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T he Human Resource Planning and Training Matrix is a tri-level frame-

work that can help generate a Human Resource Plan for the entire

community. It can be used to design change which ensures growth and

stability for both a community and its people. The matrix pertains particularly to

economically distressed communities which require social and political develop-

ment as well as human resource and economic planning. Applied successfully over

the past decade in several native communities, it is now the basis for work

underway in South America.

The first level of the matrix - “Look” -
concerns the skills individuals need to
acquire and maintain employment: life
skills, personal management, compe-
tence, values, and beliefs. The matrix ad-
dresses the long-term social needs and
collective apathy rooted in community
and personal barriers.

The second level of the matrix,
“Learn,” comprises the expectations and
skills needed to provide services and op-
erate community-owned businesses in
isolated communities. This section of the
matrix addresses job descriptions, train-
ing, and personal career planning and
management. This section, although
probably the most important, is the one
that is most often ignored.

Despite a common assumption to the
contrary, many people lack the skills they
need to do their jobs well. Others do jobs
whose very design works against effective
service. These situations are very discour-
aging to a community’s unemployed.
When workers are insecure and frus-

trated, the incentive for others to join
them in the labor market is non-existent.
It is also bad business to have poorly
trained staff with poorly planned goals
and objectives.

Training people for well-designed po-
sitions, by contrast, increases effective-
ness in the workplace and improves job
satisfaction. 

The third component of the model,
“Do,” involves the skills required to man-
age a community. Politicians and elected
representatives are usually aware of the
issues, but may not have the management
or leadership skills to make significant
changes. To move quickly enough for po-
litical realities, yet maintain community
awareness about ideas and development,
is no easy matter. Good decisions, solid
support, and the ability to plan are keys
to economic and community develop-
ment. Leaders and politicians are enter-
ing into a more complex environment and
require updating and new skills. Commu-
nities are demanding more from their
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leaders, who have less and less time to
train. These issues are addressed by this
component of the model and require se-
rious commitment from leaders.

The matrix also examines the ele-
ments of community life at three levels.
The entry or “Buy-In-Level” addresses
why a person would or should be inter-
ested in individual career planning and
training. “Skill Development” is where
skills start to be acquired and confidence
builds. “Application”, the third level, is
where practical use of skills, based on
competency, begins.

For individuals, the desired outcome
is employment and self-sufficiency. For
First Nation employees, it is competent
skilled staff and personal satisfaction. For
the community leadership, it is political

stability and community prosperity.
This model works both as a framework

for thinking about the future and as the
actual human resource planning struc-
ture. As a diagnostic tool, it can help lead-
ers understand why some projects are not
as successful as hoped. At the point in
economic development or community
planning where social, educational, and
political training needs become a serious
barrier, this model offers solid insight into
training priorities and sequences. It of-
fers a way to start on all levels in a
co-ordinated approach to Human Re-
source Planning.

A SMALL TOWN EXAMPLE

Community-based human resource
strategies or training plans are tradition-

ally attached to a community’s social and
economic development plans. They
often include 1) skill training for pro-
posed economic ventures, 2) a life skills
program for long-term unemployed, and
3) job search and match services to help
job-seekers connect with existing oppor-
tunities.

One community in British Columbia
took this a step further. Two sources of
economic growth were on the horizon.
One was in the expansion of a new, com-
puter-operated logging and lumber mill
near the community. The second was in
tourism. A new highway had opened up
traffic, and with it, opportunity.

The community followed the matrix
model to look at the potential and the
realities associated with the existing la-
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bour market. They wanted to include all
people either immediately or in future
considerations. They started by envision-
ing where they wanted the community to
be in twenty years. They looked at the
community leaders and elected repre-
sentatives’ roles and responsibilities now
and as they related to the transition.
Training was needed for village staff, so-
cial service providers, and politicians.
Marketing and recreational positions,
which were then confined to local needs
and community events, had to be ex-
panded. New jobs were assessed and de-
signed so that young people in school (as
early as elementary school grades) could
be taught about them and begin to think
about their futures. A significant goal was
to offer young people in the town some
options and create opportunities for local
people. Many community residents
needed academic upgrading and com-
puter skills in order to run the new equip-
ment or to compete for the more
highly-paid, technical jobs. Upgrading
programs were brought in from the Col-
lege of New Caledonia. Some were tai-
lored to the unique needs of the area.
Retraining was part of the plan, and ca-
reer-counselling became a responsibility
of school staff and a social worker. Fed-
eral, provincial, and municipal funds and
technical expertise were directed at a
common set of goals. Local businesses
and industry contributed either in cash or
kind. Service clubs set their annual fund
raising goals toward complementary pro-
jects that would help attract or serve tour-
ists. Hospitality and tourism courses were
offered to staff of existing businesses to
help promote their services.

In short, the village combined its own
plans with a larger picture and made use
of all the resources around. It specified
long- and short-term goals; it made a spe-
cial effort to include everyone; it trained
people whose jobs were changing or who
needed extra help, as well as those who
had to lead the community through eco-

nomic transition. The result was that a
5-year and a 20-year plan provided the
community with a comprehensive human
resource strategy.  Here are some of the
results:
§ The political environment stayed sta-

ble and competent during a serious
economic restructuring.

§ The base industry in the community
shifted and became more technologi-
cal, but local people were in control.

§ When highway traffic increased, the
town had services, activities and mar-
keting in place to present its best,
including well-trained, “tourist-
friendly” stores, community, people,
and services.

§ The level and amount of skill develop-
ment and training increased.

§ There were several ways to participate
in training. Those who did not do well
in a school environment had a second
chance.

§ The young people who traditionally
left the community for employment,
left instead for post-secondary educa-
tion and then returned, or stayed in
the community.

§ The unemployment rate sank and the
profits of businesses and en-
trepreneurial ventures rose.

§ Several “spin offs” that no one had
counted on occurred: land values in-
creased due to European purchases;
heli-skiing was developed close to the
community; environmentalists took a
positive interest in the salmon spawn-
ing. All this brought media attention
and with it still more recognition.
Ten years later, the community is sta-

ble and although there are new economic
challenges to be faced, the model is still
a useful and practical point of reference.

LIFE SKILLS TO LEADERSHIP: A
NATIVE COMMUNITY IN ALBERTA

A more direct application of the matrix
was used by a native community just out-
side a large urban center in Alberta. Sev-
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eral years ago the social problems and lack
of employment caused the community to
do some long-range and broad-based
planning.

The balance between social needs,
economic growth, and leadership devel-
opment were a primary concern. The
community had previously done some ad
hoc projects with either life skills or Band
training as the priority. None of it had
been tied to a plan. Any economic strate-
gies that were designed seemed to fail
after a year or two. They knew that too
many people were unskilled and had
drinking or drug problems. Leaders, Band
staff, and the politicians were discour-
aged and burning out. Even if there had
been jobs, motivation was low and most
people seemed to want to stay on govern-
ment assistance. The women were par-
ticularly discouraged as there seemed
to be very little that they could do.
Relationship breakdown and violence
were common.

The following three areas represent
the assessment and thinking from this
community and was their starting point
for planning:
About Individuals

“We think that people have diffi-
culty in finding and keeping em-
ployment if they lack self-esteem
and have serious personal or social
problems. Relationships don’t
work, families break down, commu-
nication is poor and abuse of self
and others becomes a way of life for
those caught in the trap of not be-
ing able to see their own future. We
believe that you can’t help your
community if you can’t help your-
self!”

About Community Staff
“Many people have jobs that ‘just
happen.’ They weren’t planned too
well and very little training to do
them has taken place. More and
more services such as social work,
counselling, and recreation are be-

ing done by interested people. The
commitment is great, but there is a
need for formal skills/training.
Good-hearted and talented people
without support, direction, and
training will burn out and screw
up.“

About Leaders
“Real leadership is more than get-
ting elected. It’s difficult to make
the right decisions, involve the
community and keep everybody
happy. Most communities expect
economic growth right away. How-
ever, there may be other less visible
needs that must be addressed first.
Leaders have to plan ahead and cre-
ate a community vision. Short-term
projects are not long-term solutions
to deep-rooted community dys-
function. Tough decisions are
often unpopular. Even leaders
need help.

“Our community believes that Eco-
nomic Development and Quality of
Life requires community mem-
bers, staff and leaders to be compe-
tent at what they do. This means
planning, training and commit-
ment. Families, culture, and eco-
nomic growth depend on it!”
Outside expertise was brought in to

help develop a 5-year community plan for
social, economic, and human resource de-
velopment. A combination of funders
were able to provide training dollars as the
plan clearly linked individuals to the com-
munity’s development. It was much eas-
ier to discuss and receive assistance from
trainers, government, and all included
due to the comprehensive nature and
simplicity of the overview.

This long-term plan is in its fourth
year, and the results to date are very
promising. 75 people have taken life skills
training and/or academic upgrading. The
entire council are graduates! The unem-
ployment rate is reduced and several
businesses are thriving. Although social

problems continue, the awareness level
has increased. Programs for prevention
are now in the schools with First Nation
design and content. A sense of direction
has been established and successes have
been experienced.

The community is currently planning
its next five years and working in a part-
nership with a post-secondary institution,
a venture capital development company,
and two levels of government for training
funds. A particular emphasis is being
placed on developing the organizational
capacity of the community and commu-
nity leadership skills. The community is
helping to design and pilot training in
leadership issues related to native com-
munities coming under their own man-
agement. For this, they are using the
matrix model combined with a solid
communication strategy. After four
years, most people in the community
are involved in the process and there is
the beginning of optimism about the
future. �

Flo Frank has worked in the area of com-
munity and labour market development in
northwestern Canada for the past 25 years.
She is co-author of the book Human Re-
source Planning: Getting People Ready, Will-
ing, & Able to Revitalize Their Community,
and owner/manager of Focus Twenty-One
Consulting (Sylvan Lake, Alberta), a consult-
ing firm which specializes in human re-
source development.
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