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Introduction

Over the past two decades, com-

munities have begun to recog-

nize that their future need not

rest in the hands of national, provincial,

or corporate decision-makers. It lies in

the hands of their own residents. Com-

munities are taking charge of their own

futures by determining what they want

in terms of quality of life, economic de-

velopment, and social conditions—and

then by taking action to achieve these

wishes. They are beginning to create so-

lutions to issues of local development

from the “inside out” instead of import-

ing solutions from the “outside in.”

Most community economies have expe-

rienced conventional, “outside-in” devel-

opment. This usually means convincing

corporations or governments to estab-

lish an enterprise or program locally.

Since the people required to build, man-

age, or operate these new initiatives are

often not available locally, they too

have to be brought in from the outside.

As a result, few job opportunities open

up for the residents, apart from some

low-paying, low-skill, and short-term po-

sitions. This becomes most apparent

when the business or program, lacking

any real commitment to the commu-

nity, is relocated or discontinued. The lo-

cal economy, essentially unchanged,

reverts to its former state—or a worse

state, if the intervening “development”

depleted the area’s natural resources or

fostered expectations of lasting jobs.

“Inside-out” development, by contrast,

puts local people in the driver’s seat of

community growth or revitalization.

Residents assume a major say in the di-

rection, means, and pace of economic

change, so they are less subject to deci-

sions made in the interests of outsiders.

The role of the community is to foster

and assist the development of enter-

prise in order to create jobs which im-

prove the residents’ way of life and the

overall strength of the local economy.

This approach to development calls for

detailed planning on the part of commu-

nities. Planning helps communities spec-
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ify where they want to go, how they in-

tend to get there, and when. This is eas-

ier to accomplish from the “inside”

because the people concerned have

faces and names. They are you and me

and our children, our neighbours, and

future citizens.

But even community planning can be-

come resource- and capital-focused,

and do no more for revitalization than

conventional, externally driven

schemes. In communities where natural

resources are readily accessible, plan-

ning has often centered on “attracting”

capital investment and economic devel-

opment to use those resources. All the

planning brings few lasting gains in lo-

cal self-reliance and next to no improve-

ment in the quality of life. In other in-

stances, elaborate community plans for

asset acquisition and system develop-

ment have simply bogged down, trying

to accomplish too much too quickly.

Over the past few years, consequently,

planners have had to rethink the priori-

ties of community planning and eco-

nomic development. To truly work,

planning must be long-term and must in-

tegrate many aspects of the residents’

lives: housing, social services, govern-

“Outside-In” development relies heavily on
external skills, capital, & entrepreneurship to

keep the community economy aloft.

“Inside-Out”development fosters local initiatives at
a scale & of a nature that local people can sustain.

R e a d y , W i l l i n g , & A b l e
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ment, buildings, and law and order, as

well as employment; recreation, medi-

cal care, and cultural activities, as well

as investment opportunities.

People, in short, are at the very heart of

community and economic planning. No

plan is complete until it takes into ac-

count the impact that projects will have

on the lives of local people—and the im-

pact that local people will have on the

projects.

A NEW NATIONAL RESOURCE

Although natural resource development

remains central to Canada’s economic

well-being, another type of resource is

gaining recognition: “human re-

sources.” The people who inhabit a

community, their skills, attitudes, and

abilities, are themselves coming to be

considered a natural resource. Develop-

ing these resources is becoming an in-

vestment of the highest priority at the

community, provincial, and national

level.

This shift in attitude reflects the notion

that people are a community’s strong-

est and most stable resource. Communi-

ties, like corporations and governments,

put in place complex systems and struc-

tures in order to get things done. But

these systems and structures are power-

less without competent, flexible people

to run them and adapt them to chang-

ing needs.

Why talk about “Human Resources”?

Like the land, people are rugged—
but they can still wear out!

Like diamonds, people shine—
if they’re in the right setting!

Like trees, people can reach great heights—
if they’re given the chance.

To be productive & creative, people have
to be cared for, like any other resource.

I n t r o d u c t i o n
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In addition, the best systems, plans, and

even an abundance of fiscal resources

will not move a community forward

without skilled and committed individu-

als to take advantage of the situation.

Business opportunities may come and

go. Natural resources (or their value)

may fluctuate. Businesses or industries

may fold, move, or change. People, on

the other hand, tend to stay where they

are at as long as possible, and are there-

fore the most vital component in a com-

munity’s efforts to grow or recover. This

is the fundamental premise of the field

called community-based human re-

source development.

Some planners observe that the term

“human resource development” may

take away from the importance of peo-

ple. It seems to put humanity on a par

with forests, minerals, capital, and other

There’s more to community
revitalization than just building things.

R e a d y , W i l l i n g , & A b l e
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material riches. That is not the intention.

Rather, “human resources” serves as a

reminder that people cannot be taken

for granted in economic decisions.

We are aware how trees, bank ac-

counts, and machines can be wasted,

used up, and burnt out; we know how

carefully, creatively tended lands and

waters can return many times the invest-

ment made in them. The same goes for

people, only more so. To be successful

over the long term, community plan-

ning must accord to the development

of people at least as much care and con-

cern as capital and natural resources re-

ceive. Plans for economic and social

development are merely a paper exer-

cise if community members lack the de-

sire and the ability to implement those

plans. In order for community revitaliza-

tion to take place, the local people

must be ready, willing, and able!

Community revitalization is primarily a
process of building people.

I n t r o d u c t i o n
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PLANNING FOR HUMAN

RESOURCE DEVELOPMENT

It is not enough for community plan-

ning to concern itself with future prod-

ucts and services. The process must

also think through how local people will

develop the commitment and capacity

to make the products, deliver the serv-

ices, and run the ventures which create

them. All this must be translated into a

workable plan that answers several spe-

cific questions. Exactly who will do

what, and when will they do it? Have

they the necessary skills? If not, how

they will gain the skills? How will the

training be delivered and paid for?

What’s more, the planning process should

also project who will do all the work thor-

ough planning requires, and who will man-

age the plan’s implementation.

Piecemeal, ad hoc training programs to

equip people for short-term employ-

ment are a solution of the past. The re-

cord shows that “make work” and “job

creation” soak up limited training funds

without offering long-lasting, positive re-

sults. Project-based employment is no

substitute for initiatives that have been

thoroughly planned and enjoy commu-

nity support.

Nor can the efforts of a few, very com-

petent, energetic, and dedicated people

suffice over the long term, although nu-

merous communities try this route.

These leaders make the plans and get

activities going, hoping that others will

join in as things move along. Unfortu-

nately, as the effort tires and frustrates

them, no other community members

wish or are able to fill their shoes. “Burn-

out” makes it increasingly difficult to sus-

tain the development process over time.

PURPOSE OF THIS BOOK

Making the connection between hu-

man resource development and your

community’s planning is what this book

is all about. It shows how to design and

draft a human resource strategy which

will tie local economic plans to the de-

velopment of the skills and abilities of

community members. A successful hu-

man resource development strategy

needs a strong commitment to the proc-

ess, a detailed understanding of the

community, active participation of com-

munity members, and financial re-

sources. More specifically, this involves:

� understanding human resource devel-

opment and its value, and creating an

environment that encourages and

builds on individual and community

potential (chapters 1 and 2).

� undertaking an assessment of the skills

and opportunities that are in the com-

munity today and those which will be

needed by the community tomorrow

(Chapter 3).

� setting priorities and goals to respond

to the skill development gaps identified

in the needs assessment (Chapter 4).

R e a d y , W i l l i n g , & A b l e
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� developing a training plan to meet the

priorities and goals (Chapter 5).

� implementing and managing the train-

ing plan (Chapter 6).

�monitoring, and evaluating the plan

(Chapter 7).

WHO WILL BENEFIT

FROM THIS BOOK?

Community-based human resource de-

velopment is an exciting process. It

gives the community the ability to

shape its future based on its people,

their needs, and their desires. Since it in-

volves the personal growth of individu-

als and the social and cultural plans of

the community, as well as the eco-

nomic initiatives, it’s essentially “every-

one’s business.” The more people who

are involved, the better. Also, because

revitalization depends upon skilled and

capable individuals being in the right

place at the right time, no two commu-

nities’ approaches to human resource

development will be alike.

This book is written to assist a wide

range of people struggling to make

their communities better places to live

and more capable of meeting the chal-

lenges of a changing world. It is written

for communities and neighbourhoods

of all sizes, needs, and locations and for

many different players or actors on the

stage of community revitalization.

For politicians this book provides a

framework for planning, decision-mak-

ing, and setting priorities. For commu-

nity leaders it provides a method and

tools to meet community goals. Com-

munity and Band staff will find here a

process to update training. For eco-

nomic and social development staff it

provides a clear linkage between social

development and economic plans.

Community planners can use it to en-

sure where and how human resources

will be available to ensure that commu-

nity plans materialize. Funders will ap-

preciate the information here which can

contribute to more detailed and realistic

analyses of short- and long-term plan-

ning and training needs. The whole

community can use this book to pro-

mote and encourage local skill develop-

ment, employment, and long-term

sustainability based on a comprehen-

sive human resource plan.

S
haded boxes in each chapter describe
how one community, which we have cho-

sen to name “Palliser,” went about human
resource planning. The story shows how ordi-
nary people in that small place applied the
steps and techniques explained in the text to
improve their own way of life. (For a First
Nation example, see Appendix 1.) Many of
the technical terms of human resource plan-
ning are also explained in the Glossary (see
Appendix 3.)�

I n t r o d u c t i o n
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CHAPTER 1

Getting Ready to Plan

Human resource development is

the movement of individuals,

families, and communities to-

wards greater well-being in their spiri-

tual, mental, emotional, and physical

lives. It is about people growing and de-

veloping their skills, interests, and poten-

tial. Human resource planning is a

community’s way of getting organized

to make this development happen. It de-

signs a system through which residents

can enhance their well-being generally

and equip themselves with specific skills

so they can take advantage of current

or upcoming opportunities. Human re-

source planning is a way to match indi-

viduals to activities which benefit both

them and the community. It can encom-

pass many things: lifeskills, drug counsel-

ling, career planning, job skills—even

the skills required for human resource

planning and management.

Human resource planning need not be

a complex or massive undertaking. It

may be a modest affair, involving prepa-

ration for a single new store or a new

community service. It could also be a

comprehensive plan, addressing many

aspects of the way of life of a whole

town or tribal council over a generation

or more. Whatever the case, the plan-

ning should include the following steps:

1. PLANNING PREREQUISITES, or Mak-

ing sure you have enough resources

to make a start.

2. ASSESSMENT AND ANALYSIS, or Ex-

ploring the current human resource

situation and what it means.

3. DEVELOPING GOALS AND PRIORI-

TIES, or Deciding what to do and in

what order.

4. COMPLETING A TRAINING PLAN, or

Determining how to achieve your goals.

5. IMPLEMENTING AND MANAGING

THE PROCESS, or Making the plan

work and keeping it going.

8



Human Resource Planning is a 6-step process. The first step is
to ensure that you have enough resources to make a start.

C H A P T E R 1 G e t t i n g R e a d y t o P l a n
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6. EVALUATION, or Assessing perform-

ance and making improvements.

This process is no quick fix. Human re-

source planning demands a long-term

commitment. The pay-off lies in a devel-

opment process which local people be-

lieve in and devote themselves to. They

truly “own” it, because it is obviously

for them and by them, now and in the

future. The remainder of this book looks

at each of these six steps in detail.

PREREQUISITES TO PLANNING

Human resource planning can be used

to address everything from basic life

skills to leadership development and

complex job training. Regardless, it can-

not succeed in a vacuum. Certain pre-

requisites are in order if the plan is to

serve local social and economic priori-

ties and receive the active support and

participation of the residents. In the

best of situations, four conditions would

be in place, like cornerstones, for the

preparation and implementation of a hu-

man resource development plan:

1. An understanding of human resource

development and planning, and why

they are important.

2. Support and commitment to the plan-

ning process.

3. A community plan identifying where

the community wants to go and

how it’s going to get there.

4. The skills, knowledge, and resources

(sometimes called capacity) to imple-

ment the human resource develop-

ment plan.

An Understanding of Human

Resource Development & Planning

The world in which we live is changing

more rapidly than ever before, and can

be expected to continue to do so.

These changes may appear to have little

local significance. Ultimately, however,

they challenge how we lead our daily

lives. Global economic shifts affect the

competitiveness of local products and

determine the skills our children will

need—and won’t need—in the future. In

return, the advance of communications

technology and expertise enables every

hamlet, town, and neighbourhood to

measure the pulse and preferences of

larger market places. Here are some of

the major trends communities are expe-

riencing:

� The old economic base of fishing and

hunting, logging, or mining can no

longer sustain many communities. To

maintain a good quality of life they are

having to learn how to create opportu-

nities in manufacturing and tourism.

� Computers (robots, really) are increas-

inglycommon in theworkplace,butpeo-

ple still need to feel valued in their jobs

and to be recognized as individuals.

R e a d y , W i l l i n g , & A b l e
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� In some communities, there are now

far more elderly citizens relative to the

total population. In others, there are far

more children.

� Although many new job opportunities

require extensive education and skill,

the drop-out rate in schools is 30%

across Canada and higher in most na-

tive communities.

� A healthy balance of work, leisure,

learning, and home life is becoming a

priority as are wellness and personal

growth.

� Governments at all levels have less

money and have cut back their serv-

ices significantly. They are also devolv-

ing their responsibil ities to

communities.

�Welfare roles are very high. In some

areas, there are not enough skilled peo-

ple to fill vacant jobs, while in others

there are no jobs and an abundance of

people willing and able to go to work.

� Self-government and land claim agree-

ments are being finalized, and commu-

nities need skills in order to manage

their resources and implement their

plans.

This is not the first time that circum-

stances have turned local economies up-

side down. Experience shows what a

vast wastage of lives, materials, and

money results when economic pres-

sures meet no organized response in

terms of human resource development.

Those living in the community do not

benefit from local or regional economic

strategies. If there is a shortage of

skilled people locally, the strategies

themselves may falter.

Human resource planning is about or-

ganized skill building. It helps individu-

als develop and match their interests,

skills, and talents with the roles and ac-

tivities the community needs. It also en-

ables communities to plan and carry

out initiatives with the assurance of a

supply of skilled and interested partici-

pants. Like a map, it helps local people,

to find opportunities and connect to the

community’s future.

Support & Commitment

to the Planning Process

All community plans are intended to af-

fect the lives of local people. But many

plans disregard the role these people

have to play in the planning itself. As a

result, people feel that “things” are be-

ing done to them, around them, or for

them. They don’t feel they are a part of

the undertaking, and instead consider it

somebody else’s property and responsi-

bility. This becomes a real problem

when there are jobs to fill, skills to learn,

and participation needed to implement

community plans.

“Commitment” means actively doing

what is needed to make a project suc-

cessful. It is the energy that drives any

C H A P T E R 1 G e t t i n g R e a d y t o P l a n
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activity. Human resource planning re-

quires commitment and support from

those making the decisions and from

those who are likely to be affected now

and in the future by the decisions. Al-

though this may sound like everyone

(which would be the case ideally), every-

one need not be involved all the time

or at the same time. Knowing who to in-

volve and when is an important aspect

of human resource planning. Use the fol-

lowing tips as a guide to the involve-

ment and inclusion of community

members:

� Include as many people as possible all

the way through the planning process.

The more people included, the more

ideas are generated and the better

your planning is. Remember that the

very elderly and the very young play an

important role in linking the past and

the future.

� Every community has official leaders

and “silent leaders.” Silent leaders are

the natural helpers or people whose

opinions are valued. They are the ones

to whom people turn for advice or

direction. Make sure they are involved!

� Some communities have “trouble mak-

ers,” or people who don’t like any-

thing. They try to destroy ideas and

plans before they get started. It’s a

good idea to try to get those people

“on-side” and “inside” the planning.

That way their concerns can be ad-

dressed early and their energy redi-

rected toward helping the process.

� Elected officials and people in charge

of anything related to the community

plan must be aware, involved, and sup-

portive. It’s difficult to move forward

with a plan if those directly in authority

are not part of the planning.

� Because human resource develop-

ment concerns training, it is also impor-

tant to include people interested in the

learning process, and not just official or

recognized trainers. This generates en-

thusiasm for the process.

� If the planning requires outside help or

professional expertise, remember to

let the community know who the out-

siders are, why they are there, and

what they will be doing. Although out-

side expertise is often valuable, the real

“experts” about your community live

in it.

� Signs of good human resource plan-

ning are new job opportunities and

people with new skills who are well-

matched to the work that needs to be

done. Getting these results calls for

several special kinds of expertise. Peo-

ple with career planning, training, and

employment development experience

should be included in your planning

when jobs are to be defined, skill lists

drawn up, training plans drafted, and

when individuals are being trained or

matched to the opportunities.

R e a d y , W i l l i n g , & A b l e
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� Filling a role, job, or position involves

personal choice. Sometimes people

are put into duties for the wrong rea-

sons, or out of necessity. This causes

problems with both the work that has

to be done and for the person doing it.

When people are being considered for

a task, their interests, values, and skills

(or their ability to acquire the necessary

skills) should be as important as the

needs of the job. These potential em-

ployees should be involved at the train-

ing plan stage of the process.

The above tips show that every commu-

nity member—politicians, staff, kids, spe-

cialists, everyone—can play a part in the

process. See Appendix 2 for an outline

of when and how to include other peo-

ple at various stages of the planning

process.

A Community Plan

A community plan outlines the way of

life people want locally in the next 10-

20 years and how they intend to

achieve this. It is a kind of blueprint,

consisting of a vision, goals, objectives,

and specific actions to be taken. A com-

munity plan allows you to think today

about tomorrow’s needs and the re-

sources you will have to meet them.

The more detailed the community plan,

the better able you are to do the right

thing for people. The process of creat-

ing this plan is often called “strategic

planning.”

Some communities use plans like these

to guide their economic development.

Others have drawn up more compre-

hensive plans which address cultural, so-

cial, and political development as well.

Many communities have no plans at all.

Regardless of the amount of strategic

planning a community undertakes, a

great deal of human resource develop-

ment may be going on in response to

crises or the needs of the moment. To

improve their situation, residents will

often take advantage of ad hoc training

opportunities whether or not they have,

as a group, defined a vision or goals.

Without a close link to some framework

of community direction and purpose,

however, the long-term effectiveness of

training will be very limited. Trainees

are likely to be left high and dry, with

no place (locally, at any rate) to apply

their new skills.

So human resource development can

proceed without a community plan.

But keep in mind that all community

initiatives involve (to some degree) de-

veloping skills, designing jobs, filling

roles, and overall training. The value

of having a plan lies in its clarification

of future opportunities and needs and

consequently understanding the skills

needed to accomplish them. Human

resource planning can alert people to

these human resource issues and then

ensure that all the necessary training is

C H A P T E R 1 G e t t i n g R e a d y t o P l a n
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relevant, well timed, well prepared, and

well delivered.

A city councillor in Stony Plain, Alberta

summed up the importance of a com-

munity plan (and local commitment and

support) this way:

“Most community plans fail because

there was no serious commitment to

skill development or training. Skill devel-

opment without a plan is next to use-

less. Developing the plan takes

commitment and implementing the

plan takes money. Political and commu-

nity support are critical to success.”

Capacity

Capacity refers to the organizational

skills, knowledge, and expertise needed

to accomplish something. To make a

business, a training event, a plan, or

even a celebration happen, somebody

has to be able to bring the right people,

things, and dollars together at the right

time and in the right place. In a sense,

human resource development is an-

other name for the growth of a commu-

nity’s capacity. The more confident and

competent its residents, the more chal-

lenging and diverse are the initiatives a

community can handle. Human re-

source planning is a way of marshalling

Implications of Community Planning

Not Having a Plan Having a Plan

Dollars wasted on ad hoc training Co-ordinated approach to training and skill
development

No clarity about long term goals A vision of the future and direction for the present

Economic planning not connected to human
resource development

Clarity about future opportunities and resources

Too many people hired from outside the
community

More local hiring, and employment and training
opportunities

No vision of the future Community identity and sense of the future

Limited access to funders or supporters A logical overview for funders and supporters

Good jobs go to very few people Good jobs for more people

Burn-out and political instability Work shared by more people and political stability

R e a d y , W i l l i n g , & A b l e
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assets and opportunities to build local

capacity efficiently.

But “it takes money to make money,”

and the same goes for capacity: it takes

capacity to build capacity. A commu-

nity needs a certain amount of skill and

determination to draw up a human re-

source plan. Additional capacity is re-

quired to implement and manage the

schedule of training programs and

events that the plan describes. Then the

gradual, upward spiral of capacity be-

gins. The people who benefited from

the initial round of planning and train-

ing can apply their new skills to some-

thing still more demanding (and

rewarding).

Therefore, having understood human re-

source development, gained support

and completed a good community

plan, the final prerequisite for human re-

source planning is sufficient capacity to

get the process started. If this capacity

does not already exist locally, technical

assistance from outside the community

may be necessary. It is not “trainers”

that are required at this point. They

come later. What you require are peo-

ple skilled in community-based planning

and human resource development.

Look for the following ten skills and val-

ues when selecting someone:

� Knowledge of human resource devel-

opment and community development

� Understanding and commitment to

community empowerment

� Strong planning and analytical skills

�Good communication/facilitation skills

� Ability to listen, hear, and help others

become involved

� Technical understanding of training

and career planning

� Ability to develop roles, identify skills,

and understand assessment processes

� Ability to integrate a diverse range of

interest, beliefs, and needs toward a

common result

�Group process skills and the ability to

motivate and get commitment from all

types of people

� Acceptable and credible to the com-

munity, and able to work with others

The above skills are not uncommon and

can be learned, particularly by people

with past experience as community

planners, human resource developers,

employment and training consultants,

or career planning specialists. Outside

resources are available, but choose care-

fully. There has to be a good fit be-

tween the community’s needs and the

outside person’s style. It will also be im-

portant that the contractor be willing

and able to transfer their skill and knowl-

edge to a local person—to “work them-

selves out of a job,” in other words. The

checklist on the page following will help

you determine how ready your commu-

nity is in terms of the four prerequisites

for human resource planning, and certain

attitudes and values they imply.
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PALLISER COMMUNITY FUTURES COMMITTEE

I
am a member of a Community Futures Committee

(CFC) in Palliser, a small town on the prairies. I am
also a Town Councillor. Our region has five small
communities and a population of approximately
25,000 people. I have lived in this area all my life.
I got involved with the committee because it gave me
an opportunity to influence the future of my home
community and the region.

The economy of the region has depended on agricul-
ture, oil, and gas. The CFC was created five years ago
in response to the decline of all these sectors. It has
directed its energies to three areas:

� establishing a Business Development Centre

� Main Street revitalization

� projects that build community co-operation

The overall health of the economy is very poor,
however. Young people are leaving the region. It is
commonly recognized that our regional economy
needs to diversify. Interest has been expressed in
taking initiatives in several areas:

� tourism

� improved regional services to support agricul-
ture, oil, and gas

� maintaining the retail services that are cur-
rently available

Although several agencies in the region have a mandate
for economic development, they have taken little action.
Our CFC therefore decided to show some leadership in
this regard. In the last 18 months we worked hard to
identify community needs and to develop a Regional
Economic Development Strategy.�

COMMUNITY READINESS CHECKLIST

IN PLACE BEING
DEVELOPED

NOT IN
PLACE

The community understands the importance of its hu-
man resources and their employment, training, and over-
all skill development needs.

The community is committed to a process that is inclu-
sive and on-going. It has support from all the necessary
players.

The community has a common understanding of where
it wants to go and what its priorities are.

The community desires long-term approaches, not quick
fixes, and has the capacity to manage the process.
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One of its primary goals, we decided, should be to
diversify the regional economy by supporting new
business opportunities. At times it has been hard to
sustain this planning effort. Other Town Councillors
keep asking me when the committee “will start get-
ting things done.” They don’t recognize that good
planning is in itself an accomplishment.

In the last six months we have begun to implement
the strategy. “So where are the new businesses?”
people ask me. They’re right—-for all our planning,
we have little to show in terms of viable new ven-
tures. What was wrong?

At that point, a new committee member (a school
trustee, actually) pointed out that diversification is
very dependent on the skills and abilities of local
people. Skills are needed for effective entrepreneur-
ship, and skills are needed to fill the jobs which
entrepreneurs create. He called it “human resource
development,” and prepared a presentation about it
and about why we needed to think strategically about
developing the skills of people in our region.

The committee struggled with the issue. Human re-
source development makes sense to me, but I knew
the members of Town Council will groan if I told them
we are doing more planning. Other committee mem-
bers had the same concern. Finally, the committee
agreed that a human resource strategy was needed to
support our regional economic development strategy, so
long as this additional process didn’t delay some much-
needed entrepreneur training within the next 12 months.
Apparently our planning days are not over.

Getting Commitment to the Process

Having moved to complete a human resource devel-
opment strategy, committee members agreed we
should ask the organizations we represented to sup-

port our decision. The more I thought about it, the
more I understood that our regional economic plan
would not succeed if local people were not prepared
to step into the opportunities which it created. I also
suspected that my colleagues on Town Council would
be a hard sell.

In the end my presentation to Council went very well.
Some members saw that our regional plan was good.
If it could be effectively implemented, all the region’s
communities would benefit. Everyone knew people
who were out of work or had been forced to leave
the community for lack of jobs. We agreed a human
resource development strategy was worth it, if it
could help equip people with the skills needed for the
jobs that would come available.

The organizations my fellow CFC members belong to
gave our proposal a more mixed reception. Some
were positive, but many organizations took the pro-
verbial “wait and see” attitude. Eventually, however,
we decided that we had enough support to proceed,
knowing that we must continue to work at building
support as we went along.

Funny, but that was the point at which everything nearly
went off the rails. Some CFC members have what I call
“planning burnout.” When we got down to discussing
exactly who was going to do which aspect of the plan-
ning, everyone had other commitments. And apart from
the school trustee, none of us have any expertise in the
field of human resource development. Luckily, there was
a vacancy on the committee, which we agreed to fill with
someone who had skill and experience in the field. We
found a likely candidate working at the community
college, recruited her, and put her on our human resource
development sub-committee.

Having filled that gap, we had to get cracking. The
pressure was on to produce results.�
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CHAPTER 2

Training in the ‘90s

Training is often viewed simply as

a personal matter: an opportu-

nity which individuals come

across to further themselves. But train-

ing is also a very powerful and versatile

instrument that communities can use to

respond to or take advantage of the

shifts and transitions in the economy. It

is the primary means communities have

to call upon to influence human re-

source development and achieve their

goals. It offers benefits to those without

work, to employed people, to commu-

nity and organizational leaders, and to

the community as whole.

This chapter is an introduction to training

terminology and to some of the issues in

the world of training in the 1990s.

WHAT IS TRAINING?

Training is an organized and deliberate

way of acquiring information and skills.

Although there are many kinds of train-

ing, the end result is always supposed

to be greater ability, improved knowl-

edge, and the potential to do more

than before. Training is not just learning

theory from books or in a classroom. It

is also skill development, or learning

how to apply knowledge in both our

personal and professional lives. Some

examples are:

� wellness skills

� communication, upgrading, literacy,

numeracy, computer skills

� job training, technical and professional

training

� social, cultural, language skills

� leadership and professional develop-

ment

The diagram on page 19 shows the full

range of skills that can be developed, re-

fined, and expanded through training.
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TRAINING IN THE ‘90s:

SOME BASIC ISSUES

The last quarter century has delivered

shock after shock to community econo-

mies across the country. In so doing, it

has thoroughly rattled traditional ideas

of how to train, what to train, and what

to expect from training. Make sure the

training plan you draft takes full advan-

tage of what recent experience has

taught us about training and learning.

“Imbalanced” and “dynamic” are the

two features that distinguish the commu-

nity-level labour market of today. Both

features are having a heavy impact on

human resource planning and training.

Why “imbalanced”? Because in many lo-

cations there are too few people with

the right skills for the work available,

while in others, there are too many peo-

ple with skills who are unemployed.

There are also far too many people
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who are unwell and completely un-

skilled. National and provincial unem-

ployment rates do not capture the

whole picture. They don’t indicate how

many people have become discour-

aged and given up looking for work.

They are not aware, as family, friends,

and neighbours are, about all the peo-

ple who need or want jobs and aren’t

able to find them. Nor do they reflect

the issues which are so visible at the

community level: things like basic

health and wellness; and skill “mis-

matches” which land people in jobs

which do not suit them.

Many people are confused about their

personal future and where they fit in

the future of their community. Techno-

logical advance has wiped out the eco-

nomic security of many communities.

While bringing many benefits, new tech-

nology has isolated people and commu-

nities who haven’t the skills, knowledge,

or machinery to participate.

Nowadays it is difficult to find a job or

business that offers a secure future. Peo-

ple can expect to change occupation

several times in their lifetimes. Labour

market imbalances have become a way

of life which communities themselves

are having to correct.

The labour market is also remarkably

“dynamic.” New occupations are emerg-

ing and the skills and knowledge re-

quired for old ones are changing

Every job involves a lot of human resource development . . .
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dramatically. Who would have thought

25 years ago that timber sawyers and

typesetters alike would be white-collar

workers whose main tool is a com-

puter? Who would have thought re-

mote villages would be looking for

business managers with experience in

“adventure” or “ecotourism”?

Many new occupations even blend the

responsibilities of several traditional

jobs. One northern community has com-

bined all the work once performed by

an employment counsellor, a social serv-

ices worker, and a community health

worker under one job description. The

new workers are counsellors who work

with the whole person in matters of fam-

ily, health, education, employment, and

social needs.

This situation has pulled the rug out

from under the approaches taken to

economic development and training at

the community level in the 1970s and

1980s. The days of “make work” and

“job creation” are over, and with them

have gone the abrupt, disconnected,

and discontinuous training programs

that were supposed to support them.

Evaluations of those government train-

ing and employment programs and

funding initiatives indicate that they

failed to address four essential demands:

� the need for sustainable employment

opportunities for local people

� the need for on-going learning, not

brief training sessions

� the linkage between social develop-

ment and economic growth

� the need to plan for human resource

development over the long term (10-

25 years)

Meeting these demands in today’s la-

bour market requires training programs

which differ entirely from their predeces-

sors in terms of design, content, and de-

livery. Programs have to keep up with,

or better still, to anticipate economic re-

structuring.

That means much more than just chang-

ing a course outline to add some new

skills and responsibilities. It means rec-

ognizing that new technology and new

ideas about the way people learn have

revolutionized the whole field of human

resource development, including the re-

lationship between trainer and trainee.

Training is becoming less structured. Es-

pecially with the advent of televised

and computerized training materials,

participants can play a far greater role

in determining when, how, and at what

pace they master the different parts of a

curriculum. Electronic media have

made training far more flexible and ef-

fective than many participants—and

many trainers—realize.
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In a similar vein, participants are now

given far more responsibility for training

themselves and one another. In the de-

velopment of skills for managing or help-

ing people, it is assumed that

participants bring a lot of experience

and learning to the program. They have

much to teach each other. They are not

“empty vessels” to be filled with knowl-

edge by the trainer. Rather, the effective

trainer assists them as they apply new con-

cepts to past experience and reconsider

old understandings or confusion.

In addition, we are beginning to recog-

nize that people’s values, interests, and

beliefs are as important to their training

as their skills, knowledge, and abilities.

Trainers, like many others, now have to

understand that development and learn-

ing must respond to the whole person

to be effective.

Personalized career planning is one of

the results of this insight. People are

confused about what they should or

could choose to do for work. They

aren’t sure what skills they have, how to

go about acquiring new ones if they

need them or what types of job oppor-

tunities will exist in the future. Personal-

ized career planning enables individuals

to assess their knowledge, skills, and abili-

ties and develop a plan for entering a line

of work that is meaningful to them.

In summary, people are expecting

much more from training than they

used to, and it is well they do so. There

is no need to accept old ideas about

what can be done for whom. Training is

accessible for practically anyone in any

skill that the ever-changing labour mar-

ket may demand.

In this world of cutbacks and downsiz-

ing, in which “lean and mean” are admi-

rable characteristics for an organization

to have, individuals, communities, com-

panies, and governments should only in-

vest in training that makes sense to

them and yields significant and measur-

able benefits.

C
arefully prepared training strategies and
competent delivery can yield many bene-

fits, among them:

� increased awareness

� greater capacity

� more job opportunities and more people
who can fill them

� greater entrepreneurial activity

� improved community services

� reduced dependency on government sup-
port

� more innovation

� stronger leadership and governance skills

� greater financial rewards

Don’t settle for anything less!�
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COMMUNITY FEEDBACK ON TRAINING IN CANADA, 1993

At recent community town hall meetings on adult learning and training, the following key points were
made that seem to capture the training environment of the 1990s.

� Communities want and need to take more control of their local training and its connection to
jobs now and in the future.

� Government needs to listen more closely to the communities and provide information about
good trainers, types of training available, and sources of funding.

� Training and re-training is a necessity for most adults, and includes coping with change, well-
ness, and health and leisure skills in addition to such basics as academic upgrading, job skills,
or computer skills.

� Every dollar spent on training is a savings on the cost of not doing it. It costs too much in hu-
man and financial terms when there are people who can’t participate fully in society.

� People learn in different ways, and it’s time to teach in different ways, at different times, and
in different places than has been the practice in the past. Education and learning should not
be just for children and for the rich; it should be for everyone.

� Our skills are our future—-they need to be developed, managed, and invested in, just as we
invest in other economic ventures.

� There needs to be more information and sharing about what’s available for training and how
to get it. This is a full-time job and no one knows for sure who to contact. It is probably every-
one’s job to find out—-but it’s getting critical now.

� Education and training are a valuable commodity. The market place is very exciting because it
is not just colleges and universities that are providing meaningful training. Some of it is mak-
ing its way into very remote and isolated communities.

� We are doing things very quickly these days. To do more, we have to learn more. It’s hard to keep
up—-but technology may help us all communicate more freely and learn from each other.�
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THE TRAINING TOOL CHEST

As you begin to consult experts and ex-

plore options for a training plan, you

will be exposed to a host of ideas and

terms which may be very foreign to

you. To implement your training plan

(and possibly in the course of writing it)

you become consumers of training serv-

ices. To ensure that you obtain the re-

sults you want, be an informed

consumer.

People can acquire skills in a variety of

ways. They learn by example, by trial

and error, from instructors, and from

audio-visual or print materials, to name

just a few “learning styles.” As each indi-

vidual usually prefers certain learning

styles over others, a training event that

is really effective for one person may

only be satisfactory for another.

On the other hand, skills and knowl-

edge can be offered or delivered in a va-

riety of ways, too. Some of these

“delivery styles” work more effectively

for some subjects than they do for oth-

ers. There is a lot more room for discus-

sion when a trainer presents the topic

“Running a Household” than there is

when the presentation concerns “Run-

ning a Chainsaw,” for example.

When designing and selecting training

programs, planners must consider both

the individual’s or group’s preferred

method of learning, and the best or pref-

erable way to deliver the subject matter.

The following is an overview of com-

mon styles of training delivery. They dif-

fer primarily in terms of who is

responsible for organizing, supervising,

and assessing the learning. The name of

this agent is featured in italics in each

definition. Although some of these

styles may be hard to arrange without

outside assistance, many are available

locally. (Note: a glossary of additional

terms relating to human resource devel-

opment is found in Appendix 3.)

Apprenticeship: an experienced, certi-

fied tradesperson (e.g. mechanic, carpen-

ter, chef, computer technician) instructs

and demonstrates his/her skills to one

or two assistants in the course of a

working day. There is usually short, in-

school theory sessions.

Correspondence: an institution, like a

college or university, provides instruc-

tion at a considerable distance from the

learner. (It is sometimes called “distance

education.”) Correspondence courses

are very common and relatively inexpen-

sive, but also have high drop-out rates.

Includes such means as audio-telecon-

ferencing, video-tapes, television, com-

puter, and audio-tapes.

Elders Teaching: the traditional form of

education among First Nations. Commu-

nity Elders offer guidance and instruc-

tion in the format and time frame they

set.
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Formal Classroom: a certified instructor

(e.g., teacher, professor) leads a group

of students through a very structured

course of study in a room set aside for

that purpose. Successful students gener-

ally receive a formal credit or other rec-

ognition of the learning that has taken

place.

Guided Leadership: highly-skilled advi-

sors are hired to work directly with the

leaders of an organization or commu-

nity. The advisors provide feedback,

clarification, and explanation based on

their experience and knowledge.

Individualized Learning (Individual Edu-

cational Plans): training or career consult-

ants tailor learning activities to meet the

specific needs of an individual. This can

accelerate training, but requires consid-

erable initial work in the assessment of

the individual and the development of

the plan.

Internship: similar to apprenticeship,

but for white-collar occupations. The

learner, or intern, is matched with an ex-

perienced and qualified specialist who

instructs and demonstrates her profes-

sion on the job. The specialist should

“work his/her way out of a job,” by

gradually transferring more and more re-

sponsibility and authority to the intern.

Short-term, less serious internships for

“junior trainees” have been highly suc-

cessful at exposing youth to the way of

things in government, work, and business.

Key to community revitalization is the revitalization of people: finding ways for them to heal,
to help themselves, & to support one another. It is like building the parts of a human pyramid.

Another name for this process is human resource development.
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On-the-Job Training (OTJ): an advisor is

hired (or a current employee is as-

signed) to instruct someone who is al-

ready functioning in a particular

position. The on-site training helps the

individual perform better while continu-

ing to work.

Peer Advocacy: colleagues and other

people with similar responsibilities learn

from one another through joint pro-

jects, sharing, advice, and problem-solv-

ing. Also includes opportunities to

support, motivate, and lobby on behalf

of others.

Role Models: less experienced people

(protégés) form relatively long-term rela-

tionships with people they admire (men-

tors) to learn a broad range of skills,

behaviours, attitudes, and actions in the

world of work, family, and personal de-

velopment.

Self-Directed Learning: students select

their own educational path, and set

their own pace and direction. Normally

requires good self-motivation and inter-

est on the part of the learner and ac-

cess to a large selection of learning ma-

terials and opportunities.

Seminars/Workshops: for short periods

of time (generally three hours to three

days) facilitators preside over a mixture

of intensive instruction and guided inter-

action on specific topics. The content,

methods, and materials (or “curricu-

lum”) are usually designed or adapted

from other sources by training consult-

ants on a fee for service or contract ba-

sis. Unless specified in the contract,

follow-up activities are not normally

available. (For more on the various

sources of curriculum, see Appendix 3.)

Training Trainers: experienced trainers

show local people how to train others

in specific areas. This can be a cost-ef-

fective way to train many people in the

future if the information and skills are

quite specific.

Work Placement: a short job assign-

ment for training participants during

which co-workers and employers help

them strengthen their skills and experi-

ence the world of work.
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THE HUMAN RESOURCE PLANNING & TRAINING MATRIX (I)

H
uman resource development is key to the suc-
cess of community revitalization. Even in small

communities, however, people may vary widely in
aptitude, skill, and readiness to learn. How is a
human resource plan to address this situation without
scattering the community’s time and energy?

The Human Resource Planning and Training Matrix
(see chart on the page following) is a good way to
diagnose needs and to design a coherent, focused
training plan which still serves a diversity of people.
It shows how training evolves toward the accomplish-
ment of both individual and community goals. By
bringing together a complete range of training events
into a single picture, the Matrix also makes training
much more easily understood by the community at large.

Understanding the Matrix

The Matrix is a very flexible tool. It can be applied
by a great variety of communities or organizations in
diverse circumstances and with very different things
in mind. It is as useful to a service organization trying
to launch a family shelter as it is to a First Nation or
town council which is undertaking a complex strategy
of community economic development. The Matrix
establishes the main ways in which human resource
development occurs and the main types of person to
plan for. Planners can then determine how each
group of people will experience the full range of
human resource development, including

� the goals each part of the plan is to achieve.

� the specific training topics and delivery styles to offer.

� the results which will indicate when the plan
has succeeded.

Conversely, if the Matrix is applied to an existing
project, it can show where certain groups of people
or certain stages of human resource development
have been neglected. In this way, it can shed light
on the things which may be hampering the project.

The Matrix Structure

The Matrix consists of nine quadrants. Horizontally,
the quadrants are grouped into three levels, “Look,”
“Learn,” and “Do,” representing three general
themes of human resource planning.

“Look” stands for training directed at fundamental
matters of values, interests, and self-esteem, without
which people have grave difficulty learning technical
skills and performing reliably in the workplace. It is
the entry point at which, before “buying in” to
human resource development, people first want to
know “what’s in it for me?” In response, people
receive assistance in improving their understanding
and management of their personal lives:

� self-concept, relationships, basic communica-
tion, goals and expectations (sometimes
known as “lifeskills“)

� decision-making, assertiveness, responsibilities
towards others (or “personal management”)

� skills, interests, and aptitudes, and vocational aspi-
rations (sometimes known as “career planning”)

The “Look” level also encompasses the treatment
and counselling required by people burdened with
experiences that may interfere with their progress:
substance abuse, sexual abuse, the breakdown of
relationships, and other trauma.�
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“Learn” refers to formal training programs which
teach people how to do the tasks related to particular
jobs: technical skills like literacy, driving, planning
and management, bookkeeping, computer use, and
machine maintenance, as well as the critical social
skills which most jobs involve, like communication.
Participants develop skills in a controlled environ-
ment, studying and practicing them with the assis-
tance or supervision from trainers, mentors, or
coaches. English as a Second Language, high school
upgrading, and job search skills are other examples
of this type of human resource development.

Finally, “Do” encompasses all the human resource
development which takes place through the actual
application of skills “in the real world.” Intensive

study and rehearsal of skills, while crucial, does not

hone them the way the actual job site does. At this

invaluable stage of human resource development,

people mix ability with experience and dedication to

produce expertise: that flexibility, efficiency, and

creativity on the job which makes the workplace run

with minimal supervision. Making sure people get this

experience, or that people with this experience also have

solid foundations at the “Look” and “Learn” levels, is

central to human resource planning.

The nine quadrants of the Matrix are also ranged

vertically into three columns, each representing a

group of community members whom the human re-

source plan should address.�
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One group comprises people who are unemployed or
underemployed—-the traditional target of training
programs. Many training programs misjudge the cus-
tomers, however,
prescr ib ing tra in-
ing in literacy and
job skills without
a d d r e s s i n g t h e
deep soc i a l and
emot iona l needs
of the trainees.

Th is approach is
likely to run afoul
o f the co l lec t i ve
a p a t h y b r o u g h t
about by the par-
t icipants’ lack of
wellness and per-
sonal ownership of
the training. Plan-
ning and training

should focus on increasing the self-esteem and moti-

vation of these individuals. Meeting these personal

needs stands to offer the community as a whole

higher rates of employment and greater stability and

self-sufficiency.

A second group to be addressed (although they are

frequently overlooked) consists of people who al-

ready have jobs. The mere fact that they work in local

businesses, administration, and other organizations

does not mean they are satisfied or effective. People

who are unhappy in their work are not just costly to

the organization, but discouraging to the commu-

nity’s unemployed. When employees are insecure

and frustrated, there is little incentive for others to

join them in the world of work.

Planners must therefore take measures to secure the
commitment of the employed to human resource
development (“Look”); to train them better for their

jobs—-or to retrain
them for jobs more
appropriate to their
abilities and wishes
(“Learn”); and to
offer them opportu-
nities on the job to
enhance their skills
(“Do”).

For the employees
concerned, the proc-
ess offers the pros-
p e c t o f g r e a t e r
competence and sat-
i s f a c t i o n i n t h e
workplace, the old
one or a new one.
The outcome for the

organization or community lies in tasks which are
executed efficiently and responsibly (which shows up
in the “bottom line”). Employment itself becomes a
thing to admire and imitate.

The third group of people is the community leader-
ship itself, which in many cases includes the human
resource planners themselves, as well as politicians,
managers, agency and board executives, and others
who take a lead role in local affairs. The planning
process, in other words, must not forget to serve the
needs of the people in charge.

No matter how accomplished and self-assured they
are, decision-makers nowadays face an increasingly
complex environment. Communities are demanding
more from their leaders, who have less and less time
to update old skills and acquire new ones.�

Increasing job satisfaction can increase
people’s motivation to get a job!
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Political representatives who are aware of local is-
sues still may lack the management or leadership
skills to act effectively, or to act while maintaining
local support. They need the opportunity to buy into
what is essentially a “culture of learning” which will
lay claim to much of the community’s time and
resources. They have to be satisfied that it can meet
their desire for greater political stability. For its part,
the community can expect to prosper socially and
economically from the actions of more aware, dedi-
cated, and skillful leadership.

An Escalator of Skill Development

In summary, the Matrix is a straightforward, graphic
way to think through a human resource plan and
make certain that it “works” for both individuals and
the community as a whole. Dependence and power-
lessness cannot be transformed into self-sufficiency

by a program here and there and a few well-paying
jobs. Thorough, comprehensive planning is required.

As the Employment Continuum (below) emphasizes,
self-sufficiency is just the last stop on an escalator
of skills, values, and attitudes that cannot function
reliably if any steps are “jumped.” Self-sufficiency is
unlikely without long-term employment, which is
unlikely barring specific job skills, which in turn were
acquired on the strength of a person’s vocational
plans, personal management, and self-esteem. From
the opposite perspective, the person who lacks life
skills and an understanding of the expectations im-
posed by the world of work is not likely to hold a job
(or not for long). In short, the development of
human resources is not an event, nor is it fixed at a
particular level. It is a process, and it can be en-
gaged, halted, or reversed, by the amount of care
and support which is invested in each of its compo-
nents. (To learn about applying the Human Resource
Planning and Training Matrix, see pp. 52-54.)�
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CHAPTER 3

Assessment & Analysis

Have you ever obtained approval

for a project, and then won-

dered who’s around and who

might be interested in doing the work

or filling the jobs it creates? All too

often, economic plans for a town or re-

gion disregard the people living there.

People can and should play a substan-

tial role in changes to their community

or to their way of life.

Communities are not a blank page

which planners mark up as the spirit

moves them. All of a community’s mem-

bers have experiences and abilities that

can help shape the future. Some peo-

ple’s skills may be out-dated or not in

keeping with changing technologies.

Others may have a lack of formal educa-

tion or be poor readers or writers.

On the other hand, many people may

have skills, attitudes and abilities that

have not been properly assessed and

are unknown or under-utilized.

Not all people see themselves in the fu-

ture picture of their community. They

may not see how their existing skills or

knowledge might play a role in upcom-

ing economic ventures. Too many peo-

ple are in paralysis due to poor

self-esteem or lifeskills. In some commu-
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nities, the idea of economic ventures

and “local hire” have long been lost

due to a shortage of people willing or

able to do the work and to a history of

filling local positions with outsiders.

Human resource planning is intended

to reduce the speculation involved in

community change and increase local

control, so that the experience is more

of a “renewal” and less of an “up-

heaval.” Human resource planning

starts where people are at. Over time, it

judiciously uses training opportunities

to strengthen their ability and will to

contribute to local economic and social

well-being. It acknowledges the commu-

nity’s history and current situation,

builds on the strengths, and reduces the

weaknesses. The groundwork for this

process is the community human re-

source assessment.

AN INVENTORY WITH

A DIFFERENCE

A human resource assessment is an in-

ventory of the community’s labour mar-

ket—both supply and demand. Unlike

most inventories, though, it does more

than just count the number of commu-

nity members, their age, sex, and educa-

tion. Human resource assessment

creates a database that is essential for

determining the training required to

meet current needs and future goals.

The assessment explores the education,

skills, and abilities of local people. It

also looks at their interest in various op-

portunities for employment, self-employ-

ment (“entrepreneurship”), or

participation in community activities.

This information will indicate who is in-

terested and available and which skills

are scarce when it comes to filling the

community’s current, emerging, and po-

tential roles. The challenge of human re-

source planning is to develop and

match the skills and interests of individu-

als with these roles. Human resource as-

sessment will permit a career match

eventually to be made for any person

on the basis of “what could be,” and

not just “what is” or “what was.”

In brief, a human resource assessment

figures out:

� the knowledge, skills, and abilities of

people living in the community, and

the current opportunities for employ-

Communities are not blank pages to paint plans
on. They are people, with many & varied skills,

interests, & aspirations.
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ment, entrepreneurship, and volunteer

activities.

� the knowledge, skills, and abilities re-

quired to fulfill the community plan,

and the employment, entrepreneurial,

and volunteer opportunities that will

unfold as the plan is carried out.

� the gaps in skills and capacity which

separate the community’s current situ-

ation from where it wants to go.

SOURCES OF HUMAN

RESOURCE INFORMATION

Assessment information can take two

forms: formal statistical data (“quantita-

tive information”) and the views and

feelings of community members (“quali-

tative information”).

Statistical information creates a factual

picture of the community. It enables

you to describe the size and age distri-

bution of the population, the economy,

available services, and other aspects of

local life in terms of numbers, averages,

percentages, etc. It is a good basis for

human resource planning. Statistics Can-

ada and other government agencies are

likely to have gathered some data

about your community.

You may also want to do a statistical sur-

vey yourself in order to get factual infor-

mation from the people themselves.

Local people are often the most accu-

rate source of information about their

own skills and abilities. Some statistics

may already have been collected as

part of the community planning process

and may only require updating or ex-

pansion.

Community surveys are also a good

way to find out people’s perceptions

about themselves and their community.

This kind of information will let you

know what people consider important

or valuable in their lives, and what sort

of changes they will support.

Whether the information to be gath-

ered is quantitative or qualitative, com-

munity surveys are a large undertaking.

It requires that resources are devoted

not only to collecting the data but also

to analyzing it. If you do undertake a

community survey it is also important to

share this information with community

members, update it regularly, and use it

as much as possible in other planning.

Keeping surveys in a file cabinet does

not make them a very cost-effective tool.

3 TYPES OF HUMAN RESOURCE

ASSESSMENT SURVEY

There are many ways to survey commu-

nity members for information. Three sur-

vey instruments that may be particularly

useful to you are provided below. The

first is a way to collect quantitative infor-

mation; the second is for qualitative;

and the third collects both.
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33



Community Profi le

A community profile, sometimes known

as a “statistical overview,” records basic

facts about a place. The main topics are:

1. Population: number of people, their

age, culture, sex, and other funda-

mentals like income, marital status,

number of people per household.

2. Business and Enterprise: number and

type of businesses, number of people

employed, wages and salaries,

number of new business starts and job

opportunities, number of business clo-

sures and related job loss.

3. Government Dependency and Sup-

port: pensions, social assistance, un-

employment insurance,

incarceration, hospitalization.

4. Community Staff:- numbers of peo-

ple, roles, location levels, growth or

reductions in the past three years in

the Band or village office, administra-

tion, government services, emer-

gency/social services, health, etc.

5. Potential/or Emerging Growth Op-

portunities: in private or public enter-

prise, social or cultural activities,

health, management.

On their own, these facts, or “data”

have limited value. A thorough analysis

of this data may bring to light informa-

tion which has important implications

for your community now and in the fu-

ture, however.

Community Assessment for

Community Information

Since human resource planning is in-

tended to address the community’s

needs for skills, it is important to know

the community’s perception of these

needs. What do members of the com-

munity think are critical issues relating

to training and employment? The “Sam-

ple Assessment for Community Informa-

tion” on the page opposite shows the

type of information you may wish to ob-

tain.

Personal Skil ls Profi le

What people actually say about them-

selves and their personal needs and

goals is very important to human re-

source assessment. Such a “personal

profile” outlines the education, employ-

ment experience, and career aspirations

of each person surveyed.

Not all individuals may wish to identify

themselves when filling out this survey.

Some may wish to keep a copy for their

own resume writing and career plan-

ning. Remember, people do not have to

identify themselves, but if they do, the

information is doubly useful. Planners

can refer to it again when employment

and training strategies are being devel-

oped.

R e a d y , W i l l i n g , & A b l e
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SAMPLE ASSESSMENT FOR COMMUNITY INFORMATION

1. In your community, would you think that few, some, many or all people need some help in the area
of personal management or lifeskills? __________

2. Do few, some, many, or all people in your community have the basic education and training they need
to do the things that need to be done for themselves or the community? __________

3. What __________% of the community (who could be employed) have jobs?

4. What is the biggest problem?
There are no jobs _____ yes _____ no
People don’t want to or are not able to work _____yes _____ no
There seems to be no potential or hope _____ yes _____ no

5. Does the community have all the services it needs _____ yes _____ no
What’s needed right away _____________________________________________

6. What percentage of the people (who do work in the community) are capable and skilled at their jobs?
_____%

7. Do community staff get on-going regular training? _____ yes _____ no
Do they know what is expected of them? _____ yes _____ no
Are they happy in their work? _____ yes _____ no

8. Do your leaders have a community plan? _____ yes _____ no. Do they communicate it well?
_____ yes _____ no

9. Where did your leaders/elected representatives learn how to manage a community, its people and re-
sources? _______________________________________________________
_____________________________________________________________

10.Do your leaders have the skills they need to do their jobs? _____ yes _____ no
Who helps them? __________________________________________________

11.Do others look to your community for ideas or help? _____ yes _____ no
Why/why not? ____________________________________________________

12.Comments:
______________________________________________________________
_____________________________________________________________

C H A P T E R 3 A s s e s s m e n t & A n a l y s i s
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Sample of a Personal Skill Profi le

Name (optional information): ______________________________________________

Address (optional information):_____________________________________________

________________________Telephone (optional information): ___________________

School/Education: ____________________________________________________

Grade Level (where) ___________________________________________________

College/University ____________________________________________________

Trades Certification ____________________________________________________

Other ____________________________________________________________

Skills and Expertise ____________________________________________________

________________________________________________________________

Areas of interest or Career Goal ____________________________________________

Can you do this now? ______ yes ______ no

What is required?_____________________________________________________

Employment history (including present) ________________________________________

________________________________________________________________

What would your “ideal” role or job be in the community? ____________________________

What training would you need to get it? _______________________________________

Current and desired income _____________ current _____________ desired

Barriers or problems related to acquiring training and/or employment: _____________________

________________________________________________________________

Other comments: _____________________________________________________

R e a d y , W i l l i n g , & A b l e
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The profile on the preceding page is an

example of the information you may

wish to collect.

HOW TO CONDUCT A

COMMUNITY SURVEY

Some communities contract outsiders

to undertake a human resource assess-

ment for them. Many communities

choose to do it on their own. They mail

each household a survey, or conduct

one by telephone. They may even col-

laborate with the local newspaper and

have the survey printed right in the lo-

cal paper. Regardless of the method, ap-

ply the following rules in order to

collect a thorough, reliable, useful pool

of data about your community:

1. Ask the right questions.

2. Ask the questions in a consistent way.

3. Take pains to collect and record data

accurately.

4. Make sure you have the capacity to

analyze and draw conclusions from

the data.

5. Store the information efficiently and

carefully, and update it regularly.

6. Involve all the people who play or

could play a role in the community’s

revitalization planning and imple-

mentation.

Human resource assessment is an inventory
of local skills, interest, aspirations, &
potential, in terms of what is in supply, &
what is (or will be) in demand.

Matching supply & demand is the
challenge of human resource planning.

C H A P T E R 3 A s s e s s m e n t & A n a l y s i s
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PALLISER CFC: ASSESSING COMMUNITY SKILLS

T
o get started on the human resource develop-
ment strategy we first needed to know two

things: one was the current “base” of skills in the
region; the other was the skill base we would need
in the future. We had a lot of data to draw upon to
determine the existing skill base. To complete our
regional economic development strategy, we had
undertaken a needs assessment. This information
showed which services and businesses people
hoped to see develop in the region. Our new com-
mittee member produced some interesting labour
market and demographic trend information from
government sources.

The most difficult part of the task was to identify
the skills and knowledge that would be needed to
carry out the regional economic strategy, and en-
able local people to benefit from it. The economic
strategy was a blessing at this point. Through it we
could describe in detail where we wanted to go and
how we intended to get there.

We hired a consultant to help us identify future
ski l l needs. It took a litt le effort to find someone
who was wil l ing to do the job for the money we
could spend. I should know—-finding a contrac-
tor was my responsibi l i ty. I cal led other commit-
t e e s a n d a s k e d t h e m f o r r e f e r r a l s . T h e y
recommended four names to me. Then we devel-
oped a terms of reference and sent it out to the
four candidates. The consultant we hired has
done a great job. I think we wil l use her services
in other parts of the planning process.

After much debate, we also agreed to supplement
our data about the current skill base by using the

newspaper. Some of us, including me, felt we

already knew plenty. The human resource subcom-

mittee, however, felt that more information was

needed first-hand from community members. One

of our committee members then managed to con-

vince all the local community newspapers to run the

survey for two weeks. Here’s some of the informa-

tion that the survey asked for:

� Name some day-to-day items or services you
usually leave town to purchase

� Do you know anyone who has moved away
from here? Do you know anyone who has
moved back? List some of the reasons they
gave for their decision.

� What are your favourite hobbies or pastimes?

Well, we have been overwhelmed with information.

At a recent committee meeting we reviewed all the

needs assessment data collected, including addi-

tional research done by our staff and consultant.

Given all the skill shortages we’ve identified, I

don’t know how we can respond. People in this

region apparently lack skills in entrepreneurship,

volunteer management, communication, conflict

management, computer operation . . . the list

seems endless. People simply aren’t prepared to

take advantage of the occupations which our eco-

nomic strategy is supposed to introduce to the

region. All I can say is, someone better organize

this stuff so it is manageable.�
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GAP ANALYSIS

Collecting information is only the first

part of a human resource assessment.

This information is of limited value if it is

not analyzed in order to determine the

gaps between “what is” (your current

human resources) and “what is

needed” (the human resources needed

to implement the community plan and

take advantage of the opportunities it

creates). For community plans to be re-

alized, these gaps must be closed by hu-

man resource development!

Some of these human resource develop-

ment gaps, or “HRD gaps” for short,

will require immediate attention. Others

can be worked on over time. This dis-

tinction will be easier to make as you

continue the human resource planning

process, setting goals and assigning pri-

orities. The first step, however, is to iden-

tify the gaps.

To conduct Gap Analysis, answer the

following questions as you review the

results of the human resource assess-

ment. The result of this analysis should be

the clarification of the range of human re-

source needs within your community.

1. What skills and abilities are required

to manage the human resource plan-

ning process?

2. What skills and abilities are needed to

carry out the goals and realize the vi-

sion presented in the community plan?

3. What are the education/skill levels in

the community? What levels are

needed to sustain the vision and goals?
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4. Does the community have the skills

needed to take advantage of employ-

ment opportunities that may emerge

over time?

5. Are there sufficient skills to maintain

the community’s current functions,

enterprises, and activities?

6. What is the rate of unemployment in

the community? What are the pri-

mary causes of this unemployment?

How can they be addressed?

7. Are the skills of community members

being used to the best advantage?

How can their skills be used more ef-

fectively?

8. Is there a shortage or surplus of skilled

people in any type of occupation?

9. Are people interested in learning in

the community? How is learning en-

couraged and supported?

The HRD gaps which become apparent

in the course of this questioning usually

reflect a lack of skills or the wrong mix

of skills within the community. As you

discover each gap, summarize it in a

sentence or two. These statements can

range from general observations to very

specific diagnoses.

For example, if 50% of community

members have less than a grade eight

education, one of the gaps might be de-

scribed as “a general lack of basic edu-

cational skills”. On the other hand, it is

possible that particular jobs are avail-

PALLISER CFC: GAP ANALYSIS

A
t the recommendation of the human re-
source subcommittee, the CFC rehired the

consultant to organize our needs assessment
information: the issues, problems, and differ-
ences (or “gaps”) between the skills we’ve got
regionally and the skills we’ll need. We re-
quired something that would tie all these gaps
together into a logical picture. She clustered
them under six main headings:

� skills for wellness

� basic skills

� entrepreneurial skill and expertise

� skills needed for diversification (espe-
cially tourism)

� development of skills to improve commu-
nity and social services

� technological training to encourage the
growth of service sector activities

The consultant then drew up a detailed list of
the particular skills which each of these catego-
ries entailed. She said these lists were very
important in drafting our training plan. By lo-
cating these six clusters on a “matrix” (see
page 49), she showed us they interrelated, and
how the work we did on each would advance
our agenda for regional diversification and re-
newal.

I think the wide range of information we col-
lected helped us to reaffirm our commitment to
human resource development. It also helped us
understand that some basic skill development
had to occur first, if new businesses were really
to make a start.�

R e a d y , W i l l i n g , & A b l e

40



able in natural resource management,

but no one is qualified to do them. A

“shortage of skills in timber cruising,

tree planting, and the operation of

heavy logging equipment” might then

be a more specific gap that you can

identify.

GAP “CLUSTERS”

As you proceed with your list of HRD

gaps, don’t be concerned if a large

number of very dissimilar gaps crop up.

Having written a statement to identify

each gap, your next step is to “cluster”

or categorize them, so that they can be

discussed in a meaningful way. Al-

though each community is different,

many face common human resource is-

sues. The following is a list of the clus-

ters of HRD gaps which communities

commonly experience. Use it to organ-

ize the gaps that you have identified.

� Basic healing and wellness skills, e.g.,

substance abuse training, parenting pro-

grams, recreation, and cultural support.

� Skills for employment readiness, e.g.,

literacy and upgrading, life manage-

ment training, job experience opportu-

nities.

� Skills necessary for political stability

and/or self-government and commu-

nity management, e.g., negotiation

skills, leadership development, com-

munity planning and management,

and public relations.

� Skills related to successful venture or

enterprise development, e.g., eco-

nomic development, board training, fi-

nancial management, and marketing.

� Skills necessary for new and emerging

occupations, e.g., environmental as-

sessment, natural resource manage-

ment, fire protection, and child and

elder welfare.

� Skills necessary for responding to tech-

nological change, e.g., computer sys-

tems, communications, and media

relation training.

� Skills needed to make the adjustments

to changes in the community and its

The human resource development gaps that
communities experience generally fall into

eight categories , or “clusters.”
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priorities, e.g., stress management and

coping with change.

� Skills needed for career planning and

employment services, e.g., matching

opportunities with interested and able

people, employment or career centres,

and human resource planning.

Finally, circulate in print the results of

the needs assessment and analysis and

hold community forums to discuss your

perceptions of local gaps in HRD. Then

clarify and modify your analysis as nec-

essary. That will give the process the

benefit of community members’ insight

and help ensure their support for the re-

sults of the next stage of the planning

process.

ON TO THE TRAINING PLAN

HRD gaps are likely to differ widely in

their scope and degree between com-

munities and between the members of

a community. In many locations, alco-

hol, drugs, family breakdown, and vio-

lence are such serious problems that

planners must address them before

scheduling any other training. When a

large number of people experience diffi-

culties of this nature, job training and

business ventures are really impeded.

The “old baggage” of personal prob-

lems needs to be addressed before mov-

ing on.

Everyone in the community may not

need this assistance, however. Many

people could be very well and have the

skills to better their own lives and help

the community. Some may want to get

better at what they are currently doing.

Others may wish to change jobs and try

something in a field that has not been

part of the community’s history or expe-

rience. All these areas require training

and skill development.

The human resource training plan is

your response to this challenging and

confusing situation. The clarification of

goals, priorities, objectives, and action

plans which the planning entails will en-

able you to build on people’s strengths

in an effective, far-reaching training

process.

U
nderstanding the nature of your commu-
nity, future trends and the local skill base

is important if your human resource plan is to
be effective. The assessment process however
has to be balanced with the availability of time
and resources. You must do the best assess-
ment you can with the resources available.”

Community Planner, B.C.

“
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CHAPTER 4

Starting the Training Plan:
Goals & Priorities

Community plans are only as use-

ful as the action they create and

the results they achieve. All

things are possible—given that the right

people with the right skills are accessi-

ble at the right time. That is where the

training plan comes in. It turns that

happy combination of ingredients

from a “coincidence” into a conscious

decision.

Once the community’s HRD gaps

have been identified and categorized,

you are ready to start organizing your

training plan. The plan will be your an-

swer to two critical questions: What

will the community do about these

gaps? In what order will it deal with

them?

The answers to the first question take

the form of “goals”: statements describ-

ing in general terms the measures you

intend to take within a certain period of

time. The goals create a framework for

the action of the people and organiza-

tions involved.
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The answers to the second question re-

flect your “priorities”: which goals re-

quire immediate attention, which

should come second or third, and the

ones which you can undertake at a later

time.

All this work requires careful thinking

and consideration. What you decide

during this stage of the human resource

planning process will shape how valu-

able time, talent, and resources are

used in the years to come. Use every

opportunity to get the public’s assis-

tance with the process. Remember that

none of your decisions are written in

stone. Circumstances and priorities will

change and you may have to rethink

which things are more important and

which are less as you proceed. Planners

must strike a balance between firm com-

mitment to a particular path of training,

and flexibility to allow room for adjust-

ments and improvements.

HOW LONG A TIME FRAME?

A training plan outlines all the training

that is needed for a particular period of

time. Unless needs are very low and

skill levels high, a 12-month plan is

rarely long enough. Training plans gener-

ally require a longer term so that one

level of human resource development

can support the next, like so many lay-

ers of rock. (See “The Employment Con-

tinuum,” p. 30.) Indeed, community

planners and government funders are

starting to insist on more comprehen-

sive, long-range training plans that are

linked or tied to some economic or

community service enterprise.

An average training plan covers the first

12-18 months in detail, and then out-

lines intentions for perhaps another two

years. When a specific economic or

community initiative is in the works, five

years may be the training plan’s time

frame. During this period there should

also be regular intervals at which the

planners evaluate the plan’s perform-

ance and make the necessary changes.

HUMAN RESOURCE GOALS

As a result of the assessment and analy-

sis process (see Chapter 2), you have

drafted several statements about gaps

in local human resource development.

You then clustered these statements

into 5-10 categories. The goals of your

training plan will essentially be re-

sponses to these clusters. Your analysis

may have identified gaps which could

be summarized as “a lack of basic heal-

ing and wellness,” for example. The

goal that responds to this cluster could

be, “To assist community members in

developing the skills and abilities they

need to become well.” If the identified

cluster was “a lack of basic educational

skills,” the goal could be, “To raise the

basic skill or educational grade level in

the community.”

Goals provide the overall direction for

human resource development activity.
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The objectives, a later step in the plan-

ning process, specify what will be done,

when, and the intended result.

SETTING PRIORITIES

Having established the parameters for

your human resource development ac-

tivity, consider the interrelationship of

the goals and the priority that each

should receive.

Since they must reflect the needs of the

community and its members, priorities

vary from community to community.

But there is a logical order in which to

rank most types of goal. Certain actions

and accomplishments can only happen

once others are complete. It is impor-

tant for human resource planners to

make sure they close the most critical

gaps first, and then build upon this

success.

People often do not appreciate how

one kind of skill serves as the founda-

tion of other kinds, or how closely

linked different skills are. Healing, well-

ness, and safety are fundamental, for ex-

ample, if individuals are to strengthen

their literacy or upgrade their high

school performance. When a person is

suffering from drug abuse, alcoholism,

family breakdown, and low self-esteem,

it is difficult to expect them to absorb

much in the way of reading, writing,

and other skills. The same is true for

whole communities. Their readiness to

undertake the improvement of aca-

demic and technical skills will depend

on their wellness, self-esteem, and will-

ingness to develop their potential.

In addition, such practical issues as fi-

nancial resources, opportunities, and

training capacity will influence exactly

what activities can proceed and how

quickly. To revisit the previous example,

if funds and facilities are readily avail-

able for upgrading a few people, but

not for a big literacy drive, it may be

wise to “strike while the iron’s hot” and

provide the upgrading. A few small suc-

cesses is often a good way to make a

start on human resource development.

It enables the planners to “get the feel”

of the process, gain credibility, and en-

courage future participation.

Not all training happens in order or in

isolation. Many programs can be going

on at the same time. Goals, after all, are

your responses to clusters of HRD gaps,

not just one deficiency. So several peo-

ple might enrole in academic upgrading

or learn specific technical skills, while

others are working on lifeskills and per-

sonal management. Some community

leaders and staff could be updating

their administrative skills while others

learn how to operate some new com-

puter software. All these training initia-

tives could be priorities and could

proceed at one time. Likewise, it is not

unusual for a person to work on acquir-

ing personal, occupational, and volun-

tary skills all at the same time.
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Take caution, however, not to over- or

under-include people in the training

process. Goals must strike a balance or

compromise between the community’s

future growth or potential, the realities

of people’s time, their interest, and fi-

nancial restrictions.

Also, too much training of one type can

be as harmful as too little. As the Matrix

emphasizes (see pp. 27-30), people

must “Learn” as well as “Look,” and

“Do” as well as “Learn,” in order to ex-

perience and manifest all the benefits of

human resource development.

The following steps outline a commu-

nity process for drafting your human re-

source goals and priorities:

1. Hold community forums to design

human resource development goals

to respond to the identified skill de-

velopment gaps. Ask for input on

which of these goals are most impor-

tant to the community.

2. Develop a draft statement of skill de-

velopment goals and ask for feed-

back on the goals.

3. Finalize your goal statement.

4. Hold public forums on priorities to

determine where the focus of the

community’s skill development ef-

forts should be placed.

5. Develop and circulate a statement

of human resource goals and priori-

ties.

MOST COMMUNITIES

CANNOT DO IT ALL

Most communities face too many HRD

gaps and do not have the resources or

capacity to respond to all of them at

one time. Although every situation is dif-

ferent, the Human Resource Develop-

ment Tree (see page opposite) depicts

how skills generally interconnect, pro-

gressing upward and outward from a

“root” of wellness for both the individ-

ual and the community as a whole:

1. Wellness/culture/citizenship

2. Basic skills, including employability

3. Governance/leadership

4. Community management skills

5. Development of future potential

If you find your resources severely lim-

ited, consider applying them first to

your “roots” and “trunk,” and leave the

rest for later.
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PALLISER CFC: WRITING GOALS

T
he needs assessment process was difficult. It
took us about four months to complete, because

we are, after all, volunteers and the committee staff
have other responsibilities to look after. (Without
the help of an outside consultant it would have taken
us a good deal longer.)

The investment soon began to pay off, though. The
clear definition of the gaps between the skills we
have and the skills we need really sped up the next
part of the planning process. The subcommittee was
quickly able to draft the “goals” of our human
resource development strategy:

� To provide community members with the skills
they need to become and remain well.

� To increase the basic skills of community members.

� To provide existing and potential entrepreneurs
with the skills they need to succeed.

� To provide community members with opportuni-
ties to develop the skills needed to support eco-
nomic diversification in the region, particularly
in the service sector.

� To provide community members with opportuni-
ties to develop the skills needed to improve
community and social services.

� To increase the opportunities for technological
training.

The Committee had no trouble agreeing to these
goals. But we did debate how and when to involve

other community members in the human resource
development planning. The key issue appeared to be
time. Everyone agreed in theory that consultation
with community members was the right thing to do.
But we were already in month five of our efforts. To
remain credible as an organization, we had to take
action very soon—-but we also had to be certain
there was broad support for whatever action we
took.

In the end, we compromised. We decided to ask the
local newspapers to print the goals and provide our
office number for community feedback. In addition,
we agreed to hold a 1-day community forum at which
interested people could discuss the goals, express
their priorities, and become more familiar with the
whole concept of human resource development. (For-
tunately, our school trustee also knows how to chair
a large meeting.)

Forty individuals attended the forum. It was a big
success. Using the Matrix (see page 49), we ex-
plained human resource development and why it was
critical to the success of the regional economic devel-
opment strategy. We presented the results of our
needs assessment and the goals that we had drafted.

The people in attendance agreed with the goals, but
many wanted more details about the training pro-
grams to be sponsored. We had to stress that we first
needed to develop priorities and then look at a
detailed training plan. We also agreed that the CFC
could not possibly carry out the training plan all on
its own. The region’s business people, educators,
government personnel, and community members
had to help bring about the skill development the
region required.�
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PALLISER CFC: SETTING PRIORITIES

A
t our next committee meeting we began to
discuss which of the goals of the human re-

source development strategy were more important
and which were less so, given our limited resources
and the need for some quick action.

Needless to say, there was a great deal of debate.
Some people felt that wellness was an individual’s
problem and should not be a priority
for community efforts.

From our work with the Matrix, how-
ever, we could see how a gap in one
area of human resource development
would affect our progress in other ar-
eas. People with a lot of troubles and
personal problems would have diffi-
culty mastering new vocations, profes-
sions, and responsibilities. One of our
members made some very moving
comments about how wellness is criti-
cal to the future of our community and
of our children. In the end we identi-
fied six goals, and ranked them in the
following order, starting with the most
important:

1. To provide members of communi-
ties in this region with the skills they need to
become and remain well.

2. To increase the basic skills of community members.

3. To provide practicing and potential entrepreneurs
with the skills they need for success.

4. To increase opportunities for technical training in
support of service sector businesses within the
region.

5. To provide opportunities to develop the skills needed
in the field of community and social services.

6. To provide opportunities to develop the skills needed
to initiate and support economic diversification.

We agreed that it was important to draw up objec-
tives and get training underway for the first three
goals. Due to the limits of our resources, however,

we figured we could not aggressively pursue the last
three for awhile. Our member from the local commu-
nity college pointed out that even if the CFC could
not sponsor training in these areas, we could lobby
other organizations to do so.

To make the project more manageable, we decided
to divide the rest of the planning work into two
phases. Phase One would examine in detail the
objectives or training options available to us for�
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Goals 1, 2, and 3. Phase Two would examine in
detail the objectives or training options available to
us for Goals 4, 5, and 6. We knew this schedule
might overlook some serious “skill gaps” occurring
in Goals 4, 5, and 6, but we had to start somewhere.
And after all our work wouldn’t be “carved in stone”;
if the plan didn’t make for good human resource
development, we’d change it.

The subcommittee to which I belonged was to com-
plete Phase One in the next two months. First we
returned to the gaps our needs assessment had
identified in people’s wellness and skills (see page
41), and decided which gaps related to Goals 1, 2,
and 3. We then divided these skill gaps into three
categories—-"critical," “developmental,” and “fu-
ture”—-and listed them beside the goal which ad-
dressed them. The lists looked like this:

GOAL #1

To provide members of communities in this
region with the skills they need to become and
remain well.

Critical Objectives

Approximately 15% of the regional population have
some type of addiction problem. A large percentage
of these people are youth.

The suicide rate among youth in our region is high.
There is a need for training in suicide prevention
among professionals and volunteers that work with
young people.

Many adults in our region lack self-esteem and self-
worth due to dependency on social assistance, drugs,
fami ly breakdown, and other personal c i rcum-
stances. There is a need to provide support and

training to these people so they can participate more
fully in their communities.

Developmental Objectives

Our teen pregnancy rate is higher than the provincial
average. Many young women are raising children on
their own and need parenting skills and support.

Many leaders (elected and non-elected) in our com-
munity are burnt out. Training is needed in the
management of time, stress, and conflict, and in
building consensus.

Future Objective

We have a great many volunteers working with
children and young adults in recreational areas.
These volunteers need help in understanding how to
support youth who are in families that are not stable
or have broken down.

GOAL #2

To increase the basic skill levels of community
members.

Critical Objectives

35% of the population has not completed grade 12.

Approximately 25% of the population depends on
either UI or social assistance. Many of the recipients
lack the life skills or the basic employment skills they
need to find work.

Developmental Objectives

Many of our 16-20 year olds do not complete high
school. They require some training alternatives.ø
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Some jobs in this region are not filled by local people
because those looking for work do not have the skills
or experience that employers are after. This particu-
larly applies to jobs in tourism, information manage-
ment, and other service sector occupations.

To improve their employability, many community
members need more technical skills, particularly in
the area of computers.

The capacity of volunteers and others to lead and
manage the regional development process needs to
be strengthened.

Future Objectives

The high school drop-out rate is approximately 22%.
We need to find ways to keep youth in school.

New occupations are emerging in waste manage-
ment and the environment. We need to ensure that
community members have the skills they need to
compete for these jobs.

GOAL #3

To provide practicing and potential entrepre-
neurs with the skills they need for success.

Critical Objectives

Many community members have the abilities and
resources for home business and other forms of
entrepreneurship, but don’t consider this a job op-
tion.

There is no entrepreneurial training programs in our
region for people who are seriously considering start-
ing a small business.

Approximately 20% of small businesses in our region
fail within 12 months. Many think this is because
these entrepreneurs have not completed thorough
business plans and do not know how to market their
goods and services.

Developmental Objectives

The regional business environment is changing rap-
idly. Small business owners, town councillors, and
others don’t know how to keep track or make sense
of this trend.

Some businesses could expand but are confused
about where and how to secure the necessary capital
and credit.

Future Objectives

In a recent survey, only 10% of high school students
responded that they would consider starting their
own businesses.

There is potential for business people in this region
to pursue global markets, yet very few business
people have considered this option.

We presented this breakdown of the skill gaps re-
lated to our three top-priority goals to the CFC for
review and discussion. Given the resources available
and the magnitude of the need, the committee asked
our subcommittee to develop training objectives in
the next 18 months for the critical and developmen-
tal areas only. In addition, it was recognized that
after these gaps were addressed we would need to
seriously re-examine our priorities before proceeding
to Goals 4 , 5, and 6.�
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APPLYING THE MATRIX TO HUMAN RESOURCE PLANNING

H
aving drawn up a list of goals and ranked them
in order of their urgency, the time may be ripe

to use the Human Resource Planning and Training
Matrix to make sure your planning covers all the
necessary bases.

On the largest piece of paper you can find, draw a
simple Matrix as you would a Tic-Tac-Toe chart. As
explained on pp. 27-30, the Matrix is essentially a
block with nine compartments. Each compartment
represents a certain group of community members
working on a certain category of skill development.

By filling in the Matrix with planning decisions and
training items, it becomes apparent if any group of
people is getting a lot of your attention, while an-
other is not. Likewise, it will show if you are concen-
trating all your resources on a particular type of
human resource development, to the neglect of oth-
ers. Some balance is required, based on your com-
munity’s needs.

Distinguishing the Main Types

of Training Customer

To start, see how the community members you are
concerned with may fall into three groups: the unem-
ployed, the employed, and leadership. By customiz-
ing and personalizing the Matrix to groups of several
dozen, several hundred, or several thousand people,
it becomes much more revealing and useful for large-
scale human resource planning. You may end up
including everyone on the community, or special
groups with common training needs.

The leaders of your community (the right-hand col-
umn) may be the “Town Council,” “Chief and Coun-

cil,” or a variety of people whom you consider local
decision-makers or influentials. Write whichever
words apply under that column of the Matrix. If your
community is very small, you may be able to write
their personal names there. (It may even be okay to
staple photos of the people under this or one of the
other columns—-anything that will help the planners
to keep living, breathing people in mind.)

The employed members of your community (the
middle column) generally refers to anybody apart
from leadership who has a job related to the commu-
nity’s growth and development. (Normally, this col-
umn does not refer to private sector employees, who
would get training through their company.) You may
also choose to make this column focus just on the
people who are to carry out the training plan: the
staff of the village council, the Community Futures
Committee, or First Nation, for example. Write their
positions or names under the middle column, or
re-label the entire column in a way that makes sense
to you (e.g., “community staff”).

Finally, among the “unemployed” (the left-hand col-
umn) you may decide to include more than people
who are out of work. There is likely to be a lot of
local people too young or too old to hold jobs—-
school children and the elderly or infirm, for exam-
ple—-all the other people whose participation in
community activities is needed. This may also be the
place for people who are “underemployed” due to
seasonal work. Write the names or other words to
describe these people under the left-hand column.

Now you have a pretty sharp idea of the clientele
your training plan is intended to assist.�
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Adding Goals

Next, return to your list of goals. For
each goal, assess who is to be offered
training, and whether that training
falls under the category of “Look,”
“Learn,” or “Do”. (Each category is
explained in detail on pages 27-29.)
Then write the goal in whichever box
(or boxes) of the Matrix it addresses.
Many may apply to more than one
box.

The result is a rough summary of your
training plan to date. You may find
that some of the Matrix boxes are
jam-packed, while others are empty.
There may be nothing wrong with a
training plan that “skips” some of the Matrix’s com-
ponents. It may simply reflect the fact that some of
your community’s needs are already being ad-
dressed. Just make sure that you, the planners, know
that something and someone is to be skipped, and
that you know the reason.

In Example 1 on this page, a Community Futures
planning subcommittee drafted no goals to address
the training needs of the organization’s staff at the
“Look” and “Learn” levels. They figured the staff
could acquire “on the job” most of the skills needed
to implement the training plan.

Skills tend to develop in “layers”; without the bot-
tom layer of fundamental ability in terms of commu-
nication, attitude, and self-esteem, the upper layers
of technical skill and on-the-job expertise may be
unreliable. (See the Employment Continuum, page
30 for more details.) Similarly, “learning by doing,”
if not carefully structured and monitored, can be a

humiliating experience for people who have no for-
mal training in a particular subject. They may feel
“thrown to the wolves,” and their errors could cost
the training process dearly in terms of both resources
and reputation.

Example 2 (see next page) is a redraft of Example
1. This time the subcommittee’s matrix has goals
displayed in all the boxes at the “Look” level, so
goals at the “Learn” level will be well supported.
They even emptied the upper boxes in order to have
sufficient resources to train everyone in the ba-
sics—-for the first phase of the plan, anyway. Al-
though their matrix may look “bottom-heavy,” their
plan is more likely to succeed.

Think long and hard before developing a plan that
takes for granted the skills and wellness of any group
of community members. People learn by example.
When they see local leaders, managers, and staff
finding the time for human resource development,ø

EXAMPLE 1
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they are far more likely to join into a
common culture of learning.

Determining Priorities

Planners have to decide not only
which actions to take, but the order
in which to take them, and the quan-
tity of resources to devote to each. To
determine the priority of human re-
source goals, two matters must be
clarified: 1) which training needs are
the most pressing? 2) which training
needs must be met in order to secure
the greatest long-term opportunities
and benefits for the community?

The Matrix and the Employment Continuum together
give some pretty strong hints about training priori-
ties. Training associated with the first level of the
Matrix, “Look,” is likely to top the list because of the
fundamental nature of the issues it addresses. Within
that category, a certain sequence of skill develop-
ment also makes sense. The skills relating to per-
sonal management and communications form the
groundwork for career planning, for example. Train-
ing plans should reflect that priority.

Local circumstances may also favour a plan that gives
one group of community members priority over the
others.

If a major economic initiative is in the works, creating
a demand for workers with a certain level and variety
of skills, training of the “unemployed” might deserve
top priority. A local supply of labour will then be
ready to go when hiring commences.

If a village or First Nation intends to computerize its
administrative systems (perhaps local responsibili-
ties have outgrown the shelves and filing cabinets),
the training of local government staff might be a high
priority. Upgrading the skills of people who already
know the work might make for a smoother transition
than hiring new staff with computer skills, but little
on-the-job experience.

If, on the other hand, land claims or self-government
agreements are on a community’s agenda, training
the leadership in negotiation, administration, and
planning might be the most urgent human resource
issues.

For more examples of the application of the Human
Resource Planning and Training Matrix, refer to the
stories of Palliser Community Futures Committee (ac-
companying each chapter), and Darfield (Appendix
1).�

EXAMPLE 2
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CHAPTER 5

Completing the Plan: Training
Objectives & Methods

Having drafted human resource

goals and determined their prior-

ity, you are set to begin work-

ing on training objectives. The

objectives will express in fairly precise

terms the steps to take to achieve each

goal: what is to be done, when, and the

resources required for the task. This

also involves ranking the objectives in

order of importance, and choosing the

styles of training delivery which you de-

cide will be effective and affordable.

The final product of all these decisions

will be your community’s training plan.

FIRST THINGS FIRST

In the best of all possible worlds, where

there is plenty of time and talent, en-

ergy and dollars, you would draw up an

objective for every HRD gap your hu-

man resource assessment uncovered.

But even in that unlikely situation, you

would have to figure out the order in

which to do everything.

To write objectives, then, your first job

is to decide which gaps require the
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most urgent action. Refer again to the

list of HRD gaps that each goal ad-

dresses. Assess the priority of these

gaps by deciding which are “critical” to

the community plan, which are “devel-

opmental,” and which are “future.”

Critical gaps involve skills without which

it will be difficult to carry out the com-

munity plan. In some communities, ba-

sic capacity-building, wellness, job skills,

leadership skills, and planning skills fall

into this category.

Developmental gaps are those which

should be addressed over the next year

or two so that community members

can support the community plan and

benefit from it. Skills in venture develop-

ment, computer systems, and resource

management are often developmental.

Future gaps are the skills required in the

long term (e.g., for emerging occupa-

tions and professions). Although impor-

tant, many future gaps cannot be

addressed until the critical and develop-

mental gaps are closed.

The rest of the planning process will en-

able you to decide systematically what

you want to do about each of these

gaps. Here is the process in a nutshell:

1. Write draft objectives for “critical” gaps.

2. Revise the list so it is affordable and

manageable.

3. Redraft and refine the revised list of

objectives.

Repeat this procedure for the develop-

mental and future gaps.

STEP 1: DRAFT THE OBJECTIVES

For each goal, you have ranked a

number of HRD gaps in order of their

importance. For the moment, only the

gaps that you consider critical will form

the basis of training objectives.

Each draft objective should rough out a

likely way to close a critical gap. It will

express the “what,” the “who,” the

“how,” and the “how much” for that

gap: the training content, training partici-

pants, the style of delivery, and the train-

ing cost. As you read about each

component, refer to the sidebar entitled

“Writing Good Objectives” (p. 62) for

examples of objectives, some of which

are well written and some of which

need more work.

WHAT are trainees to learn?

Somewhere within each HRD gap is im-

bedded a need for a certain kind of

training. If the training need is not clear,

your objective may end up delivering

the wrong goods. A gap statement

which reads, “Our youth don’t know

how to do the most basic things,” does

not say if the young people need, for ex-

ample, literacy training or lifeskills. It will

be difficult to secure public support for

a training plan which merely approxi-

mates people’s needs.
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Lack of clarity about a need may also

lead you to misjudge where it fits in the

community’s priorities. The more press-

ing the need, the more money you may

wish to spend to ensure swift, effective

action. But if you have misunderstood

the need in the first place, something

critical may drop into the developmen-

tal or future slot, and bring about a lot

of frustration and hardship. (This often

occurs with lifeskills and capacity

needs.)

Finally, investigate the obligatory stand-

ards for the roles and occupations cited

in your training plan. Some of them

may require that training graduates re-

ceive certification from a college, univer-

sity, or some other organization before

going on to practice their new skills

(e.g., social workers, teachers, doctors,

plumbers, and electricians). The same

does not apply to board members or lit-

eracy students. If certification or a di-

ploma or degree is required to fill a

need, the range of delivery styles and

trainers that you can choose from imme-

diately narrows.

Unsure about a training need? Review

your human resource assessment and

gap analysis, or ask for advice from

someone who is not so close to the situ-

ation. If that still does not clarify things,

don’t despair. You have probably made

a very significant discovery. Your difficul-

ties are a likely sign that your team has

a top-priority need to be trained in plan-

ning before it proceeds much further.

WHO will take the training?

Your HRD gaps are essentially about

people—not jobs or skills. So right from

the start be precise about the people to

whom you address this objective, your

“customers.”

The word “customers” may sound out

of place here, but it serves a purpose. It

reminds you the planners that the peo-

ple to whom you will offer training

events have the perfect right to say

“no,” as any shopper does. (In commu-

nities burdened with feelings of defeat

and despair, “no” will be a very natural

response.) You have to plan the training

to help people to say “yes” or to “buy

in”—in other words, to get them inter-

ested and keep them that way. This is

salesmanship, and the first rule of good

salesmanship is to “know your customer.”

The Human Resource Planning and

Training Matrix separates community

members into roughly three types of

training customer. Here is a brief profile

of each, and the needs and attitudes

your training objectives must address.

The Unemployed: People who have diffi-

culty finding and keeping jobs are likely

to lack self-esteem and may have seri-

ous personal or social problems. When

relationships don’t work, families break

down, and communication is poor,

abuse of self and others becomes a way

of life. Some people lose their jobs be-

cause a major industry has moved or

C H A P T E R 5 C o m p l e t i n g t h e P l a n : T r a i n i n g O b j e c t i v e s & M e t h o d s

57



changed, so they cannot perform the

kind of work they know about.

These experiences give rise to fear and

frustration. The people concerned are

caught in a trap: they focus very much

on themselves, yet cannot see a worth-

while future; nor can they make a sus-

tained effort to change things. They

can’t help the community until they can

start helping themselves!

The Employed: Many people have jobs

that “just happen.” The positions were

not planned too well. Little training is of-

fered for the tasks they are responsible

for. They value the job, but can take lit-

tle pride or interest in their work. There

are also many services, like social work,

counselling, and recreation, which get

done by people who are interested in

the work, but know little about it. Their

commitment is great, but they need

training in specific skills.

In either case, the results are predict-

able. Without direction, support, and

training, good-hearted, talented people

“coast” until their self-confidence and

enthusiasm is used up—or they burn out

and screw up!

Leaders: Real leadership involves a lot

more than getting elected. It means try-

ing to make good decisions and to em-

power the community, often in the face

of distrust, impatience, and apathy.

Most communities expect economic

growth right away, when there may be

other, less visible needs to satisfy first.

Short-term projects are not solutions to

deeply rooted community problems. Lead-

ers have to plan ahead and help to create

a community vision. Tough decisions are

often unpopular, and so are the people

who have to make them as the challenges

of community management mount and re-

sources dwindle. Even leaders need help!

Note, that all the above profiles de-

scribe adults. People over the age of 18

(some of them well over 18) are your

primary customers. Because they often

associate “education” with school

rooms and lunch kits, many adults find

training to be a big step. In taking it,

they admit that they are short of some

skills or knowledge and have to “go

back to school” to make up the differ-

ence. It may be necessary to design pro-

grams just to bridge that gap of

embarrassment and encourage people

to think in terms of lifelong learning. It’s

okay not to know everything!

As well as differing in their attitudes and

interests, people do not all learn in the

same way, even if they share the same

interests. Some can learn on their own

by reading a manual or watching a dem-

onstration. Others require the discipline

and guidance of an instructor and the

companionship of classmates. Many

people like both, at different times and

for different topics.

This issue will be central to your choice

of delivery style. One of the most com-

mon errors is to misunderstand the cus-
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tomers and make arrangements which

actually hamper their participation in a

training program. Moreover, if you try

to get people to learn something in a

way which does not suit them, you may

be setting them up for failure instead of

assisting them. Arranging a residential

training event at a college many miles

away may suit some adventurous

young people just fine. For other peo-

ple, it will be a recipe for homesickness

and dropping out.

If all this sounds complicated, remem-

ber that the key to successful training is

relevance. For adult trainees, relevance

is generally a measure of their ability to

see how they can use the skill and how

using it will personally benefit them and

their families. Accurate gap analysis, plus

the choice of a delivery style which poten-

tial participants find comfortable and sup-

portive of their learning style, will all but

ensure relevance.

Know your customer!

HOW will the training be delivered?

Having clarified who the HRD gap re-

ally concerns, figure out how to close

the gap. Deciding how a training pro-

gram to is be delivered will also clarify

where it can be delivered (school

rooms? community hall? college labs?)

and by whom (teachers? facilitators? E-

lders? tradespeople?).

There is a wide range of delivery styles

to choose from (see Chapter 2). You

may prescribe several in combination

just to achieve one goal. Be flexible.

Look at different ways to offer learning

opportunities, even if they are not some-

thing you have experienced. There is

plenty of expertise around to help you

make the match between customer and

delivery style, and to build your capac-

ity as training specialists in the process.

Most communities have more delivery

options than they imagine. Ask around

to discover how many are available,

then organize the list: determine which

ones are readily available, which will

take some effort, and which are just not

an option. Few northern communities

have a university or college near by, for

example. This does not mean that this

route is out of the question. Rather, you

have to decide if you can arrange or af-

ford distance delivery or sending peo-

ple away for training. Failing that, you

may have to consider another option al-

together, like correspondence courses

or video learning.

Be efficient and thrifty in your selection

of delivery styles, but don’t cut corners.

One style of delivery is not necessarily

as good for Skill A as it is for Skill B. Peo-

ple can acquire literacy in community

hall, classroom, or their front room with

the help of a school teacher. Lifeskills re-

quire a much more closely supervised

group process with opportunities for per-

sonal counselling. Trying to “piggyback”

two events may be a false economy.
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HOW much will it cost?

The draft objective does not call for a

formal estimate of the cost of a training.

That comes later, at Step 3. Do get a

“ballpark” figure at this point, however,

so you have a general idea of the

money involved.

Training can be expensive, but there are

ways to economize. “Share”, “Buy”,

“Build”, or “Borrow” are good words to

keep in mind when you are trying to ar-

rive at a style of delivery that suits your

pocketbook as well as content and cus-

tomer. You can “buy” a service under

the condition that local people are

shown how to provide it in the future.

You can “share” the cost of a custom-

designed event with another commu-

nity which has needs similar to yours.

After a time, many communities get

such a precise idea of what they want

and what works, that they invest in

modular learning packages and “build”

their own curriculum. This enables them

to get many of the advantages of cus-

tomized training without all the costs. Fi-

nally, if your neighbour knows

something you don’t, why not arrange

to drop in and “borrow” their insights?

Another cost may be the financial sup-

port or honoraria provided for trainees.

This can get very expensive, depending

on the number of trainees and how

much they are being offered. Many

communities share the cost with the

trainees. The community might agree to

pay for the training and the trainees put

in their time and effort.

Some federal and provincial programs

and agencies provide financial assis-

tance to organizations, trainees, or stu-

dents. Investigate what moneys are

currently available (the options change

a lot from year to year) for tuition,

trainee allowances, and specific training

events. (For more on funding, see Chap-

ter 6, p. 75.)

Here is a checklist of the items which

may contribute to the cost of a training

event. Use it to ensure you do not miss

something as you do the cost estimate

for each objective:

� initial assessment

� training development and design

� delivery

� facilities and equipment

� course materials

� trainee support

� evaluation

� travel

� trainee evaluation

STEP 2: REVISE THE LIST OF

DRAFT OBJECTIVES

Review your list of draft objectives to

decide how many of these actions your

community can afford to take in the

first twelve months. This is not only a

question of money. It is a question of

your time, energy, and capacity to man-
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age all or any of the process. If you will

need outside assistance to implement

such an endeavour, throw those costs

into the mix as well.

If all cannot be accomplished, recon-

sider some of the content and delivery

styles and re-estimate costs. If you still

cannot address all these gaps in the first

year, remove the ones relating to the

lowest priority goal(s) until you arrive at

a manageable and affordable list of criti-

cal objectives. This list, and the goals

they advance, is the rough draft of Year

One of your training plan. Don’t discard

the objectives you had to prune off.

You can probably address them in Year

Two, if they are still important.

STEP 3: COMPLETE THE

OBJECTIVES

To write the final draft of your Year

One objectives, add three more pieces

of information to each: an upgrade of

your cost estimate, the “what’s new”

(measurable signs of success), and the

“when” (the timing of this action in Year

One). Last but not least, look back over

your redrafted objective to assess its “fit-

ness.” The sidebar entitled “Writing

Good Objectives” (see next page) of-

fers an example of this process.

Now is the time to obtain formal quota-

tions from specific trainers. To help keep

costs down, shop around. Don’t be afraid

to ask for better terms once you receive

an estimate. Always question the bottom

line on a training event: is this the best

we can get for what we can afford?

For example, the cost of an upgrading

course may be minimal if the local high

school will offer a suitable program. On

the other end of the spectrum, a program

tailor-made to the community’s needs is

much more costly. Such programs involve

designing and developing the curriculum,

as well as all the costs of delivering it. (For

more on quotations and contracting out,

see Chapter 6, pp. 71-72.)

WHAT NEW situation wil l the

training bring about?

Build into each objective some indica-

tion of how you will know when it has

been reached. In other words, right

from square one be certain about what

“success” will look like. Knowing that,

you will know when you get there and

you will know which information to col-

lect along the way as proof.

For example, if your intention is “to initi-

ate an adult upgrading class for 25 stu-

dents,” you will not be certain when to

call it a success. If your objective reads

“to initiate an adult upgrading class for

25 students and have a course comple-

tion rate of 90% and a pass of 75%,”

you will know when to break out the

cake and press on to other matters. In

order to determine success, then, the in-

structor would know to keep records of

attendance and marks. The instructor

should also find out why anybody
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dropped out of the course or had poor

attendance records. Remember, your

evaluation of success must focus on the

skills acquired in a training event—not

just whether people “liked” it or not.

(For more on evaluation, see Chapter 7,

p. 78.)

WHEN will the training occur?

Timing is crucial to the training plan. At

present, you have to decide in which or-

der to undertake training programs in

the next 12 months. (Later you will

have to outline a schedule for years

THE ART & SCIENCE OF WRITING GOOD OBJECTIVES

W
riting good objectives is a skill in its own
right, so give yourself time to learn it. Al-

though the drafting and redrafting may be a bit
onerous at first, the eventual pay-off is substantial:
a clear, well-integrated training plan that helps you
get things done with minimal surprises. The following
examples show how to hone a draft objective into an
effective “recipe” for action.

GOAL A: To increase the basic skill level of
community members.

OBJECTIVE (First Draft)

1. To hold an upgrading class in our community
before the end of the year.

As drafted, this objective describes a training need
that requires action (the “What”), but little else. To
be meaningful, objectives must also specify the in-
tended customers (the “Who”), the delivery style
(the “How”), a measurable sign of success (the
“What’s New”), and a time frame for action (the
“When”). Compare the first draft with the following:

OBJECTIVE (Redraft)

1. To run a 12-month upgrading program (grades
9-12) from the community hall that will assist at
least 40 community members by January 1.

GOAL B: To improve and increase the commu-
nity’s management and leadership skill.

OBJECTIVES (First Draft)

1. To hire an economic development officer as soon
as possible.

2. To hold board development seminars throughout
the year.

Sometimes an objective covers too much ground, and
should be broken into manageable, interdependent
pieces of work. For example, it is not wise to hire
someone without first drawing up a selection proc-
ess. Nor does it make sense to hold seminars if you
are unsure as to the training need to be met. The
following redrafted objectives are more realistic:

OBJECTIVES (Redraft)

1. To develop criteria and a process for hiring an
economic development officer by September 1.

2. To conduct a needs assessment to determine
board management and leadersh ip train ing
needs by October 1.

3. To develop, on the basis of the board needs
assessment, a series of 1-day workshops to be
held each month, beginning in January.�

R e a d y , W i l l i n g , & A b l e

62



Two, Three, Four, and Five.) There is

never a good time for everyone, but

which dates are workable for the most

people? As one type of skill lays the

foundation for others, you also want to

make sure people can get their training

in the best possible sequence. So if well-

ness is your immediate focus, make sure

people get opportunities to undertake ba-

sic skills training or life skills training after

they are well and able to participate fully.

The Fit

Before you consider an objective com-

plete, take another look at the whole

thing. Review the training content, cus-

tomers, delivery method, and the de-

sired results, and compare them with

the trainers and other training events

you have in mind. This is “the Fit,” and

it is every bit as important as each of

the previous considerations. (See check-

list, this page.)

Ensure that the curriculum being of-

fered is written in a manner that poten-

tial participants can relate to. For

example, if board training for commu-

nity economic development is the ob-

jective, does the outline submitted by

the trainers recognize the experience of

the board? Does it address the issues

that are of greatest concern? In addi-

tion, make sure the trainers are compe-

tent. Do they have a good track record?

Check their references, or ask for some

if none have been offered. Even a very

competent trainer may not instruct or fa-

THE FIT: TRAINING

SUMMARY CHECKLIST

Can you explain or defend the decisions made
in the training plan, and how it connects to the
community’s future? If you can, you know you
have got a plan that “fits.”

To be sure you have chosen an appropriate
training response, the following checklist might
be useful:

� Is the training need clear?

� Is the content useful and relevant to your
community?

� Is the delivery style appropriate to both
content and learners?

� Does it relate to your community’s goals?

� Will it meet your needs and produce re-
sults?

� Is it affordable?

� Is the timing right?

� Are the trainers qualified?

If all the above are in place then you know that
the training options you are considering should
be effective for your community. If you are not
sure, then give it more thought and do some
additional research. This may take extra time
but it is better to be sure that the training is a
good fit than waste time and money on a
training venture that is ineffective.�
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cilitate in a style which suits the custom-

ers you have in mind, so listen carefully

to what people have to say about them.

FINISHING THE PLAN

Congratulations on the completion of

Year One of your training plan! Now

for the rest of it.

Repeat steps 1-3, but this time for the

developmental gaps (giving first priority

in Step 2 to any critical gaps that re-

main unaddressed) and for Year Two of

your plan. If your Year One schedule is

not too demanding, you may even ad-

vance some objectives for developmen-

tal gaps into the first 12 months.

There is more flexibility when address-

ing developmental gaps. For example,

you may wish to focus on all of the de-

velopmental gaps under each goal at

one time, or mix and match them de-

pending on local circumstances. The ma-

jority of developmental needs, however,

should be addressed in the first two years

of implementing the training plan.

Having completed your plan for Year

Two, repeat steps 1-3 again, but for the

future gaps (giving first priority in Step 2

to any developmental gaps that remain

unaddressed) and for years 3-5 of your

plan. Any ground work for them should

be identified and occur in the first 24

months of the training plan.

Finally, organize and write down the

training events you propose on a big

time line. Associate each event to a

goal, so that the big picture is not lost,

and arrange them all in order of priority.

This will help you fine-tune your plan-

ning, and help you explain the plan to

others. (For an example of such a train-

ing time line, see p. 67.)

PRESENTING THE PLAN

Don’t try to iron out all the wrinkles in

the plan before you let people know

what is likely to be available and who

to contact for information. The planning

phase helped to bring people together

to set goals and priorities and to look at

the community’s current skills and fu-

ture aspirations. (See Appendix 2 for

more details on this process). As you

draw your plans for the next five years to

a close, community members will want to

know what is going on, and to have the

opportunity to comment. It also helps

them to see the continuation of the proc-

ess that began with the earlier planning.

In addition, local politicians and other

leaders may not be totally aware of the

implications of the human resource

plan. They have to understand it in or-

der to support it. Often, the cost of im-

plementation is very high. Planners

must be ready to present the results of

their labours to all these people clearly

and concisely, emphasizing that the

plan is an investment with a long term

return and that it relates directly to the

goals that the community has approved.
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PALLISER CFC: COMPLETING THE TRAINING PLAN

O
ur subcommittee next turned the critical and
developmental gaps associated with goals 1,

2, and 3 into training objectives. These objectives
were still a little general. We would make them more
specific once we knew the full range of training
methods available. Here are the objectives that we
developed:

Goal #1: To provide members of communities
in this region with the skills they need to
become and remain well.

Critical Objectives

To put into place a training program that will assist
individuals to address and manage their addiction
problems.

To offer a suicide prevention workshop to all inter-
ested individuals in the five major communities.

To put in to place a training initiative designed to
improve the self-esteem and motivation of all partici-
pants.

Developmental Objectives

To develop a teen parenting program.

To develop a series of workshops on stress manage-
ment, time management, conflict management, and
consensus-building, as well as other topics for com-
munity leaders and staff.

Goal #2: To increase the basic skill levels of
community members.

Critical Objectives

To develop adult basic education programs for com-
munity members.

To develop lifeskills and employability programs for
community members.

Developmental Objectives

To develop training and work experience programs
for youth in our region who have dropped out of
school.

To develop job-specific training programs in the areas
of tourism, motel management, and food services.

To develop job-relevant computer training programs
for community members.

To develop training programs for volunteers in the
areas of planning, group process, and project man-
agement.

Goal #3: To provide practicing and potential
entrepreneurs with the skills they need for
success.

Critical Objectives

To provide workshops in entrepreneur “self-selec-
tion” throughout the region, so people can deter-
mine if small business management is an option for
them.ø

C H A P T E R 5 C o m p l e t i n g t h e P l a n : T r a i n i n g O b j e c t i v e s & M e t h o d s

65



To develop an on-going entrepreneur training pro-
gram.

To develop a series of on-going workshops on busi-
ness planning, marketing, bookkeeping, and other
subjects relevant to the small business person.

Developmental Objectives

To offer on-going workshops on business trends and
analysis.

To develop a program to help entrepreneurs plan and
manage business expansion, particularly the access
to investment capital.

With this work completed, the subcommittee had a
clear idea of the training it wanted to undertake and
the time frame for it. We still had to decide the way
in which to offer the training (on-the-job? correspon-
dence? formal classroom?), where to offer it, and
for what period of time.

The subcommittee felt it needed help to examine the
options for the delivery of training in our region, so
the CFC agreed to bring back our consultant. Her
information was pretty enlightening, especially for
those of us who assumed that training only takes
place in an institutional classroom.

Having identified all the possible ways in which
training could be delivered, we listed the ones which
might suit each objective. Under Goal #2, for exam-
ple, we expressed the need “to increase the basic
skill levels of community members in the region,”
and then the critical objective “to develop adult basic
education programs for community members.” The
subcommittee brainstormed the possible ways to
respond to these needs. We came up with the follow-
ing options:

� a learning centre which would provide tutorial
assistance and learning by correspondence

� an adult upgrading program delivered by the
community college

� customized training that combines upgrading
and work experience

� a custom-designed adult education program in
which participants can accelerate and obtain
their credits as quickly as they desire

To assess these options, we reviewed each one in
terms of the following criteria:

� accessibility

� cost

� the needs of the trainee

� timing

� fit with other activities

Accessibility turned out to be a major issue. To be
successful, any training event or program must be
easy for people to attend. Many of those in need of
adult education had jobs and/or family responsibili-
ties. So the subcommittee decided night sessions as
well as daytime ones must be offered. Cost was also
a concern. The committee felt that custom design at
this point was too costly.

Timing was another “biggie.” We had to get some
credible training activity started and do it in a rea-
sonable time period. People wanted to see action
from all of our talking and planning, and so did we.
Finally, the college had a good track record of work-
ing with communities and had delivered numerous
programs off campus. Learning centres would beø
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relatively easy to organize in schools and other
community facilities.

The subcommittee therefore selected two delivery
styles for that particular objective:

� a learning centre to provide tutorial assistance
and learning by correspondence

� an adult upgrading program delivered by the
community college

The college program would follow the traditional
format and would be delivered in 16-week blocks

starting that September. The number of spaces and

levels of training provided would depend primarily on

the cost of the training. The next step in the process

was to make a detailed plan for the implementation

of each of these training programs.

For each of the objectives under goals 1, 2, and 3,

our subcommittee repeated this process of examin-

ing training options, selecting the most appropriate

delivery style(s), and then drafting implementation

plans. It was hard work, but the end product was a

plan showing how all our training goals, objectives,

and methods fit together, and the schedule for their

implementation (see below).�

TRAINING NEED YEAR 1 YEAR 2 YEAR 3 YEAR 4 YEAR 5

Cr
iti

ca
l

De
ve

lo
pm

en
ta

l
Fu

tu
re

Description
of training

needs

Response to Critical &
Developmental Needs

Groundwork for Response
to Future Needs

Response to Developmental
Needs Continues

Response to Future Needs
Undertaken

Description
of training

needs

Description
of training

needs
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1. If training is new for your com-
munity, start small. Get advice
from others and learn from
their successes and failures.

2. Make sure you have the skills
needed to manage the train-
ing process. If you don’t have
them, build them into your
training plan.

3. Make sure you have the right people doing the
right jobs related to your training plan, i.e.,
match people’s values, interests, and skills to the
tasks that need doing.

4. Some people find training easy and fun, but
others are afraid of it and will need encourage-
ment and support.

5. Training does not work as an isolated event. It
has to be connected to whatever comes next.
Preparing people to work when there is no pros-
pect of job opportunities defeats the purpose of
training.

6. If you need outside help, hire it! Try to build into
the contract arrangements to transfer some of
the trainer’s skills to local people.

7. Don’t be afraid to ask questions and change
directions when trainers, content, or delivery
methods don’t go the way you expected.

8. Make sure you evaluate the skills acquired in a
training event—-not just whether people “liked”
it or not.

9. Shop around for prices, tools, courses, content,
and trainers. There’s lots of “experts” around!
Find ones you are comfortable with.

10.Find a balance in what you expect from trainees.
Overburdening pSeople is as detrimental as un-
derburdening. Training does not always have to
be a big, strenuous deal. Some of the best train-
ing occurs with so much laughter that it looks like
“play.” It should be by and large a positive
experience.

11.Try to maintain a good mix in the way training is
delivered. Not everyone learns the same way, so
have a variety of delivery styles and methods.

12.Training can be a long-term process. Training
activities take time to set up and undertake.
Make sure to celebrate your progress and suc-
cesses along the way.�

Not all the
training needs

associated
with each goal
can be met at

the same time. Do the
critical ones first.

TIPS FOR AN EFFECTIVE

TRAINING PLAN
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Chapter 6

Implementing & Managing the Plan

Now you have a plan for human

resource development in your

community. But have you the

capacity to put it into operation and to

manage it? Many communities assume

that organizing training is an easy matter

that can be handled in someone’s spare

time, or added to their other duties.

This may be true when one small train-

ing event is involved. The implementa-

tion of a human resource plan is much

more complex and time consuming,

however. The most successful plans

have a co-ordinator, a specific location

for the work, and a team of people who

are involved in the process. There is on-

going communication with leaders, fun-

ders, potential trainers, those interested

in the training, and with community

members at large. The training co-ordi-

nator, employment counsellor, or hu-

man resource planner plays a role as

vital to the community’s future as that

of the economic development officer.

The planning process asked you to as-

sess your ability to manage the activity

cited in each objective (see pp. 60-61).

So you may already have a pretty good

idea if your managerial resources will

stretch to cover the whole plan. If the

answer is “no,” pinpoint the skills which
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you need to acquire. If the answer is

“yes,” appoint a specific individual (or in-

dividuals) to oversee the main duties of

co-ordination—then get started.

The rest of this chapter explains in

greater detail the responsibilities of

plan co-ordination, including funding

and communication. It also presents

two strategies for increasing the local ca-

pacity for co-ordination: hiring and man-

aging a co-ordinator from outside the

community; and partnerships with other

organizations or communities.

CO-ORDINATION

The implementation of a human re-

source plan is almost always more work

than expected. The job requires people

who are very committed as well as

skilled. There are several primary responsi-

bilities: organizing training events; gather-

ing information about options and

resources; obtaining funds for operations;

promoting the training opportunities;

keeping everyone informed; and evaluat-

ing the results of both training and em-

ployment experiences.

TYPICAL DUTIES OF A TRAINING CO-ORDINATOR

1. To implement the training plan:

� Organize training events and training schedules

� Promote training and select trainers

� Budget and funding

� Maintain community and political support

� Maintain linkage with community economic/so-
cial/cultural plan

2. To manage the human resource development

process:

� Provide general information about the plan

� Prepare training updates and information about
results

� Network with and hire/fire trainers, local re-
sources and outside help

� Evaluate the plan

3. To expand the opportunities for training:

� Promote partnerships and joint ventures in
training

� Connect training to opportunities for work, busi-
ness development, or volunteering

� Form linkages to other services, i.e. health, eco-
nomic development, etc.

4. To keep the training plan current:

� Keep community informed of progress and re-
sults

� Provide data about training and how it serves the
goals of the human resource plan

� Assess and share information on relationship be-
tween the human resource plan and the commu-
nity plan

� Continue to update and improve on the human
resource plan

� Provide expertise on human resource needs for
future community plans or assessments�
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The entire process of human resource

development also tends to extend the

role of the co-ordinator further still. A

demand is created for such additional

services as career planning, employ-

ment, entrepreneurial, or enterprise de-

velopment, and volunteer or

community work. Additional duties can

be added to this list. The “human re-

source plan co-ordinator” or “training

co-ordinator” can thus become a full-

time position and very valuable commu-

nity resource. The same applies

whether the role is paid, volunteer,

done by one person, by two, or by a

committee.

HIRING AND MANAGING

OUTSIDE HELP

The key to successful implementation is

to know your own capacity and limita-

tions. One very effective way to expand

your capacity is to hire outside assis-

tance. (The following information also ap-

plies, should you need assistance with the

human resource planning process.)

Often a community needs to draw

upon outside help and expertise to un-

dertake human resource development.

This might include hiring human re-

source consultants, bringing in re-

sources from the regional college, or

contracting out curriculum develop-

ment. Outside assistance can be of

great value if it is seen as a community

resource: something managed by the

community to achieve community goals

and to increase local skills.

The following are reasons that a commu-

nity might consider hiring outside help:

� There is a need for a skill or expertise

that is lacking locally.

� There is a need to accomplish a task in

a time frame that the community can-

not meet with existing resources.

� There is a need for an objective third

party to evaluate or review a particular

service.

Communities often get concerned that

they will lose control of any initiative

that requires assistance from outsiders.

This need not be the case. To use out-

side resources effectively, there are two

rules of thumb: hire the right people

and manage the process.

Hire the Right People

The range of human resource and train-

ing expertise available can be over-

whelming. If you do have trouble

finding potential contractors, use your

network. Ask your contacts in other

communities and organizations if they

know of firms or individuals that have

the expertise you need. (This little inves-

tigation may also help you start a re-

source file for future use.) Never accept

the referral you receive from your net-

work at face value. Check things out for

yourself. Make sure the individuals re-
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ferred to you do have the knowledge,

skill, and abilities that are needed by

your community at this particular time.

Outside experts should be able to pro-

vide you with an organizational profile,

resumes, and references without difficulty.

To ensure you hire the experts that are

right for you, follow these steps:

� Clearly define what you want.

� Know what you are prepared to spend.

� Go through a tender process even if

you know of experts that may be able

to do the job.

� In the tender be very specific about the

product or service, the delivery sched-

ule, the methods to be used (if you

know this), and the qualifications you

expect from bidding contractors.

� Have all tender applications reviewed

by a committee of at least three and

develop a short list of two or three bids.

� Check references of the short-listed

contractors. If possible, meet them in

person or talk to them on the phone.

�Make your decision.

� Confirm the project requirements with

your contractor and notify them of

their community contact.

If you are contracting work for only 1-5

days, a formal tendering process may

not be necessary. Be sure, however, to

ask at least two individuals how they

would go about the work and what it

will cost. Do not be afraid to negotiate

the work that needs to be done or the

fee structure. Remember, you are the

expert about the service you require.

Don’t be afraid to get clarification or to

make suggestions about the delivery

styles and methods that will or will not

work in your community.

Managing Outside Assistance

Good project management is a matter

of clear expectations and good commu-

nications. The basic idea is not to as-

sume that the outside expert

understands everything. Oversee what

the outside expert does. Address issues

of concern quickly and communicate

openly and honestly about anything that

may affect the success of the training.

Unanticipated issues can arise from

time to time in the delivery of a product

or service by an outsider. To avoid snarl-

ups and to resolve them readily when

they do occur, arrange for formal con-

tracts or letters of understanding to be

signed by the outsider and the commu-

nity. This document should clearly iden-

tify four things:

� the product/service to be delivered

� timelines for delivery

� cost of the product/service and pay-

ment schedule
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� reporting relationships and location of

those who are in charge

You may also wish the document to

specify conditions for withdrawing from

the contract by either party and issues

of copyright (who owns the product

which the contractor creates, if any).

Communities often complain that an

outside expert didn’t provide the serv-

ice or product that was needed. If this

has been your experience, seriously ex-

amine how you managed the process.

When hiring an outside consultant you

are the one who knows the work that

needs doing. It is your job to be clear

about what that work is, and what the

expected outcomes should be. Then, if

the work is not done to your satisfac-

tion, you have the option to terminate

the contract or to withhold payment.

Usually problems occur because of lack

of clear communication about what

needs to be done.

PARTNERSHIPS

Like outside contractors, partnerships

can be another effective way to ex-

pand your capacity and resource

base. Partnerships are simply a com-

ing together of individuals and organi-

zations to meet a common need and

achieve a common purpose. They can

be a very powerful tool! Like a cata-

lyst, they can take skills, expertise,

and resources from diverse places

and make them interact to create a

burst of innovation and energy.

Partnerships are not a new idea. How-

ever, applying them to meet the train-

ing needs of communities is still fairly

new. In the past, many communities did

not take an active interest in the skill de-

velopment of their members. Schools,

colleges, and other education institu-

tions operated and formed partnerships

with one another, but without reference

to community plans and dreams.

Now all this is changing as communities

take more active interest in local learn-

ing opportunities and training needs

and the resources that schools, busi-

nesses, and industry have to offer the

human resource development process.

Partnerships do not require all parties to

contribute cash to a project. Contribu-

For best results when hiring outside contractors,
be crystal clear about what you expect them to

do, & put it in writing.
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tions “in kind,” like space, staff exper-

tise, access to equipment, and support,

are equally important.

Partnerships have many advantages.

They are a good way to:

� use limited resources effectively.

� bring about holistic approaches to hu-

man resource development issues.

� share risk and rewards.

� extend project ownership to a greater

number of individuals.

� promote, improve, and enhance com-

munication.

� involve people and organizations that

do not traditionally play a role in hu-

man resource development.

Partnerships can be short term or long

term. The key is to work together to

achieve a result. This means you must

be prepared to negotiate and reach a

compromise on what needs to be done

and how it will be done. One possible

process for establishing a partnership is

outlined below.

1. Identify the critical human resource

gaps in your community.

2. Identify groups or individuals who

have an interest in or will be affected

by these gaps.

3. Meet with these people to deter-

mine if there is a will to solve these

problems together.

4. Brainstorm possible solutions to

these problems.

5. Determine how various individuals

and organizations can contribute to

these solutions.

6. List others outside the community

(e.g., training institutions, federal or

provincial governments, tribal coun-

cil) who could be involved or need

to be involved in order to proceed

with any solutions.

7. Identify roles for each partner and

determine if a formal partnership

agreement is necessary.

8. Determine how the partnership, pro-

ject, or program is to be managed.

9. Initiate the project or program.

10.Keep communication channels

open, work together to resolve prob-

lems and celebrate success.

Joint ventures for training purposes are

also becoming more common at the

community level. A joint venture usually

involves a number of parties coming to-

gether to undertake a specific project

or program. As in other partnerships,

joint venture participants share the cost

and the risks, as well as the benefits of

the undertaking.
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As you can see, partnerships are much

more dynamic than the name implies!

That may be why they are often called

strategic alliances.

FUNDING THE PLAN

Accessing funds is usually critical to the

human resource planning process. Know-

ing what you want and why you want it is

absolutely essential if you are to convince

others to support you financially. Your hu-

man resource plan is invaluable in this re-

spect. It shows what you want to do,

why, when, and for how much.

You also need to know where the

money is. To do this, you will need to re-

search the possibilities that are available

in your own community and work out-

ward from there. Service clubs, private

sector foundations, and research firms

are potential funders.

In addition, find out if your town or

Band council can provide you with any

financial assistance. Maybe they would

even like to be a partner in the training

venture! Funding from other sources is

often more accessible when several

partners or stakeholders are involved.

Whomever you ask for funds, be sure

your submission is well thought-out and

presented in a professional way, includ-

ing the investment that the community

has already made and intends to pro-

vide (in dollars or in kind) in the human

resource planning process.

At this time, government remains the

principal source of funds for training

and employment development. Human

Resource Development Canada and In-

dian and Northern Affairs Canada may

be good starting places. A look a provin-

cial or territorial governments with re-

sponsibility for labour market activities

may also be rewarding.

Government money tends to take the

form of short-term grants for specific

purposes. Money like this can still bring

about long-term results, but only if you

build government grants into your hu-

man resource plans, rather than building

your plans into government grants. To

get government funding you can re-

spond to a tender or initiate a project

proposal as a community. In both cases

you will be asked to clearly identify:

� what you want to do

� why you want to do it

� how it will benefit the funder or fit the

funder’s programs or criteria

� how it will benefit the community

� the cost of the activity

� the time frames for the activity

� the anticipated outcomes

All levels of government are facing fis-

cal restraints. As a result, less money is

available for training activities. If your re-

quest for funds is turned down, ask for

feedback as to why. This feedback will

assist your future efforts to obtain fund-

ing. Acquiring funds can be a tough and
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competitive process. It is important not

to become discouraged and to have re-

alistic expectations. It also does not hurt

to use your influence within partner-

ships to add some additional support.

COMMUNICATION

An inclusive communication strategy to

keep everyone involved and informed

is also a fundamental task in human re-

source planning and co-ordination. The

best plans in the world can fall apart if

the communication is mishandled. A

community human resource plan af-

fects everyone, so it is crucial that every-

one is informed, updated, and able to

provide input all the way along. De-

pending on the size of your community

and the strength of the “grapevine,” this

could be either a large and complex

task, or just one more piece of informa-

tion to exchange.

Be sure to add to your plan a strategy

and a budget to promote local commu-

nication about human resource develop-

ment. It does not have to be a “slick,”

expensive package meeting the highest

professional standards. As a matter of

fact, a more simple, straightforward ap-

proach may be more effective. The two

essentials are “message” and “me-

dium.” The message will be the follow-

ing information:

� what’s going on

� why it is important

� when it is happening

� who will benefit and how

� who is paying for it

� who is in charge

� what it means to various community

people

� where people can get more informa-

tion or get involved

The medium should take various forms.

A good, cost-effective strategy to

spread information around could in-

clude a combination of the following

media:

� newspaper (or newsletters)

� bulletin boards and hand-outs

Communication is essential to implementation. Use a variety of media
to keep people tuned in & turned on to the human resource plan.
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� radio/TV (particularly local or commu-

nity channels)

� town meetings

� special interest groups

� word of mouth

� through the school/Band office or cen-

tral gathering place

� drama, skits, groups, dances

However you transmit the message,

make sure it is clear and easy to under-

stand. Ask yourself the following ques-

tions about any publicity or information

booklets:

1. What’s the main message? (One or

two easy-to-grasp thoughts that de-

scribe the community’s intentions.)

2. Who is this aimed at? Will they un-

derstand the message?

3. Where or how should we send this

news?

4. Does it answer the following ques-

tions: “So what?” “Why me?” “What

should I do now?” “Where do I go

for further information?”

5. Is it cheerful, upbeat, and positive?

For more on community involvement in

the human resource planning process,

see Appendix 2.

PALLISER CFC:

IMPLEMENTATION

W
ith the CFC’s approval of our training
plan, Phase One of our planning proc-

ess was complete. Now somebody was needed
to co-ordinate the implementation of the plan.
This would be a full-time job initially, so a
contract position was in order.

Financing and managing such a position was
going to be difficult. The CFC chair talked to our
funders for ideas. We had kept them informed
about our activities from the start, so they were
more supportive than surprised.

After much effort, funds for a 1-year contractual
position were located through an existing pro-
gram. Our committee manager used his con-
tacts to hire a person with a lot of hands-on
training experience. (Getting things going took
far longer than anyone expected. We should
have given some thought to this when we
drafted our training plan.)

On the advise of one of our people we formed
a management committee to initiate and over-
see the training activity outlined in the training
p lan . Th i s commi t tee compr i sed a rep re-
sentative from the local college, a Chamber of
Commerce member, the education co-ordinator
from the CFC, and the newly hired manager.
Other experts were brought in as needed.

One of the main activities of this committee
was to find potential sources of financial assis-
tance. It was a great day when they secured
sponsorship for the entrepreneurial seminars
from local banks!�
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CHAPTER 7

“Keeping It Going”—
Evaluation & Follow-up

Human resource planning does

not end with the completion of

the human resource plan! The fi-

nal step is to evaluate the results of the

community’s training efforts. The infor-

mation and understanding gained from

evaluation are essential if your planning

efforts and training actions are to main-

tain momentum.

For a procedure that is frequently over-

looked, evaluation has a lot of benefits

to offer. It is a way to define success be-

fore you get launched on a project or

program. It gives the feedback needed

to prove that community efforts are on

track. It helps the community know

which training activities to continue and

which to reconsider. It also equips you

with an excellent source of information

that will be of interest to potential fun-

ders, future partners, and your cash-con-

scious public and leadership. Rather

than a burdensome obligation to get

out of the way, evaluation should be un-

dertaken on an on-going basis and built

into all activities.
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The following is one field-tested process

for evaluating a human resource plan:

1. Clearly define “success” from the

very start. The criteria built into every

objective (see page 61) will help you

with a lot of the details.

2. Collect data during the implementa-

tion process so that you will have

solid information on which to base

your evaluation.

3. Develop a clear terms of reference

for your evaluation: what you want

to know as a result of it.

4. Assign a budget, time frame, and a

person or group to be responsible

for undertaking the evaluation.

5. Ensure that the completed evaluation

meets the criteria established in your

terms of reference.

6. Use evaluation results to make deci-

sions about how to improve your ex-

isting and future plans.

Evaluations should combine both quanti-

tative (measurable results) and qualita-

tive (perceptions and judgments)

information. In an adult upgrading exam-

ple, the quantitative data would be the

records of marks and attendance. Of

equal importance would be the instruc-

tor’s and participants’ opinions of the

course. How well was training deliv-

ered? Why did some trainees drop out

or fail? This qualitative data also offers

Evaluation can be scary! You may
learn that certain actions have been
mistaken. Use evaluation to make
sure your plans change & grow as

your community does.
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PALLISER CFC: EVALUATION

T
he first year of our training plan has now been
implemented. We have achieved significant re-

sults and learned a lot in the process. Work on all
the critical objectives has begun. One or two things
have even been completed.

We have had to make some changes along the way
for lack of resources. To save money, we integrated
the addiction and lifeskills programs. A 1-month
training course on addiction counselling precedes our
lifeskills program. This worked out very well. Fifty
percent of those enrolled in the 6-week lifeskills
program chose to take advantage of the addictions
option as well.

Our suicide prevention workshops have been a suc-
cess. We offered them on a cost-recovery basis: the
participants really wanted these counselling skills
and were willing to pay for them out of their own
pockets. They have been held in four communities
and I believe we will offer them again in Year Two.

One round of adult basic education is now complete. There
were 25 graduates. We are working on a partnering
arrangement so that we can afford to expand the number
of spaces. Two learning centres, both located in commu-
nity facilities, currently support 40 people taking corre-
spondence courses. We hope to expand the learning
centres as soon as we find some more resources. Two local
banks have sponsored our 2-day “So You Want to Be An
Entrepreneur” Workshop. The modest fee charged for this
event goes to a fund that will be used to develop other
training opportunities for entrepreneurs in the region. The
Chamber of Commerce is taking a lead role in organizing
a seminar series for existing entrepreneurs.

Overall, everyone is very pleased. We have worked
together as a region and training is valued in our
community in a way that it was not in the past. The local
college is helping us on a cost-recovery basis and is itself
trying to respond to some of the developmental needs
we identified.

The human resource development subcommittee is now
working on Phase Two. The CFC has asked us only to
consider the options related to critical needs. We know
that that is all we can realistically manage for the next
2-3 years, given our experience to date. A reassessment
of the whole training plan is scheduled for our committee
meeting next week. We’ll look over the subcommittee’s
planning and the progress of implementation, and inte-
grate it all into an updated training plan.

This week I was also asked to outline to Town Council
the results of one year of planning and one year of
implementation. To their great satisfaction (and
mine), I was able to present the following accom-
plishments:

� a clear plan for human resource development
to support economic renewal in the region

� increased credibility for the CFC

� new partnerships with the college, Chambers
of Commerce, banks, and government

� more community members with lifeskills

� more community members with the skills to ad-
dress and manage addictions

� more community members that know how to
prevent suicide among our young people

� more community members with basic skills

� more opportunities for community members to
increase their skills in entrepreneurship�
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valuable information for improvement.

It might indicate that the entrance re-

quirements for the program were too

low or that counselling support for train-

ees was needed. Much can be gained

from both qualitative and quantitative

evaluation. Consider the following fac-

tors when you define success for your

human resource plan:

Efficiency: Were financial and human re-

sources used in the way you had planned?

Effectiveness: Did the project achieve

the results you had planned for?

Quality: Was the service offered com-

prehensive and of high quality?

Other Benefits: Did the project have

benefits other than those originally

planned for?

Feedback From Those Involved: Do

those involved in the training feel they

benefited and acquired new skills? Can

they demonstrate what they have learned?

Impact: What did participants do after

the project, e.g., did they find jobs, pur-

sue further training, improve board man-

agement?

When there is a clear understanding of

success, a good database, and objectiv-

ity, evaluation is relatively straight for-

ward. Objectivity is key. Always make

the evaluation as factual as possible.

Evaluation by someone not involved in

the project (“third party evaluation”)

makes for a more objective assessment.

Better still, ask or hire an outsider to do

the evaluation. Such a person may be

able to look at things from a different

perspective, shedding some light on

your difficulties or identifying successes.

If finances do not permit a third-party

evaluation, do the best you can with

the resources available. Remember, an

evaluation is an opportunity to learn

and improve. It is not, and should not

be used as a way to be negative about

people’s efforts. How an evaluation is

handled and communicated is therefore

very important to getting at the informa-

tion that is needed.

At the very least, make evaluation of

the training plan an annual affair. If in

the process you discover training activi-

ties that are not producing results, or

goals that are no longer meaningful, ask:

� Is the activity inappropriate? (“We

thought it would help us achieve our

goal but it isn’t. Why not?”)

� Is our goal inappropriate? (“We real-

ized as we got more involved in human

resource development activities that

this goal does not really describe

where we want to go.”)

Plans are supposed to assist people and

they should change and grow as people

do. Evaluation is one way to make sure

that your plan is still relevant and that it

remains a guide for skill development in

your community.
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CHAPTER 8

Conclusion

Communities are living organisms.

Like people, they have identity,

values, self-esteem, and compe-

tence—or the lack of it. Like people, all

communities also have opportunities

and potential, despite appearances. A

community in difficulty may not feel

proud or consider itself capable of

achieving anything, just as individuals

often do. But with judicious, deliberate

action on the part of even a handful of

citizens (to start), an upward spiral of

health, initiative, and ability can begin. It

usually proceeds slowly at first, then ac-

celerates as the community as a whole

recaptures a notion of what it is there

for.

Human resource planning is the name

of that effort to unlock local potential

and take advantage of opportunities.

The more potential is realized, the more

numerous and varied the opportunities

which, in turn, provide an arena for the

development of still greater skill.

Therein lies the crucial link between eco-

nomic development and people devel-

opment that, once understood and

acted upon, can enable communities

large and small to have a real say in

their own future.

In the past, governments and communi-

ties have initiated economic strategies

without regard to implicit expectations

for local people and the impact on their

ways of life. We now know that to en-

joy a good quality of life, healthy citi-

zens, and beneficial enterprises,

communities must start by building and

rebuilding the skills of people. The more

we invest in people, the ultimate “re-

newable resource,” the more we move

from the past and invest in the future of

our communities.

Human resource planning makes that

connection between a community’s

past and future. If carefully and inclu-

sively prepared and prudently imple-
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mented, a human resource plan can en-

sure that a community will muster the

skilled people it needs, when and

where opportunities mature. There are

five steps in the development of a hu-

man resource plan:

1. Community assessment and analysis

to determine local needs in terms of

human resource development.

2. Establishing goals and priorities for

local training.

3. Defining training objectives and

processes to accomplish those goals.

4. Implementing this plan and manag-

ing it over time.

5. Evaluation of the training which the

community has undertaken.

Before this process can begin, however,

certain cornerstones should be in place.

Community members and their leaders

must understand the concept of human

resource development, so they can

Other resources are important,
but people are the driving force
in community revitalization.
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then support and “own” all the effort hu-

man resource planning requires. There

should be a plan for local development

expressing the community’s vision and

intended changes in structures, systems,

and facilities. The human resource plan

will identify the skills needed to achieve

these changes and will explain how to

develop these skills locally. Finally,

some capacity to plan and to carry out

the measures prescribed by a plan are

required, to ensure that “talk” issues ef-

fectively in “action.”

A human resource plan is a road map

for on-going skill development. It will be

as unique as the community you live in,

reflecting local values, beliefs, and

hopes for the future. Make it familiar

and comfortable, as well as a bit chal-

lenging and exciting.

For human resource development is

slow, steady work. Your road map only

describes the “people territory” to

cover. The community itself has to have

available the skills, tools, and tech-

niques to reach each destination. Devel-

opmental work will probably have to be

done along the way. At each stage, take

on only what you have the capacity to

handle. Regardless how long the jour-

ney is, the plan is there to help guide

you, determine priorities, to manage

money wisely, and to choose activities

that enrich your local human resource.
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Appendix 1

Human Resource
Planning in Darfield

My name is Ken Albert. Dar-

field, my home town, is an

aboriginal community of

about 800 people. It is located by a

lake, 300 kilometers or so from a large

city.

It’s a nice enough place, and has a lot

of potential actually. I can say that now,

but I really couldn’t see it before. A few

years ago, I wasn’t too interested in

what the community was doing. Things

got bad in my family when my sisters

and brothers and me went away to

school. Not all the same school,

though, so some ended up being Catho-

lic and we never saw each other for

long stretches. When I finally got back

home after three years, everything had

changed. My aunties and uncles were

drinking, as well as my parents. People

seemed to have money enough for par-

tying and bingo, but not for fixing their

furnaces or painting. Then one of my

brothers died in a car accident, and we

were all shaken up.

That was 1987. By then, the whole com-

munity was in really bad shape. Unem-

ployment was well over 50%. There

were few local businesses. Government-

funded job creation projects were the

only source of employment. You seem

to need the right “connections” for

those jobs. You had to be related to

someone important, or to know the

chief really well. I, for one, hadn’t man-

aged to get a job. I just wanted enough

work to qualify for UI. Then I could last

out the winter without going on welfare.

A lot of people at that time abused sol-

vents and street drugs, as well as alco-

hol, and used a lot of tranquilizers and

prescription drugs. Even little kids were

starting to get in trouble. Few people
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wanted to get help. Those that did

found it hard to come by. The social

worker came in once a month to hand

out cheques, but that was about it. Peo-

ple were referred to treatment centres

very rarely—about one every ten

months or so.

Everyone was crammed into very poor

housing, and as many as three or four

families per house was not uncommon.

I lived in a 2-bedroom house with my

brother Bob and his family—nine people

in all. Things were in a constant state of

crisis, running out of food, electricity, or

heating fuel. There had been six or

seven suicides in each of the previous

four years, including one of my cousins.

I really wanted to leave, but where

could I go? I hadn’t worked in two

years other than in summer “make

work” projects. Some of us got jobs

building the new school, but after it was

finished, unemployment was worse

than ever. Many of us knew we needed

training of some kind or other. Like me,

most adults had dropped out of high

school. We wanted upgrading, or some-

thing that would help us get jobs some-

place else. The new school would have

been a great location for training adults,

but few of us could agree about the

type of training to get. Had training of

any kind been available, even fewer

would probably have been willing or

able to attend due to social problems.

There was an overall feeling of frustra-

tion—that nothing led to anything real

or permanent. There was also this con-

stant infighting. Each election threw out

the previous leadership, and each chief

and council had their own priorities and

ideas about how to improve the eco-

nomic situation. Relatives and friends of

the politicians got jobs and had too

much influence over government. Our

leaders had no experience or under-

standing of long-term planning to im-

prove our economy and way of life.

The few people who were doing all the

work were burning out.

In 1987 Darfield elected a new chief

and several young and inexperienced

councillors—including me. The truth is

that few people wanted to be seen as a

“leader” in a community this messed

up. Government cutbacks in employ-

ment programs had thrown still more

people out of work. Apathy had turned

to despair. Maybe that’s why I decided

to get involved. It was that or leave

town, and my family sure didn’t want to

go, or to see me go. At least being on

council paid a bit of money. So that’s

were I got started.

Getting Ready to Plan (Chapter 1)

The new chief of Darfield decided

that things probably couldn’t get

any worse, so he set to work on

his own dreams. For him, the priority

was to get some help for his brothers

and for his wife, who were substance
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abusers. (He had already been to treat-

ment himself and had quite drinking for

a year.) He also wanted to make some

money in a way that would be reward-

ing, meaningful, close to home, and

long lasting. When he spoke to the rest

of us on council about his ideas and

asked for our support, I had to admit he

wanted the same things I wanted. Most

of the other councillors wanted them

too, and in about the same order. And

since we were only dreaming anyway,

why not dream the same thing for every-

one in the community? So we agreed.

Weak as this sounds, it was the begin-

ning of our long-range planning. We

sort of had a vision of what the future

could or should hold for Darfield. We

were a small group of people who had

the authority to make decisions. We

had agreed to some of the real basic

needs, and from that point our plan

evolved.

Several people on council were inter-

ested in getting “lifeskills” training. In

fact, there had been some lifeskills work-

shops in the past that had helped peo-

ple make their personal lives more

organized and purposeful. My brother

Bob and his wife Elaine took it. But hav-

ing done the lifeskills training, what had

they to look forward to? It didn’t seem

to help the overall community, and the

improvements to their personal lives

didn’t seem to last.

As lifeskills seemed to be the top prior-

ity for the people doing the planning, it

made sense to ask the previous work-

shops’ participants about the value of

the training. We asked four or five peo-

ple to come before council and tell us

what they thought of it, how it could be

improved, and if we should purchase

more.

Bob came to the meeting and talked

about his experience of the program.

Actually, Elaine had taken it first, but he

had made her quit when he saw how it

started to change her. It was as if her be-

coming more self-confident made her

“too good for him.” The next time it

was offered, though, they went to-

gether. He called it “the best six weeks

he had ever invested in anything,” and

they both went on to get their Grade

Twelve equivalency. The frustrating part

was that there were no steady, local

jobs for them to take. It was tough to

quit drinking and take better care of the

kids and house when your neighbours

still didn’t have their lives together.

The other people who spoke to us at

the meeting or afterwards also en-

dorsed the lifeskills program. The more

people talked about it, the more we

could see that it would be a good first

step for getting people ready for the fu-

ture—or for the here and now, for that

matter—so long as it was part of some-

thing bigger.
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Tools and Concepts (Chapter 1)

By now about ten people were

taking part in the discussion of a

community plan for Darfield.

We were starting to believe we could

get some things going. The group was

very honest and practical. We talked

about the need for sobriety, personal

lifeskills, educational upgrading, and

jobs. We decided that all these

goals had to be tied together

and achieved, step by step,

over a long period of time—in-

stead of doing a little bit here

and a little bit there. Whatever

we did also had to benefit eve-

ryone in Darfield now, as well

as future generations—instead

of just helping certain friends

and relatives for a few weeks or

months. Our children needed

to have something better than

we had. (That really motivated

us.)

With some help hired from out-

side Darfield we managed to

rank our needs according to their impor-

tance:

1. Immediate help for people who

could not get or keep a job because

of personal problems.

2. Support and training for Band staff

who were burning out.

3. Increasing the general skills and edu-

cation of Darfield’s adults.

4. Improving the management skills of

chief and council.

By arranging these needs right in a “Ma-

trix” (see below) drawn on a piece of

flipchart paper, we could see which

needs were the most basic. The matrix

also alerted us to the fact that different

members of the community had differ-

ent needs.

We knew that it would cost money to

put such a plan into action. It would

also require support from more than

just the ten planners. It was agreed that

each person would talk to their families

and close friends about these priorities.

Do they agree to these priorities?

Would they help put the plan into ac-

tion, by accepting the help, training, or

upgrading? Most of the difficulty, as we

saw it, was the attitude of people who
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were more than willing to complain, but

were unwilling to get involved in a solu-

tion.

Here’s what happened. Each member

of the planning group did talk to a few

others. Soon people were alarmed that

what little money was available for job

creation was going to be wasted on

training, and that all this planning was

going to benefit no one. People were

so annoyed, they turned out at the next

council meeting in force.

At the meeting, the ten of us talked

openly about how things really were in

the community. “The future does not

look good,” we said. “We’re in a rut,

and more short-term measures will only

dig it deeper. It’s time to think beyond

one day at a time.” Then Bob took the

floor. “To get out of the rut,” he said,

“we have to have skills—fundamental

skills for day-to-day living, as well as the

technical skills that jobs call for. It will

take a lot of time, effort, and money to

learn them, and to keep things organ-

ized, we’ll need a proper training plan.”

Using to the matrix we had drawn on

the flipchart paper, Bob explained how

training was everyone’s business. Peo-

ple without jobs, people with jobs, even

leaders had something to gain from it.

Leaders would be better able to organ-

ize the community’s social and eco-

nomic development; the

employed—like the Band staff—would

put the leaders’ decisions into effect

more proficiently; and the unemployed

would gain the skills and the motivation

to go after the job or business opportu-

nities that began to arise.

The man was obviously on a roll, so the

rest of us let him continue. “Training

only works from the ground up,” he

said, again pointing to our matrix. “Treat-

ment and training for community mem-

bers with personal and family problems

is no frill. Neither is career planning for

people who already have jobs. Skills

and talents develop in stages. Existing

ones can be built upon, like the layers

of a cake. So people who are well and

know the fundamentals of reading, writ-

ing, and math, will make better employ-

ees, managers, and entrepreneurs.

Likewise, Band staff who are better

suited and better trained for their jobs

will carry out decisions more promptly

and effectively.” (See the “Employment

Continuum,” p. 30.)

By the time he had finished, Bob had

made an observation about every sec-

tion of the matrix. They were all parts of

the community’s human resource plan,

he told the meeting. “We aren’t inter-

ested in ‘making work.’ That has been

tried and it doesn’t work. We are plan-

ning the training needs of the people of

Darfield now and in the future. We are

planning a way to develop the greatest

potential we’ve got—our human re-

sources.”
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The meeting lasted long into the night.

In the end, people did agree (although

many did so reluctantly) to do some

long-range planning, to set some goals,

and to work toward improving the com-

munity.

Community Assessment (Chapter 3)

By going over its obvious needs

and talking about its experi-

ences, Darfield

had essentially already

begun the next step in

the planning process:

an assessment of its cur-

rent situation. How

healthy was Darfield

now, we wanted to

know, in terms of the

skills, experience, educa-

tion, and outlook of its

residents?

We didn’t have to start

from scratch. A few

years earlier, the Depart-

ment of Indian Affairs

had completed a profile

of Darfield’s residents,

their grade level, and

the employment goals

of most of the adults.

There was also a fairly recent survey

about our housing and living standards.

By referring to a “community wheel”

which mapped all the features of local

life (see diagram, this page), we could

see which aspects we had covered, and

which we had not. It took about three

months of part-time work to get the

process well underway. We then hired

an outside consultant to put all the

pieces of information together to make

the picture current, complete, and accu-

rate.

The assessment process, as well as the

profile that resulted, really clarified our

thinking for us. It showed us how things

link together. For example, there

seemed to be little sense in offering peo-

ple lifeskills and job search skills when

there are no jobs to go to. It wouldn’t

take too many screw-ups like that be-
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fore no one trusts you anymore! Also,

the completed profile showed the com-

munity exactly the way things were, so

it became easier to get support for im-

proving things. Finally, the assessment

served as a base which we could use

over the years to measure the results of

our work. We would know how far we

had come because we knew where we

started from.

In hindsight, our leaders would say the

assessment was one of the keys to our

success. It enabled us to really see our

situation, to get funding for training pro-

grams, to prove when we had been suc-

cessful—and to show others how to start

a good planning and training process.

Before it had been a vicious circle. We

can’t get anything done because too

many people were unwell, bored, and

fed up. And when we tried to do things

it was always too piecemeal and

patchy. There never was a real plan to

get something going for each group at

the same time.

Gap Analysis & Training Plan

Development (chapters 4 & 5)

With the assistance of the con-

sultant, we next used the ma-

trix to see what we had to do

to move Darfield out from its current

situation and into the future we wished

for it. This was exciting, but challenging.

Obviously, we would need special lead-

ership just to get things rolling. We

hired a training co-ordinator right away.

His job was to make a training plan, get

it going, and to keep working with us to-

wards our goals. In some ways, we did

things backwards—generally, you ex-

pect people to complete a plan, and

then hire someone to carry it out. But

we needed to show people that we

were taking action as well as talking. So

we had to work out the training plan as

we went along.

Because our priorities covered many dif-

ferent types of training, some sort of or-

der had to be given to the training

events. Two of the most important were

not “events” at all, but on-going necessi-

ties: wellness and lifeskills on the one

hand, and adult upgrading on the other.

We undertook them both toward the

end of 1987.

At first, 95% of the lifeskills participants

were women. The results were quite no-

ticeable. People who had previously

been afraid to leave their houses for

more than a few hours were surprised

by the strides they made, and how

much their attitudes about friends, fam-

ily, and community improved.

The first response to adult upgrading

was slow by comparison. By 1988 how-

ever, people had begun to communi-

cate with others and trust each other

more readily. Parents who went back to

school became more interested in their

children’s schooling. I even did some up-

grading, and found it far easier to treat
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it seriously than I had on a previous oc-

casion. This time, I knew why I was

there and all the other students were

adults too. People helped one another

to learn, and the course was flexible

enough to allow me to study and still

have a family life.

These two parts of the training plan

were the foundations for the rest of it.

Many people became interested in the

community, the training plan, in starting

businesses, and in job opportunities.

The trainers altered and modified the

planning as things went along. They al-

ways had our basic priorities to guide

them, plus the general direction that the

community had agreed the training

should take. So community support and

understanding remained strong. The

plan grew from the priorities, from the

matrix, and from our goals to create

jobs and business opportunities now

and for the future.

We were really glad that we started eve-

ryone out on the entry level of the ma-

trix. We didn’t assume anything about

people other than they needed to “buy

in” or accept some of the ideas.

Some people (like the administrators)

were nervous about not having the

right skills to do their jobs, since they

had been doing them for years. Some

leaders were a bit arrogant at first about

having to do the lifeskills training. But

since everyone had to do it, no one felt

singled out. It really worked to build a

stronger commitment to training and to

long-range planning.

After the basics, almost everyone felt

more confident and could go on to

other skills training, upgrading, or to

work at one of the new businesses that

had been set up. It was the first time we

all felt a bit of hope for the future.

Implementing the Plan (Chapter 6)

Chief and council had laid the

foundation for the long-range

planning and training process.

As the training plan developed and

achieved some successes, more people

became supportive and involved. The

general state of wellness improved, and

with it increased expectations for em-

ployment.

Chief and council had to direct their en-

ergies toward economic initiatives.

Now that there were more people able

and willing to help in administration, it

was possible to undertake a project or

two. The lifeskills coach and the upgrad-

ing trainers pitched in by writing applica-

tions for funding. Their proposals

helped the community to get money for

training, for starting businesses, and for

two people to manage the whole proc-

ess of community change. The commu-

nity assessment, the training plan, and

Darfield’s support of the training priori-

ties indicated to funders that this com-

munity was “on track.” It seemed that
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the more we did, the better we got at

it—and the easier it was to demonstrate

stability.

Partnerships evolved with businesses

and industry outside the community.

Training was tailored to our commu-

nity’s needs. What’s more, into each

training program we built an agreement

to train a local person as a trainer of

that particular activity. The same went

for the two management positions. We

first filled them with outsiders, but it

was the outsiders’ responsibility to work

themselves out of their jobs and to train

local people into them.

From the start, we had intended that

the process have three main results:

� community members capable of man-

aging Darfield’s own plan for change.

� chief and council stable and skilled

enough to lead us into the next dec-

ade.

� enough healthy people to make Dar-

field a good place to live, with oppor-

tunities for everyone to look after

themselves.

Having done all the work assessing

where we were, deciding where we

wanted to go and who was involved,

and drawing up a training plan, the rest

of the process didn’t seem so hard!

Evaluation (Chapter 7)

Over the past six years, we’ve

done several evaluations of our

work to see how much pro-

gress we have made. Some of the fund-

ing that we received required

evaluations and audits. Evaluations also

let would-be lenders and joint venture

partners know of our increasing success

and stability.

At other times, we just did an evalu-

ation for our own information and en-

couragement. Evaluation enabled us to

improve plans and training. It’s funny

how people can become afraid of

changing something that isn’t working

out right. Sometimes, it was just reassur-

ing to know we had managed to get

started in the first place! The matrix still

helps us keep us on track, too. By using

it as a framework in our on-going plan-

ning, we continue to address the train-

ing needs of the whole community

continue, rather than just a minority.

Each year our elected officials use the

evaluations as proof of accomplish-

ment, and as part of their re-election

platform. So far it’s worked to our ad-

vantage. Council membership has been

very stable over the last six years. The

community takes pride in the work it’s

done. But without the evaluations, we

wouldn’t know how well we were do-

ing or what we needed to change along

the way.
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Results & Conclusions

Overall, the change our commu-

nity has experienced in the last

few years is pretty overwhelm-

ing. Most of us think it is the result of a

few people who took the lead to do

what was needed, whether it was popu-

lar or not. Others say our success it due

to an an increase in confidence and

skills among community members. Still

others say that the key was to have a

good plan and the right people in the

right place. All of these things probably

had something to do with it. We had a

winning combination: we knew our

goals and priorities; we weren’t afraid

to ask for help; we made a solid assess-

ment of where things started; and on-go-

ing evaluations have brought about

good planning and a steady build-up of

local skills. We just wish we had started

sooner!

The following is a summary of some of

our key results:

� Substance abuse is lower. As many as

14 people a month are now applying

for assistance in treatment centres.

� There has not been a suicide or violent

death in four years.

�Welfare roles have declined from 85%

of the community to 64%. They con-

tinue to fall each month.

�One hundred fifty adults have taken

skill training of one type or another,

and almost all have participated in

lifeskills programs.

� By 1992, there were 45 graduates of

adult upgrading. The courses now op-

erate full-time with a reasonable

number of adult students.

�Housing and safety standards have im-

proved a lot. People are planting gar-

dens and lawns around their houses.

Most houses have been painted in the

past two or three years.

� The unemployment rate has been re-

duced to 35% and it too is falling.

� There are seven businesses in opera-

tion, each generating a profit, creating

jobs, and assisting the development of

other local businesses. (The little con-

venience store that just sold pop and

chips five years ago now is a small

supermarket employing six people full-

time and four high school students

part-time.)

�Darfield has attracted over $780,000

in joint venture capital investment

each year. Our community assets are

now worth over $2 million.

� Young people are returning to Darfield

to work and raise their families.

When we look back over the past six

years and see our results, we realize

how far we’ve come. Taken together,
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the changes are massive, but they hap-

pened gradually. As the people in the

community grew, so did the work that

could be done.

We’re not finished, either. Actually,

we’re just starting. There are plenty of

resources we have to develop to

achieve all our dreams. Human re-

sources—people—are a long-term invest-

ment. Other communities similar to

ours are now doing the same kind of

planning. Their investments in training

are paying off too!

How we did it makes sense for us. In

the beginning we battled to invest in

our people. They were a real mess. We

argued for local, long-term employment

and community-owned business. We

had to run businesses so that our peo-

ple wouldn’t go the city to buy things.

All this took time and patience. It cost a

lot of money, and required political sup-

port.

At first no one believed in us. (Even we

didn’t!) We had to get over our own

fears and lack of confidence and do

something worthwhile. Government

had to listen because we didn’t falter or

change our minds. On the other hand,

our plan didn’t fit their funding guide-

lines at first. So we all had to listen, com-

promise, and work together.

That reminds me of another thing. I’ve

noticed that people speak their minds a

lot more than they used to. Before,

what few people came to council meet-

ings had little to say. Now council meet-

ings are well attended, and the people

talk frankly and constructively about the

changes they would and wouldn’t like

to see. I guess we’re all a lot more

proud of who we are.

It really does make a difference when

others support you and encourage you,

and we are enjoying that now. In the be-

ginning, however we were really on our

own, and had to look at the future for

our children and grandchildren. It was

from the future generation that we got

our strength and our vision. With them

in mind, it was easier to stay on track

and to keep going when things got

rough.
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Appendix 2

Community Participation in
the Planning Process

Knowing when and how to in-

clude people is key to the suc-

cess of human resource

planning. This section describes how to

get the right people involved at the

right time.

STAGE: Assessment

Include people with the information,

knowledge, and ability in the field of

community assessment and analysis.

They will identify gaps in the current ar-

ray of skills available locally, and the

gaps which are likely to emerge in the

future. These people could be local

community members, outside contrac-

tors, or a combination of the two.

How: Perform a community inventory

and assessment. Hire or appoint people

to undertake the job.

STAGE: Setting Goals & Priorities

Include as many people as possible at

this stage. Definitely include the people

slated to manage the implementation of

the training plan or to co-ordinate any

of its aspects. At this point, anyone

whose authority or permission will be re-

quired to accomplish the plan should

be included, like politicians and others

who are responsible for community re-

sources. Lastly, people with a solid back-

ground in training, human resource

development, or employment counsel-

ling would be useful.

How: Hold planning sessions to which

everyone is invited, then ask certain

people specifically to take part. Time

the work so that the key people can at-

tend. Ask them how they would pro-

ceed with the planning, and where and

when it should take place.
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STAGE: Training Plan Development

This aspect of the human resource plan-

ning is as interesting as it is important.

Most people are interested in discuss-

ing job opportunities. Few have experi-

ence in identifying the skills a vocation

requires or in planning a series of train-

ing events. Make sure there is a compe-

tent trainer or training plan designer

involved at this point, so that others can

learn how to do it in the future.

How: Let people know what stage the

planning is at, and that their participa-

tion is welcome. Make sure they also

know that this work is fairly special-

ized—not unlike preparing the “blue

print” for a building.

STAGE: Implementation,

Management, & Evaluation

This may be a very prolonged part of

the planning process, but it is critical to

human resource development. Some-

one is required to oversee the imple-

mentation of the plan and someone

else to monitor its progress. All the peo-

ple who have been involved to this

point should be kept informed about

how things are going. Everyone should

have the opportunity to know what’s go-

ing on and who is in charge. They

should also have the opportunity to

comment on the plan’s results and to

celebrate its successes. Only in this way

will they continue to look upon the en-

deavour as their own.

How: People are usually specifically

hired or requested to handle these re-

sponsibilities. Communication about

the process should be considered part

of the implementation.
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Appendix 3

Glossary

Brainstorming: a discussion technique

that encourages people to generate the

maximum number and variety of possi-

ble solutions to a problem.

Capacity Building: Increasing the ability

of individuals, groups, and organiza-

tions to plan, undertake, and manage

ventures and other initiatives.

Career Development: A process that

helps people figure out who they are,

what their skills are, and which roles

they wish to pursue. Usually associated

with personal management, employ-

ment or occupational choices, it also in-

cludes volunteering, family life, and

leisure activities.

Community Economic Development:

A body of expertise and practice which

connects social development and eco-

nomic goals in a holistic, community-

based approach.

Community Development: The social,

cultural, economic, and environmental

enrichment of individuals who are identi-

fied as a “community.”

Continuing Education Units (CEUs): A

way to measure quantities of structured

learning (e.g., seminars, workshops,

courses). They are often used in human

resource development systems which re-

quire continuous upgrading of the em-

ployees’ skills. One CEU normally equals

ten hours of attendance in a program.

Credit for Prior Learning: Assessment

and credit for skills and knowledge

gained previous to a recognized pro-

gram of studies. It is useful in the recog-

nition of seminars, workshops, and job

experience in which people have

learned skills and knowledge without

the opportunity to receive a certificate.

Credit for Prior Learning is not common

in Canada, but has been receiving good

support in the U.S. and other countries.
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Curriculum: teaching and learning pack-

ages which describe in detail how stu-

dents can acquire certain skills and

knowledge. They break down the con-

tent into a series of lessons, exercises,

and assignments to be completed in a

particular order in a particular period of

time, and usually include or specify the

readings, videos, and other resources

the students should refer to.

Curricula take a number of different

shapes. Pre-packaged or off-the-shelf cur-

ricula are mass-produced for many learn-

ers. Normally these are developed for

very general skills which are in high de-

mand, like accounting.

Modular curricula (“Lego Learning”)

separate larger training programs into

discrete activity or skill packages which

can be completed independently of

each other. They are very useful where

a long-term commitment to training

may not be possible, or when programs

have to be built to meet specific needs.

Custom-designed or tailor-made curric-

ula are created from “scratch” or by

modifying off-the-shelf packages to suit

a client’s needs. They are usually in-

tended to satisfy a relatively small group

and can therefore be expensive. First Na-

tion design is a type of custom-designed

curriculum; they are training materials

and methods created by and for First

Nations people.

Economic Development: The process

which encourages the establishment of

entrepreneurial ventures and cultivates

the environment in which they thrive.

Experiential Learning: learning strategy

in which learners to experience and

practice an activity or skill on the job

(e.g., in an apprenticeship) or in simula-

tion exercises in a workshop or class. A

very effective way to strengthen under-

standing, ability, and confidence.

Human Resource Assessment: Deter-

mining the base of knowledge, skills,

and abilities within a community and

the current or upcoming economic/em-

ployment opportunities that people

need to fill.

Human Resource Development: The

movement of people towards greater

well-being of self, family, and commu-

nity in every aspect of life: the spiritual,

cultural, emotional, and physical.

Human Resource Planning: A way to

organize people, things, and money in

order to promote human resource de-

velopment. It includes career planning,

training and matching people with their

skills, potential, and interests to activi-

ties which benefit both community and

individual.

Labour Market: The dynamic created

by the supply of and the demand for hu-

man resources and economic opportuni-

ties. Geographically, this market place

could be a neighbourhood, a whole

community, a region, or even a whole

country.

A p p e n d i x 3 G l o s s a r y
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Labour Market Supply: People who are

able or willing to be employed, or are

active as paid participants in enterprises

or initiatives.

Labour Market Demand: The jobs or

opportunities available for pay within

the community.

Structural Unemployment: When the

skills of the people do not match the

needs of the community.

Training: A broad range of activities fo-

cused on skill development which im-

proves a person’s ability to participate

meaningfully in family and community

life and employment. Among other

things, training can be used to enhance

awareness, healing, personal wellness

and management, career planning, em-

ployability, and occupational skills.

R e a d y , W i l l i n g , & A b l e
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