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I ntroduction

Action for Neighbourhood Changeisalearning initiative exploring waysto support resident-
led strategiesfor strengthening neighbourhoods.

More specifically, it aimsto understand two key aspects of the neighbourhood revitalization
process:

1. Building the capacity of individuas, families and neighbourhoods
2. Enhancing the responsiveness of government to neighbourhood concerns.

Working infive sites acrossthe country, ANC bringstogether awide array of national and
local partners. Fivefedera government partnersare sponsoring theinitiative: the National Secretariat
on Homel essness (Human Resourcesand Social Development), Officefor Learning Technologies
(Human Resources and Social Development), National Literacy Secretariat (Human Resourcesand
Social Development), Canada’ s Drug Strategy (Health Canada) and National Crime Prevention
Strategy (Public Safety and Emergency Preparedness Canada). Four national partnersare convening
theinitiative and facilitating aspects of the work: the United Way of Canada - Centraide Canada,
Tamarack —An Institute for Community Engagement, the National Film Board of Canadaand the
Caledon Institute of Socia Policy. Finaly, United Waysin five cities—Halifax, Thunder Bay, Toronto,
Reginaand Surrey —are playing abridging and facilitation role on thelocal level. Inone
neighbourhood in each city, thelocal United Way has brought together residents, organizations,
businesses and government agenciesin support of neighbourhood devel opment.

A great deal has been accomplished in the short period of ANC’s operation to date. Over the
course of 14 months, theinitiative established theinfrastructure needed to support itswork, followed
acomplete cycleintherevitalization process (from neighbourhood sel ection through resident
engagement, vision building and initial actions) and explored theimplicationsfor the policiesand
procedures of government, aswell asfor other structureswishing to support neighbourhood initiatives.

Insights and experiences pertai ning to neighbourhood revitalization have been documented
throughout the processin an extensive set of papers, stories, toolsand reports. Thisemerging body
of knowledge constitutes one of theimportant ‘legacies from ANC'sfirst phase. It laysafoundation
for theinitiative’s continuing work and provides asubstantial source of information and ideasfor
othersinterested in strengthening neighbourhoods. Already, thelessonsfrom ANC have been shared
with awide audience through the ANC website (www.anccommunity.ca) and electronic newsl etter,
and through presentations at conferences and other forums.

Theaim of thisfinal reflection paper isnot to review all of theimportant issuesand insightsthat
have been documented el sewhere but to synthesize the findings and highlight key lessons|earned to
date, and their implicationsfor ongoing efforts at neighbourhood revitalization.
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Collaborative action learning

One of the basic challengesfor any collaboration isto forge ashared understanding among all
partners about the nature of thework at hand. Thisisparticularly the casefor initiativesthat bring
together abroad range of participantsto tackle complex issues such as neighbourhood revitalization.

Inthe case of ANC, partners entered the process with abase of common ideas about the
challengeto be addressed and approach to be pursued. They recognized the growing concentration
of poverty in urban neighbourhoods acrossthe country. They noted the multiplerisk factorsfor
poverty that tend to be found in these neighbourhoods: lack of good quality, affordable housing, low
education levels, high unemployment, poor health and high incidence of crime. And they identified the
need for broad-based collaboration in order to coordinate, and where possible integrate, responsesto
these various problems.

Despite this solid beginning, considerable timewasrequired for partnersto build rel ationships
with one another, sharetheir respective understanding of the work and create together amore
complete and integrated set of ideasfor guiding theinitiative. Moreover, much of thisphase of ANC’s
work involved engaging with afinal critical partner —local residents—and incorporating their
perspectivesinto theinitiative.

Inthisrespect, ANC isagood example of collaborative action learning. Cyclesof research,
dialogue, action and reflection have been used to el aborate and refine a shared understanding of
neighbourhood revitalization.

Time hasbeen acritical ingredient allowing the processto unfold and the groundwork of
relationshipsand understanding to be built.

Toward a Canadian model of neighbourhood revitalization

ANC can be understood as part of anew generation of community work sometimesreferred
to ascomprehensive community initiatives. Sincethe 1990s, suchinitiativeshaveevolved intheUS,
the UK and other countries aswaysto tackle complex social issues. Increasingly, thisapproachis
being explored in Canadaaswell, for instance through Vibrant Communities, apan-Canadianinitiative
pursuing comprehensive, multisectoral approachesto poverty reduction, and agrowing number of
other government or community sponsored initiatives.

Comprehensive community initiativestend to share anumber of basic features. Typically, they:
e pursuebroad, multiplegoals

e promotemultisectoral collaboration
e combinean array of strategiesto enhance each other’s effectiveness

2 The Caledon Institute of Social Policy



e seek changesin anumber of spheres(e.g., employment, housing) and levelsof action (e.g.,
individual, organization, community, wider systems)

e pursue some combination of community empowerment, ownership, participation,
|eadership and community capacity-building

o areintentionaly flexible, developmental and responsiveto changing local
conditions

e recognizethelong-term nature of fundamental community change and employ relatively
long-term time frames[Brown 1995: 2].

Asdetailed morefully in Orienteering Over New Ground: A Neighbourhood Theory of
Change, thetheory of change recently articulated by ANC partners, identifiesthe thinking behind
many of these key ideas. Withinthisoverall framework, ANC hasbegun to chart an approach to
neighbourhood revitalization distinguished by itsemphasison the central role played by neighbourhood
residents.

Infact, aprimary purpose of ANC’sfirst phase wasto build astrong foundation for itswork
by engaging residents askey participantsin leading and producing changein their neighbourhoods. In
the process, important lessons were | earned about the nature of neighbourhood revitalization and the
implicationsfor institutions and organi zations wishing to support such efforts.

What isemerging is an asset-based, resident-led model of neighbourhood development.

Asset-based, resident-led neighbourhood development

Whiletheinvolvement of neighbourhood residentswas alwaysakey component of ANC's
design, thefull significance of thisaspect of itswork has only become apparent astheinitiative has
unfolded. Ultimately, thefocus on resident participation has encouraged a particul ar way of thinking
about neighbourhood revitaizationitself.

To paraphrase Jane Jacobs, neighbourhood devel opment isado-it-yourself process. If you
don’'t doit yourself, development doesn’t happen [Jacobs 1984: 140]. Likeexercise, itisahands-on
affair. While othersmay benefitindirectly, it isthe peoplewho are actively involved who experience
thelearning and changethat isthe essence of ‘ development.’

‘Do-it-yourself,” however, doesnot mean ‘ do-it-alone.” Rather, it meansbeing at thetable
with everyone elseinvolved. AsJacobsobserved of great cities, akey ingredient of strong
neighbourhoodsisthe web of relations through which people combinetheir talentsto achieve goalsno
oneindividual or group could do acting on their own.

The Caledon Institute of Social Policy 3



Moreover, like great cities, healthy neighbourhoods are those that are able to sustain their
development over time. They do thisby building astockpile of assetsthey can useto generate
income, weather hard times and innovate in response to changing circumstances. Morethan just
financial or physical, such assetsare cultural (ways of thinking and acting) and socia (connectionswith
others) aswell. By developing acritical mass of assetsin these different areas, neighbourhoods are
able to meet their needs and aspirations on an ongoing basis.

Inthislight, resident participation isintegral to both the process and outcome of neighbour-
hood revitalization. Suchinvolvement isthe very basisthrough which the neighbourhood itself builds
thearray of personal and community assets needed to ensureitslong-termvitality.

An asset-based, resident-led perspective on neighbourhood devel opment al so providesan
important rationale for interdepartmental and intergovernmental support for neighbourhoods. Itis, in
effect, aprevention strategy through which various government agencies can collaboratein addressing
“risk factorswherethey arejoined, upstream” rather than contending separately with aseries of even
moredifficult challenges* at thetributariesdownstream” [Bulthuis 2005: 3].

Neighbourhood voice and the re-emergence of community development

Given theimportance of resident involvement, it isnot surprising that community development
skillsand expertise have emerged asthe core of ANC’ s approach to strengthening neighbourhoods.
In many respects, this processreflectslongstanding community devel opment principlesand practices.
At the sametime, it hasinvolved the adaptation and refinement of these approachesto suit the broad-
reaching collaborationstypical of comprehensive community initiatives.

A variety of specificinsightsemerged through ANC’swork about various dimensionsand
stages of the neighbourhood devel opment process.

the significance of ‘ place’

In part, the growing attention to ‘ place-based development’ and * place-based public policy’
reflects agrowing appreciation of the unique significance of local settings: localitiesarewherediverse
factors cometogether to generate either positive or negative effects. Inthe case of economic and
social innovation, for instance, it has been recognized that local settings arethe siteswhere elements
are combined in new waysto generate desirable changes[Industry Canada 2002: 72]. Onthe other
hand, as with the concentration of poverty in urban neighbourhoods, local sites can also bethe place
where multiplefactorsinteract in waysthat foster complex problems.
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‘Place,” then, ismorethan amatter of geography; it involvesaconceptual shift aswell, a
re-focusing of attention from the partsto the rel ationships among them. Underlying ANC'swork has
been afocus on how diverse groups and processes at play in neighbourhoods rel ate to one another,
and how they can belinked most effectively to achieve the goals of local residents.

defining neighbourhood

While neighbourhoods are easily understood as examples of local settings, ANC participants
discovered that what constitutesa‘ neighbourhood’ isamore complex question thanit first appears.
In practice, neighbourhoodsrarely fall neatly into formal political boundariesor official catchment
areas. While having ageographic dimension, they also are defined by thelived experience of
residents: Do people of agiven areaconsider themsel vesto be members of the same neighbourhood?
Do they shareinterests and concernsthat would encourage them to collaboratein alocal development
initiative? All siteswere sensitiveto such considerations. One proposed operationalizing its
understanding by focusing on shared physical experiences—i.e., shopping or school attendance asthe
basisfor determining neighbourhood boundaries.

In the end, what may be more important than any formal definition of neighbourhoodis
attention to what practically will facilitate aproductive revitalization processin the actual setting under
consideration. Inany particular context, what would constitute the setting where people can be
brought together to address shared concerns and interests?

importance and limitations of data

All of ANC’slocal sites made use of datato support their neighbourhood sel ection processes.
However, data al one wasinadequate for identifying which neighbourhoods were most appropriate for
inclusionintheinitiative. Ingeneral, datawasfound to be more useful for determining which
neighbourhoods ought not to be selected, for instance, because the challenges they faced turned out to
beless extensive than perceived.

The choice of neighbourhoodsto participate in ANC depended more on an appreciation of the
dynamics of the neighbourhoods and especially the extent to which local organizations and residents
were attracted to the opportunity presented by ANC, and poised to tackle existing challenges. This
assessment was made on the basis of discussionswith individualsand groupsactiveinthe
neighbourhoods. Informal aswell asformal connections between local United Ways and the
neighbourhoodsinvolved wereimportant starting pointsfor exploring the potential of partnerships.

discerning readiness

The Caledon Institute of Social Policy 5



In selecting neighbourhoodsin which to work, all sites placed considerable emphasis on deter-
mining athreshold of ‘readiness’ for pursuing anintentional processof revitalization. In part, thefocus
on readinesswas aresponseto ANC’sshort timeframe. Sitesfelt aneed to identify neighbourhoods
with sufficient strengthsthat substantial progress could be madeinrelatively short order. At the same
time, attention to readiness was an acknowledgment that certain conditions needed to be present in
order for aprocess of revitalizationto occur at all. All siteslooked for a co-existence of distress
factorsand core assetson which to build. Onesiteframed itstask asidentifying aneighbourhood that
possessed just short of the critical mass of strengths needed to ensureits own well being. Another
focused explicitly on the neighbourhood’ s preparedness to embrace the open-ended nature of the
project and particularly the opportunity to direct itsown revitalization efforts.

In other words, all sitesrecognized that revitalization isultimately aprocess of development
fromwithin. While external supports are necessary, they can only be productiveif thereisabasic
capacity within the neighbourhood to engage and use them. In neighbourhoodswherethat threshold
has not been met, alonger start-up period that concentrates more on what might be seen as‘ pre-
development’ activitiesmay bein order.

managing perceptions and expectations

Inlaunching their initiativeslocally, al sitesencountered challenges managing perceptions and
expectations. Theseincluded concerns about stigmatization of local neighbourhoodsaswell as
excessive expectations of what the ANC initiative might accomplish and how quickly. Intheearly
stagesof theinitiative, careful attention to language was required to ensure effective communication —
both the substance of the messages and the directness with which they were conveyed.

Concerns about stigmatization were expressed not only by neighbourhood residents but by
municipal governmentsin somesitesaswell. Inseveral cases, sitesfound that one key factor related
to stigmatization waslocal media. Strategiesfor fostering productive relationswith the mediawere
needed. Whilethe mediacan play avaluableroleintelling the story of what ishappeninginthe
neighbourhood, careisneeded to ensure the way that the story istold, in fact, supportsthe
development effort rather than underminesit. The mediaoften need to be awakened to the strengths
of neighbourhoods and the positive measures being pursued rather than their deficits.

In terms of managing expectations, ANC project managers were concerned about raising the
hopes of residents beyond what could possibly be attained, particularly in relation to programmatic
outcomes such asjobsand housing. Key messagesfor conveying the nature of the development
processincluded: thelong-term nature of the work, the leadership rolethat local residentswould play
and the need to strengthen rel ations with government and community agenciesthat could support the
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neighbourhood process. The same messageswere communicated to all partnersand prospective
partners, including government sponsors, to ensurethat all shared appropriate expectations.

a process of discovery

The neighbourhood revitalization process was experienced fundamentally as a process of
discovery. Good community facilitators do not presume to know what people need but consistently
strive to understand the concerns and desires of residents. Through dial ogue and observation they
seek to uncover what works and what doesnot. Inthe words of one ANC project manager, the
devel opment processis constantly in ‘ betatesting’ mode, alwaystrying things out and continually
adjusting in response to changesin the community and agrowing appreciation of the needsand
desiresof residents. Frequently, what worksis something that was never designed in advance but
emergesthrough the process of engagement itself.

stages of the devel opment process

During thisperiod, ANC traced the devel opment process from neighbourhood selection
through engagement and mobilization, vision building andinitial actions. Whilethe experiencesof sites
with each phase has been described in more detail in ANC’s quarterly reports, two broad points
should be highlighted here.

First, therewas considerable variation in the waysthe five sites moved through these diverse
phases. Inparticular, sitesemphasized at different timesthe development of structuresfor supporting
resident engagement, the building of visionsand theidentification of possible actions. Sitesalso used
unique methods to undertake the work of these various phases. Some used |large scale meetings as
part of the processfor building aneighbourhood vision while others employed a series of smaller
meetingsto draw out residents’ thinking about the future being sought for their neighbourhood.

Second, therewas asubstantial degree of overlap and interaction among the various stages of
development. For example, eveninthe process of engaging residents, vision building was already
taking place as residents began thinking about what might be achieved for their neighbourhood.
Similarly, insomesites, initiating action wasitself important asameans of engaging and mobilizing
residents.

In short, the devel opment process throughout this period proved to be both highly fluid and
variable. Vital to the success of theseinitiativesistheflexibility they allow for local organizersto
support appropriate processes. Skilled and experienced community facilitators are therefore critical
to enabling suchinitiativesto succeed.

The Caledon Institute of Social Policy 7



tailoringtolocal realities

Variation from siteto site was apparent throughout all aspectsof theinitiativeandisan
important general feature of effortsto strengthen neighbourhoods. ANC’sfivelocal initiatives
operated in substantially different contexts. In addition, each United Way and itsANC team brought a
distinct perspectiveto thework. Consequently, each local initiative evolved initsown pattern.

ANC'sexperienceinthisregard confirmsthat of other community building efforts.
Customization isessentia to effective neighbourhood devel opment processes. Whilelocal initiatives
often need resources from external sources, such asgovernment, they also need theflexibility to
pursue processesthat suit local circumstances and reflect theinsights of local |eaders.

Variationsin approach are apparent in the early organizing efforts of the sites:

e Halifax: Fromearly on, Halifax emphasized a‘go slow’ community engagement approach to
itswork. It used anumber of measuresto build itsrelationship with the Spryfield
neighbourhood. It held many small meetingswith community members, formed aclose
partnership with alocal community centrethat was already coordinating effortsin the
neighbourhood and hired neighbourhood residentsto work on the project. It also emphasized
to neighbourhood participants from the outset that ANC was very open-ended and depended
largely on direction provided by the neighbourhood itself. Thisoverall approach helped to
build trust between the Halifax team and its neighbourhood partners. It also fostered
substantial ownership of theinitiative on the part of neighbourhood participants.

e Surrey. Surrey aimed from the outset to build strong involvement fromitsregional system of
support. It engaged awide array of government and community agenciestojoinintheneigh-
bourhood selection process. The process created ahigh level of engagement intheinitiative,
allowed for valuablelearning about Surrey neighbourhoodsin general and primed participants
to provide appropriate support to the Bridgeview neighbourhood. The Surrey team cautioned
participantsto wait for neighbourhood residentsto determine the types of supportsdesired
before pursuing new initiativesin the neighbourhood.

e Toronto: Building onthework of the Strong Neighbourhoods Task Force, Toronto
determined early on to work in one of the inner suburbsthat represent the new face of poverty
inthecity. Unliketraditional inner city neighbourhoods, such suburbs are marked by adistinct
lack of social infrastructure. A highly multicultural environment, including many new
Canadians, contributesfurther to therelatively fragmented social setting. Inthiscontext,
additional timeand effort are required to build relations among neighbourhood residents. The
United Way also determined that it was necessary to establishitsown local officeinthe
neighbourhood to help strengthen its presence and provide an organizational basefor thework
of the project.

8 The Caledon Institute of Social Policy



Regina: Regina'sstarting point was not so much the neighbourhood with which to work but
how to merge effectively with an existing neighbourhood initiative. Thefederal government

had earlier established the Reginalnner City Community Partnership (RICCP) and therewasa
strong expectation from at |east some parts of thefederal government that theANC initiativein
Reginacontributeto thiseffort. Thelocal ANC team sought to serve asabridge between the
RICCPand theresidents of North Central community. It used arecent evaluation processto
identify waysin which the ongoing process could be strengthened, particularly to morefully
reflect the perspective of neighbourhood members. A key challengefor the United Way of
Reginawasto maintainitsown approach to community building whilejoininginapre-existing
initiative.

Thunder Bay: Thunder Bay followed an organic process responsiveto its evolving under-
standing of the Simpson-Ogden neighbourhood and the most effective means of engaging
residents. Tothe extent possible, residentswereinvolved inthelearning processaong with
local organizers. Residents participated, for instance, in aworkshop on asset building for
neighbourhood revitalization. One challenge has been to maintain theinvolvement of such
participants while continuing to reach out to othersin the neighbourhood. Advancing thisbasic
organizing work while also moving toward concrete action proved to beacritical balancing
act.

commonalities

Notwithstanding theimportance of customizinginitiativestolocal circumstancesand the

considerablevariationin experiences, asignificant list of shared |essons has also emerged from the
work of local sites:

Go slow and let the community lead: Despite the short time frame of ANC’sfirst phase,
sitesagreed that it wasvital to invest substantial time and effort in the engagement process.
Building rel ationshipswith and among residents was considered to be the foundation for
revitalization efforts. Assuggested by the adage, “ Alonewe go fast, together we go far,”
benefitsfrom thisinvestment will befelt long beyond the start-up phase. Moreover, by being
transparent about the open-ended nature of theinitiative and itsreliance on direction from the
neighbourhood itself, residents were given the space to gradually take ownership of the
process. Inorder to alow such ownership to develop, it wasimportant that ANC project
teams bewilling not to rush ahead but wait for residents themselvesto push forward the
process.

Work throughlocals: Inall sites, relationship building invol ved engaging residents as
members of the project staff team or ascommunity animators and researchers. Resident
participants brought with them an established knowl edge of the community and existing
relationships. They wereinstrumental in helping to bridge the gap between ANC and the
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neighbourhoods. Sitessought out leadersand ‘ connectors' within the neighbourhoodswho
could help shape and implement the local organizing effort.

e Investin capacity building throughout: Involving residents as organizers, animatorsand
researcherswas part of abroader effort to support neighbourhood capacity building
throughout the devel opment process. Varioussites provided training sessionsfor residentsto
enabletheir participation in specific aspectsof theinitiative (e.g., community animation, small
group facilitation, community surveys) but also to transfer skillsrequired for thelonger-term
process of neighbourhood revitalization.

e Build capacity of local organizationsto engage in community development: Not all
community agencies have acommunity development orientation or personnel with appropriate
skills. Structures such asthe United Way can strengthen the neighbourhood process by
hel ping local agenciesto build capacity inthisarea.

e Hear the soft voices. Sitesalso recognized the need to beinclusivein their engagement
process and to make special effortsto hear the voices of young people and various cultural
and language groupsthat are not usually heard. Inlarger neighbourhoods, it was necessary to
conceivethiseffort asastaged processto gradually reach awider and wider set of
nei ghbourhood residents.

e Valueinformal connections: A number of sitesemphasized the value of informal relation-
shipsand conversationsin addition to formal meetings and processes. In part, informal
connectionsinvolve more personal exchangesthat build relationshipsof trust. In part, these
connectionsfacilitate involvement of peoplewho may be uncomfortablewith moreformal
eventsor procedures. Inaddition, informal connections can be helpful for exploring
arrangementsthat may involve adjustmentsin therolesof, or relationsamong, more formal
structures.

e Showtangibleresultsearly: Sitesgenerally agreed on the importance of achieving some
tangibleresultsearly in the processin part to indicate progress to sponsors but more so to
verify for neighbourhood residentsthe practical value of theinitiative. Early resultstook
different formsin different sites. 1n some cases, project managers helped residents make links
to existing services asaway to address specific needs mentioned during initial information
gathering activities. Sitesalso drew upon the Nationa Film Board'sinvol vement to sponsor
youth video training projects. Training eventsfor community animatorsand researchersaswell
as'legacy documents' based on the community profiles devel oped during the project were
alsoidentified astangible signsof progress.

e Anticipateturbulence along the way: Changeisstressful. It can open up issuesand
relationshi ps around which residents have different perspectives. It may also expose
differencesin approaches among the various agenciesworking to address neighbourhood
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concerns. Whiledifficult and challenging, such strainsare often apositiveindication that
important issues are being addressed. The point isnot to avoid tensions but to find productive
ways of responding to them when they do arise. Conflict may, infact, be asource of
innovation.

importance of resident involvement

Finally, emerging from the experience of ANC’slocal sites has been astronger appreciation
of thewaysinwhichresident participationiscritical to the neighbourhood devel opment process
including:

e Local knowledge: Local people have an intimate knowledge of their community, the assets
possessed by residents and the challengesthey face. They also possess ‘tacit’ or informal
knowledge about how their community worksand are therefore in a position to determine how
best to make things happen. Moreover, asthe recipients of programs and services, residents
know whether and how these supports are working for them: Arethese addressing their
needs? Can these supports be accessed when required and in appropriate combinations?
Where arethe gapsin existing arrangements?

e Leadership development: Active participation in the development processisessential for
building local leadership that can sustain therevitalization processfor thelong term. Local
sites have engaged both established and new leaders, and have created opportunitiesfor
leadership skillsto be exercised and deepened.

e Social capital: Broad-based resident involvement isneeded to build the social capital
(networks, norms and trust) that enable peopleto work together to solve problemsand realize
opportunities. Inall sites, linking residents with common backgrounds and interests has been
important. 1nsome cases, building bridgesamong different groups(e.g., various cultural and
language groups; recent and established residents) hasbeen critical for creating more cohesive
communities.

e Networks: Resident involvement isalso important becauselocal networks can play ahelpful
rolein spreading information about desirable opportunities. Word of mouth about ANC has
aready helped to engageresidentsin the process. Asspecificinitiativesbegintodevelop,itis
likely that such informal communicationwill becritical for reaching prospective participants
and contributors.

¢ Caollectivevoice: Finaly, resident engagement and mobilization are required because wider
systems, including government, often need to hear about desired changesthrough astrong
collective voicefrom the neighbourhood. Moreover, itislocal residentswho are most likely to
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maintain a consi stent focus on neighbourhood issues and concerns. An organized base of
residentsis needed to maintain the attention of support structures on neighbourhood concerns
over thelong term.

Supporting neighbourhood revitalization

Whilework on the ground in neighbourhoods representsthe core of the revitalization process,
neighbourhoods do not possessall of the levers or resources needed to realizetheir goals. Supportis
required from various organizations and institutions, including the federal government. A major
purpose of ANC has been to consider how these structures might adjust their operationsto best
enable neighbourhood revitalization.

Through research and discussion inthe ANC Policy Dialogue, three broad measureswere
identified for improving connections between neighbourhoods and existing ‘ systems of support’:

e  Strengthening community voice and involvement

¢ Enhancing the responsiveness of government and other support structures

¢ Building bridgesthat enable government/community collaboration on an ongoing basis
[Goetz and Gaventa 2001].

Reflecting on the ANC experienceto date, residentsfrom various sites highlighted the value of
therelationshipsthat they were beginning to build with various structures participating in theANC
process. Inthewordsof oneresident: “It feelslikethe federal government isreaching down and
touchingme...and | likeit!” Othersnoted theimportance of devel oping aconnection between their
neighbourhoods and the United Way movement, locally and nationally. Still othersappreciated
contributionsfrom ANC’s national partners such asthe National Film Board's use of video asatool
for community development, coaching from Tamarack and Caledon’s effortsto raise the profile of
neighbourhood revitalizationin public policy circlesand support local involvement in policy
development. Finally, inall sites, supportive links have begun to devel op with organizationsand
institutions not formally part of ANC (e.g., universities, municipal governmentsand avariety of
community and government agencies).

Those structures seeking to assi st neighbourhood initiatives, notably the United Way, its
national partnersand thefederal government, have been challenged to re-think their relationship to
neighbourhoods. Important essons have been learned. Thefollowing sectionswill focus primarily on
therolesof the United Way and thefederal government.
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United Way: a facilitation and bridging role

Through ANC, the United Way of Canada and United Waysin thefive sites have been
exploring their emerging mission ascommunity builders. Long known for itsroleasafunder of
community services, the United Way movement adopted anew mission statement in 2003: “ To
improvelivesand build community by engaging individual sand mobilizing collective action.”

Theimpetus behind this change was ageneral recognition that no level of fundraising and
allocationswould be adequate for tackling the kinds of challenges communitiesarefacing. Other
strategieswere needed to generate innovative solutions and coordinate the efforts of diverse partners.
Givenitslocal and national profile, and itsrel ationships with the private, voluntary and public sectors,
the United Way movement wasideally positioned to convene partners around the goal of building
strong, healthy communities.

ANC has provided an opportunity for the United Way of Canadato coordinate partnerships
on apan-Canadian basisand for local United Waysto test community-building ideasin the context of
neighbourhood revitalization. Theinitiative aso offered aunique opportunity for national and local
United Way organizationsto collaboratein an action learning process. Together with Tamarack,
Caledon and the National Film Board, the United Way has sought both to facilitate the neighbourhood
process and bridge the gap that too often exists between local residents and wider systems of support,
including thefederal government.

K ey observations about these effortsinclude:
engaging as partnersand co-learners

Vital to the participation of the United Way and other national partners hasbeen awillingness
to engage with neighbourhoods not as funders or service providersbut as partners and co-learners.
Thiscommitment allowed priority to be given to thereality of neighbourhoods and for support
structuresto consider how they might need to adjust their own outlooks and operations accordingly.

Throughout theinitiative, United Way organizationslocally and nationally created opportunities
for the ANC experienceto be shared widely with their respective Board and staff members. United
Way boards participated in decision-making about theinitiative from the outset, received updates asit
proceeded and reflected on theimplicationsfor the ongoing work of their organizations. Members of
thelocal ANC project teams participated in United Way staff meetings and retreats, and contributed
to strategi ¢ thinking about the United Way’s community building role. Whileall local United Ways
treated ANC asalearning experience, some created specific structuresto support that effort. For
example, the United Way of Thunder Bay established a project steering committee that included
participation from both United Way staff and experienced local community developers.
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Asaresult of thislearning-oriented engagement, both local and national United Way
organizations have degpened their understanding of community building and have begun to make
changesin their operationsand structures. For instance, recognizing an ethical obligationto
neighbourhood residentswho had becomeinvolved in theinitiative, the United Way of Halifax Region
determined to make afive-year commitment to neighbourhood revitalization. It also began re-thinking
how it structuresitsfunding for community building purposes. Considerationisbeing givento
establishing ‘ neighbourhood accounts’ which would link allocationsdirectly to the goals of
neighbourhoodsthemselvesrather than indirectly through the goal s of community agencies.

Another exampleisthe United Way of the Lower Mainland’s shift over the course of the
initiative from seeing ANC as astand-alone project to identifying it as avehicle for meeting its
mission. ThisUnited Way also moved from seeing ANC as something that staff membersfrom
various departments should support if their workload permitted to simply being part of their
workload. Tofacilitatethisinvolvement, it isconsidering creating a‘ cross-department team’ to
support ANC’swork. Staff membersfrom Communicationsand Marketing, Agency Relationsand
Allocations, and Research and Planning would be recruited to assist ANC and to bring lessonsfrom
ANC back to their departments.

Other national partners haveidentified similar adjustmentsin the nature or focus of their work
based on their ANC experience. For example, the National Film Board hasrecognized the need to
re-learn how it usesfilm to support community development by taking more direction from
neighbourhoodsthemselves. Initspolicy work, the Caledon Institute recognized the need to focus
more attention on therole of local communitiesin the policy development process.

Such shiftsindicate the practical importance of support structuresthat are committed to
working in partnership with neighbourhoods and prepared to learn and change through this
involvement.

risks and opportunities

United Ways recogni zed both risks and opportunities associated with the shift to acommunity-
building role and neighbourhood revitalization, in particular. Whilelocal United Ways had either
previous experiencein community building or growing interest in thisapproach, some had little
involvement with neighbourhood revitalization specifically. Therisk of theunknownwasaconcernin
itself. Therewerea so potential implicationsfor relationshipswith community agenciesand with
donors.

Ingeneral, participation in ANC served to raise the profile of local United Ways and position
them assignificant playersin neighbourhood issues. Their involvement also hel ped to strengthen their
role as convenors of local collaborations. 1n some cases, the partnershipsbuilt through ANC
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generated ‘ripple effects.” New partners became contributorsto other work in which the United Way
wasactive.

Moreover, local United Waysfound that both community agencies and donorswelcomed their
involvement in neighbourhood revitalization. Community agencieswere supportive of the United
Way'’s participation and saw it as complementary to their own effortsto addressissues of concern to
neighbourhoods. Donorsalso responded favourably. The United Way of Greater Toronto, for
instance, found that many donorswere keen to support the work in neighbourhoods because they
perceived that it brought them closer to addressing key issues of concernto local people. A
concerted effort has devel oped to link donorsto aspects of the neighbourhood revitalization effort.

Notwithstanding these positive devel opments, neighbourhood revitalization al so proved to
haveitschallenges. Asmight be expected, theinitiatives sometimes exposed divergent perspectives
and prioritiesamong participants, both within the neighbourhoods and among thosein the * system of
support.” In Regina, for instance, the United Way and the Reginalnner City Partnership Program
struggled to find acommon path with respect to the nature and level of resident involvement in the
revitalization process. Such tensionsare aninevitable aspect of the change process but nevertheless
require substantial investments of time, attention and |eadership skillsto address.

Tensionsaround the extent of resident involvement may also reveal underlying differences
between community devel opment processes and more conventional approachesto government and
politics. Morethan one ANC site perceived that theidea of substantial resident participationin
shaping government policies and programs met with substantial resistance from some elected and non-
elected officials. Ontheonehand, officialsmay perceivethat itisultimately their responsibility to
develop policiesand programs, with residents simply being consulted for their ideas along the way.
They may also be concerned about whether any one specific community group representsthe
perspective of all local residents, in which case government officialsmay play anecessary role, taking
into account awider range of local interests.

Onthe other hand, at least in the case of someindividuals, theissue may involveamore
fundamental clash between approachesto governance and politicsintermsof ‘ power over’ rather
than ‘ power with.” Whereas the community devel opment perspective being used in ANC seeksto
strengthen voice and involvement of residentsin shaping neighbourhood affairs, partisan politicsand
top-down modes of government may be at oddswith such inclusive processes. SomeANC
participants have wondered about the extent of culture change required for more participatory
governance to be embraced and supported.

Finally, neighbourhood revitalization posed new challengesin another areaof growing interest
for United Waysand their donors—i.e., measuring impact. ANC’sattention to developing a
‘neighourhood vitality index’ hastherefore been of great interest to both local United Ways and
federal government partners.
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bridging

Assupport structures, acritical role that emerged for the United Way both locally and
nationally involved closing the gap between grassroots devel opment effortsand formal institutions, not
least of all funders.

Atthelocal level, ANC project teams sought to engage formal organizations, including
government agencies, inthe overall process. At the sametime, they cautioned these support
structuresto hold back from initiating programs and servicesin the neighbourhoods until residentshad
sufficient timeto determinetheir own prioritiesand objectives. Thiswasparticularly the case, for
instance, in Surrey wherethe United Way of the Lower Mainland engaged community and government
agencies as partnersin the neighbourhood sel ection processitself. Such agencieswere encouraged to
continuefollowing the process while neighbourhood residents became invol ved and gradually
determined theissuesthey wished to address. In Halifax, the ANC project team used the allocation
of fundsfrom the ANC Project Pool (financing availableto support initial neighbourhood projects) as
an opportunity to encourage partnerships between local residents and community agencies. It was
stipul ated that proposals either had to beinitiated by neighbourhood residents or have the backing of
at least five members of the neighbourhood. Asaresult, local United Ways helped build closer,
ongoing rel ations between neighbourhoods and their systems of support.

At the national level, the United Way of Canadaaong with other national partnersworked to
align thethinking of government sponsorsand local siteswith respect to anticipated outcomesfrom
ANC'sfirst phase. Although all partnersaffirmed the focus on community capacity building and
recognized that 15 monthswastoo limited both to build community involvement and reali ze substantial
programmatic results (e.g., housing, employment, community safety, health or literacy), government
partners continued to feel institutional pressuresto show the link between community devel opment
process and the specific mandates of their respective organizations. The United Way worked with
these partnersto devel op contribution agreements that recognized ANC’s community building
approach and subsequently to create aneighbourhood vitality index that would makeit easier to link
process and outcomesin ongoing neighbourhood initiatives.

coordinating overall partnership

United Way of Canadaalso held responsibility for coordinating the complex set of
partnershipsinvolved inANC overall.

Given the short timeframe of theinitiative, therewaslimited opportunity to develop afully
integrated ‘ theory of change’ to support the collective effort of all partners. Many aspects of the
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initiative were undertaken concurrently: building relationships and implementing diversefacets of the
project; designing research and documenting thework in progress; planning, analyzing and integrating
astheinitiative unfolded.

Whether at the national or local level, extensive partnershipstaketimeto develop. Even when
thereis substantial shared understanding about the work at hand, weaving the practical e ementsof the
work together in astreamlined and mutually supportive way can bedifficult. It often takesseveral
iterations, and then considerable ongoing effort, to align the various aspects of suchinitiatives.
Significant resources are required to enable such collaborationsto work.

In some respects, thisisthe nature of collaborative action research. On the other hand, such
initiatives, especially when dealing with complex issues such as neighbourhood revitali zation, often
take place over alonger time period than was availablein ANC’sfirst phase. INnANC, what might
have been an impossibl e situation was made tolerabl e by the efforts of the National Project Officeand
the substantial experience brought to theinitiative by all partners. Not all collaborations can be
expected to progress at asimilar pace.

Onthe basis of theresearch, dialogue, action and reflection undertaken over the course of the
initiative, amoreintegrated theory of change has now been developed. Thistheory of changewill
help ‘wiretogether’ thework of partners. It morefully articulates the thinking behind thelocal and
national dimensionsof theinitiative, and the rel ationship between them. It providesareference point
for building the ongoing learning agenda. 1t focusesthe research and evaluation processaround a
morefully developed set of outcome measures.

federal government: key element in the * system of support’

Asnoted, ANC participants strongly affirmed the basic direction thefederal government setin
pursuing thisinitiative, particularly its support for resident engagement, community capacity building
and collaboration across government organi zations and with non-governmental partners. Moreover,
the efforts of government officialsinvolved in designing and implementing theinitiative were considered

exemplary.

At the sametime, there were concerns from the outset about the mismatch between the short-
term nature of the government’sfunding commitment and the long-term nature of neighbourhood
revitalization, and about theinstitutional capacity of government to operate outsidethe‘silos’ of its
respective organizations. Like United Waysand other support structures, significant changesin
culture and operations are needed if the approaches being explored in ANC areto survive outside the
‘hothouse’ of an exploratory project.
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importance of policy work

Despite these concerns or because of them, participants confirmed that afocus on public
policy and therole of government wasacritical component of theinitiative:

1. Atsomepoint, issuesof concernto communitiestendtorunintoa‘policy wall.’
Appropriate shiftsin public policy areinevitably needed before progress can be made.

2. Residentsdo have astakeand aroleto play in helping to direct public fundsto the most
appropriate purposesin their neighbourhoods. Moreover, there are often insightsand
innovationsat the community level that should inform the design of public policy. Only
through someform of dia ogue between community membersand policy makerscanlocal
knowledge contribute to policy development.

3. Input fromresidentsisimportant for building support from government for neighbourhood
revitalization. Politicians, in particular, want to hear the views of citizensin addition to the
policy analysis provided by civil servantsand other policy experts.

4. Governmentiscurrently inthe process of abroad shift from arelatively top downtoa
more participatory mode of governance. Residents have aninterest in this participatory
approach to government although it will take significant effort to help createit. Infact, not
al in government support such ashift. The case continuesto be made for the value of
participatory governance, including quantitative measures of itsefficiency and
effectiveness.

It was al so observed that the significance of policy tendsto be overlooked simply because
thereisrelatively little opportunity for citizensto consider how public policiesaffect their lives. Active
engagement of policy issuesisneeded to restore appreciation for the practical importance of public
policy.

uncertainty around the policy stream

Whilethe significance of public policy for neighbourhood revitalization was recognized,
participantsidentified challenges around how to incorporate policy issuesinto the neighbourhood
development process. At the sametime, the‘messiness’ of trying to do so wasregarded positively as
asignthat work inthisareainvolves operating ‘ outsidethebox.’ It representsan opportunity to
break new ground — creating new structures and processesfor strengthening resident familiarity with
policy issuesand the policy making process, making government more flexible and responsive to
nei ghbourhood concerns and establishing mechanismsthat support this participatory, collaborative
approach to governance.
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In particular, local siteswere uncertain about how and when to tackle policy issues. Related
to this concern wasthe recognition that there were two major types of policy issuesto be addressed:
broad processissues pertaining to the waysin which governmentsinteract with neighbourhoods and
substantive policy issues pertaining to such matters as employment, education, housing, safety or
health. Most sites perceived that the processissueswererelatively remote from thelives of
neighbourhood residents and chose to focus more on specific substantive i ssuesto beidentified
through their neighbourhood visioning processes. Other siteswere eager to develop new waysfor
residentsto participatein the policy processitself. Thunder Bay, in particular, developed afocusin
thisareafrom early on and gradually established a‘ policy validation group’ as amechanism to support
aresident voice on policy issues.

During ANC’ s next phase, waysto integrate policy work into thelocal development process
itself will beafocus of attention.

supporting horizontal initiatives

While neighbourhoodstend to face challenges engaging policy issues, governmentsin turnface
challenges supporting long-term, collaborativeinitiativessuchasANC.

Although ANC’sgovernment partnerswere ableto coordinate their involvement through two
contribution agreementsrather than five and through a single eval uation and accountability plan, doing
sowasdifficult and time-consuming. It required finding waysto accommodate the different substan-
tive and technical requirements of various government organizations, and melding the operating
cultures of these organizations. Deeper changesin the procedures and cultures of thefederal
government appear to be needed in order to makeit easier to undertake horizontal collaborations.

Underlying government’seffortsat * horizontal management’ are many of the same community
building dynamicsinvolved in neighbourhood development. Aswith neighbourhoods, the short time
frame of ANC constrained the relationship building effortsthat are key to aligning activities acrossthe
various dimensions of thefederal government —i.e., different departments and agencies, nationa
headquarters, and regional or local offices. Specificissuesidentified throughtheANC initiativerange
fromtherelatively narrow to much broader questions of how government approachesthe work of
building strong neighbourhoods.

e Sronger intra-government communication: While asubstantial degree of collaboration
among government officialsfrom different organizationsand in different roleswas noteworthy
iINANC, still further effortsare required on the part of government to bring itsresources
together in support of suchinitiatives. For instance, strong support from the national offices of
government partnersdid not translate consistently into comparabl e support from regional
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offices. In some cases, regional officialswere not aware of ANC and/or did not recognizeit
asasignificant part of their work plans. Intheseinstances, it fell tolocal sitesto foster
engagement by local officials.

Additionally, whilethere was considerabl e involvement from both the policy and operations
sides of government in the design and implementation of ANC, it was observed that still closer
collaboration was needed in thefuture. Thiswas particularly the caseintermsof translating
policy concepts such as* community capacity building’ or * holistic approaches’ into measurable
formsthat could be specified in contribution agreements and tracked through evaluation
processes.

e Engaging aspartners: Critical to ANC wasthe effort to link government and neighbour-
hoodsas* partners': sharing responsibility for achieving desired goals, responsiveto their
respective needs, learning together. Such arelationship, however, requiresmoretime and
energy from government officialsthan doesthetraditional role of funder. Ashappenstoo often
inhorizontal initiatives, some government officialswere not all otted adequate timein their work
plansto participatefully intheinitiative. 1t became ademanding and, in some cases,
impossibleresponsibility to fulfill ontop of afull dateof ‘regular’ responsibilities.

e Saff turnoversand succession planning: Engaging as partners has other important
implications. For instance, partnership building requires stablerelationships. The high degree
of mobility of government officialsfrom one position and organization to another tendsto
underminethe partnership building process. Shared experiences, collective knowledge, trust
and communication are disrupted when participants change. One partial solutiontothis
problem iscareful attention to succession planning asany official ispreparing to moveto a
new position. Overlap in participation between old and new participantsisneeded in order to
smooth thetransition. Strategiesarealso required for transferring knowledge from outgoing to
incoming officials. Inmany respects, thischallengewaswell handled within ANC. It was
noted, however, that the devel opment of strategiesfor knowledge transfer was morethe
exception than therulewhen it comesto horizontal initiatives.

o  Specifying the links between community capacity building processes and the mandates of
individual government partners: In part, horizontal initiativestend to receive weak support
from the participating government organizations because of the concern about whether and
how theseinitiatives are addressing the priority mandates of each organization. Thiswasa
recurring question throughout ANC’sfirst phase. The recent work around atheory of change,
logic model and index of neighbourhood vitality isintended to hel p addressthis concern.
Overall, however, the ANC experience suggeststhat individual government organizations might
want to recast their objectivesfrom ends-in-themselvesto contributionsto an overarching
goal: building the assets of individualsand communities. The question then becomes|essabout
whether the immediate goals of individual government organizations are being served and more
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about how best those organi zations can contribute to the common goal of neighbourhood
revitalization. Asdiscussed earlier, an asset-based, resident-led approach to neighbourhood
development iseffectively aprevention strategy through which government agencies can work
together proactively to overcomerisk factorswherethey arejoined ‘ upstream’ rather than
addressing them on amore costly reactive basis as discrete problems‘ downstream.”’

e Highlevel and sustained commitment: Ultimately, horizontal initiatives addressing complex
issues need support from the highest levelsof government, including elected official's; central
agencies such as Treasury Board, Finance and the Privy Council Office; and senior civil
servants. In other jurisdictions examined as part of ANC’swork, notably the UK, anational
policy framework articul ating government’s commitment to neighbourhood revitalization and
mandating support from all relevant branches of government, has been instrumental for
advancing thework. However, such initiatives undeniably require substantial upfront invest-
ments and must be sustained over aperiod of timeto seetheir benefits. These arrangements
should not be entered into lightly; nor should they bewithdrawn from lightly either. Effective
use of government resourcesis not the only or even the main consideration here. Residents of
participating neighbourhoods deserve the due respect of partnerswho take seriously their
commitment of energy, resources and hope, and are prepared to join in that commitment.

Asone government participant observed, the activeinvolvement of government officialsin
ANC has served to create a deeper sense of accountability to all partnersin the processand
particularly to neighbourhood residents. Such engagement as partnersand co-learnersisvital to
appreciating the dynamics and potential of neighbourhood revitalization. Intheyear ahead, ANC
looksforward to theinvolvement of federal government officialsat all levelsascloser considerationis
givento establishing along-term national strategy for neighbourhood revitalization.
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