.

The factual information compiled should be critically examined by the Steering Committee to see if revisions
and mid-course corrections are needed. The Steering Committee should ask itself whether the NCLB activities
have been provided as intended, what activities are missing and needed, whether the desired target population
is being reached, etc. A good evaluation journey should be an enlightening and enjoyable experience.



