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This second unit of the work guide has been prepared to offer you tools and ideas to plan your project’s
implementation and develop an action plan more effectively. The needs assessment in your community, as
presentedin Unit 1, will allow you to write an action plan that meets the needs of the members in your community.

This guide will allow you to:

¢ Think about the way in which to implement your project and obtain the expected results.

¢ Organize your actions and produce an action plan.

To increase any project's chances of success,
planning is essential.

In fact, the establishment or the hiring of your
implementation feam is the moment when the
team’s members:

e take ownership of the project and the community
development approach;

e prepare a presentation about the project and
deliver it fo the population, partners and agencies
working in the community, as well as to the
decision-making bodies for the action plan’s
approval (Band Council, Tribal Council);

e establish a common vision regarding the identified
problems and necessary actions to carry out.

This work consists in planning steps and organizing
events and activities in the short, medium and long
term. It is a structured approach with an objective
to develop a specific action plan that will be carried
out and kept sustainable over time.

Before starting to carry out any activity, it is important
to establish and define the scope of the new project,
identify partners and collaborators, target the
expected results, and describe the activities and/or
means necessary for achieving the objectives.

When you do your planning, you must make choices
and identify priorities. This means looking at the various
possible approaches and making strategic decisions.
The results of all your work in planning then take the
form of an action plan.

Improving your chances of success: The community development approach

By planning culturally-adapted actions and by the mobilization and involvement of all stakeholders
involved in the project, you will increase the action plan’s chances of responding directly o the needs of

the community.

This also ensures continuity of the project because the problems and possible solutions have been identified
by the stakeholders who are the most directly affected by it.



Planning your actions helps you to:

Create solid bases for your project.

Organize actions that are aligned with the
community’s culture, the problems raised and the
identified priorities.

Think collectively.

Specify and communicate the roles and
responsibilities of the implementation team, and
foster its commitment to carry out its tasks.

Create a climate of trust and security among
team members, partners and the population.

Mobilize partners and collaborators around the
project.

Discover actions that will support not just
individuals but the community overall.

Establish an action plan that presents the priorities
and expected results and emphasizes the
confributions of partners.

An action plan allows you to:

Establishing an action plan is accomplished in
several decisive steps. The action plan is based on
the realities described by community members,
community workers and other professionals, as well
as the community’s leadership.

Analyzing the strengths of the community and the
difficulties it has encountered, any existing projects
that may deal with the same problems, along with
their successes and challenges, will allow you to
produce a realistic and adequate action plan.

An action plan originates from the expressed needs
which, according to the community development
approach, results directly from the consultation
and mobilization of all involved stakeholders in your
community.

Actions can be planned for: a) the short term to
identify specific results (over a year or less); or b) the
long term to provide guidance or strategies for action
(over two years or more).

1) Define goals, objectives and all the work to be done.

2) Identify the resources (financial, material and human) required to achieve the objectives.

3) Anticipate follow-up on actions and activities related to the project.

Process for establishing an action plan:

1- FORMULATE
THE MANDATE

2- FORMULATE
THE GOALS AND
OBJECTIVES

3- PREPARE THE
MONITORING OF
THE PROJECT'S
ACTIVITIES

4- PREPARE THE
ACTION PLAN
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STEP 1: Define the mandate and establish a shared vision of the project

To ensure that the activities you plan will effectively respond to the expressed needs and the identified
problems, it is important to formulate the project’s mandate.

At this stage, you must be able to produce a portrait of your community’s current situation. Any process for
writing an action plan originates from an analysis of the community dynamics, strengths, problems and issues
(see Unit 1 of the Work Guide fo see how this is done).

The mandate must correspond to the activities that will be implemented. It must therefore be clear, because
it justifies the project’s existence.

How do | define a mandate?

Answering these questions will allow you to get down on paper all the essential elements that you can use
to summarize your mandate in one or two sentences:

1) What is the project’s role and objective?

2) What are the main required services and activities?

3) Whatis your target clientele?

After writing your mandate, you can make sure it fully meets expectations by asking yourself:
* Does the mandate reflect the scope of the project? (the ‘*how’ and the ‘why’)

¢ Does the mandate take account of the needs raised by the community?

* Is it written in just one or two sentences?

Example of a mandate statement: Implement promotion, prevention and intervention services to improve
the quality of life and well-being of the children and families in our community.



STEP 2: Establish the goals and objectives

Now that you have defined your mandate, it is time to develop it according to the priorities selected for the
project. This means explaining your intentions in the form of: 1) goals for moving in a certain direction over the
long term; and 2) objectives to be reached over the short term.

A goal is a purpose you wish to achieve. You must ask yourself what the desired situation is at the end of the
project. A goal is presented in a general and easily understood statement which reflects an intention shared
by all the persons involved in and mobilized by the project.

The question you must ask yourself here is: “What are the specific expected resultse”

* Each goal must reflect strategic points that involve seeking a concrete change.
* To formulate the goals, you can hold a meeting or work session with key collaborators.
¢ Objectives answer the questions WHAT, HOW and WHEN.

* |f the objectives are too ambitious, they will be impossible to achieve, with the result that people may
become discouraged.

In general, a statement presenting an objective:

Which refers to...

v | Specific What you want to do Must be well-defined, precise and rigorous.

v | Measurable What will be done Can be represented using concepts of quantity,
quality and fime.

v/ | Appropriate How it will be done Forms part of the vision, values, dynamics and
realities of the community.

v | Realistic Its feasibility Takes account of critical factors for success
(time, methods, favourable moment, etc.).

v | Temporally defined When it will be completed | Has a deadline.

How should | write my goals and objectives?

¢ Begin your sentences with action verbs (examples: improve, increase, create, develop, diminish,
promote, equip, reduce, support, stimulate, etc.).

* Your objectives must be different from the activities and tasks that are set to accomplish and measure
your objectives. Example:

» Objective: Promote learning and use of the Nation's language in the community.

» Task: Hold a meeting with the teachers of the Natfion’s language in order to develop strategies.



STEP 3: Anticipate the follow-up of the project’s actions and activities

Your objectives must be measurable, which means you should follow-up on your activities in order to determine
whether there are any gaps between the expected results and what has been accomplished.

It is befter to reflect ahead of time on the ways you will monitor your results. This will get you to think about the
success indicators (criteria) related to your objectives. When carrying out your action plan, this step will allow
you to measure the impacts of the actions that have been taken. You will then be able during the services
implementation phase to make sure you are going in the right direction and to adjust your action according
to the evolution of needs and demands.

How do | prepare the monitoring of my project’s activities?
You must determine:

1) WHEN will monitoring take place?

» Choose what you consider to be the right moment or period.
Example of a date:

* Is"week in March.

Examples of best moments:

e After goose-hunting season;

* After the Band Council election;

e After giving 2 information sessions on the project.

2) HOW is monitoring to be carried out?

Do not hesitate to
choose the methods
that correspond to the

» Choose the method that best corresponds to the type of activity
and the culture of your community.

Examples: community’s way
P of life and ways of
e Distribute a questionnaire with short questions; doing things.

¢ Organize a community meal or cultural activity;

e Contact people by telephone to ask questions.



STEP 4: Draft the action plan

Generally speaking, in relation to the community development approach, the action’s plan content should:
1) Provide a historical and current portrait of the community, along with its dynamics and realities.

2) Demonstrate the process that will be used to mobilize the population, partners, tfeams and all other
collaborators.

3) List and clearly specify objectives, actions, the persons who are responsible for actions, and the work
calendar established to implement the project.

The action plan must illustrate your capacity to mobilize community members in order to bring the desired
change, while ensuring to take account of the community’s current realities as well as its socio-economic and
cultural context. It must allow everyone involved to whatever extent in the project to understand one another,
to get organized and to plan and evaluate their actions.

Finally, the action plan is a document which presents how the project will unfold to achieve your objectives,
i.e., it will answer the questions what, who and when.

» Determining the WHAT means specifying the tasks and activities that will be carried out.
Are these activities directly related to the objective?
You can plan your activities in the following way:
1) Make alistin any order (brainstorm). The goal is to itemize all your ideas so that you can remember them.

2) Determine the logical order necessary for carrying out these activities.

» Determining the WHO means selecting people who will be responsible for activities.

Does the person responsible for this activity have the necessary competencies and resources to do the job?

Giving responsibilities to people with the right training and the necessary commitment is an essential
condition for the success of a project. A competent person is not necessarily one with a university degree.
The know-how that a person possesses can make all the difference in the world!

» Determining the WHEN means indicating the completion date of an activity (deadline).

Is the calendar realistic?

Possible examples:

* Every Monday of the month * Fall of 2010
* 1s'week in June *March 31, 2011 (end of the fiscal year)



This guide presents two fools to let you know the elements to include in your action plan when you prepare it.
They are taken from and detailed according to the template sent by ISC for implementation of services under
the First Nations and Child Family Services (FNCFS) program, using the enhanced prevention-focused approach.

These tools are presented
in Annexes 1 and 2.

Annex 1 - Grid for writing an action plan: Summary
An action plan is made up of ten (10) parts:

1)
2)
3)
4)
5)
6)

7)
8)
?)

Identification of the agency and the project coordinator, including their contact information.
Brief summary of the content of the action plan.

Background presenting the analysis of the realities and dynamics in the community.
Description of the agency and the human resources planned for implementing the project.
Mobilization and concertation of the community’s internal and external partners.

Description of the planned measures (including their relevance and cultural considerations) and
expected support for the project.

Ways in which the various stakeholders and collaborators have been mobilized for the project.
Planning of actions and details on how they will be implemented.

Preliminary budgets.

10) Approval (date and signature).

11) Relevant documents: support letters, bilateral agreement between the CISSS/CIUSSS and the

community, Band Council resolution, etc.

The purpose of Part 3 of the action plan (background) is to give a portrait of the community. Some sections
require statistical data. Other sections must present your analysis of comments received through consultation
and mobilization activities held in the community; these sections thus depend more on qualitative data.




Where can | find statistical data?!

Official organizations

ISC (Indigenous Services Canada): https://www.canada.ca/en/indigenous-services-canada.html
Secrétariat aux affaires autochtones: http://www.saa.gouv.qc.ca/index.asp

Indiana Marketing (‘Natfions’ section): http://www.indianamarketing.com/lesite.html

Other possible sources

Data from reports or any other documents produced by or for the community
Community website

Band Council

Health and social services centre

Centre intégré universitaire de santé et de services sociaux (CIUSSS)

Regional youth centre

First Nations of Quebec and Labrador Health and Social Services Commission (FNQLHSSC)
First Nations of Quebec and Labrador Economic Development Commission

Where can | find qualitative data?

It may be possible to find qualitative data in reports previously produced concerning the community. But
seeing that consultation and mobilization of the different stakeholders in the community is an important
condifion for implementation of services and application of the community development approach, it is
essential that you obtain or update your own qualitative data in order fo obtain a current and accurate
portrait of the community.

* Objective: obtain accurate at-source information to find solutions adapted to the needs directly expressed
by community members.

» All of the tools proposed in Unit 1 of the Work Guide serve as templates to guide you in administering
questionnaires and conducting individual interviews and/or focus groups.

Part 7 of the action plan may be presented as a table. Annex 2 can serve as a template for this table.

Annex 2 - Template for a table for presenting Part 7 of the action plan: Summary

This table allows you to write down and easily visualize the following elements for each general and specific
objective:

* The planned activities or methods.

* The work calendar.

* The people responsible for activities.
e The targeted partners.

¢ The success indicators.

! This is not a complete list. It offers some references as a starting point for finding statistical data.



Several factors play an important role in successful
planning. These same factors also form part of the
community development approach.

Factors that can facilitate
implementation of a project:

* The ability of local leaders to grasp the scope of
the project and support the project, thus ensuring
contributions from the available local resources.

¢ The fime required for the implementation team
to take ownership of the project, understand its
issues and promote the project in the community.

¢ The ability of the team to inform and motivate
all involved community stakeholders concerning
a common objective and vision (information
sessions, joint tables, sectoral meetings, etc.).

¢ Measures encouraging the population to give
opinions and participate in decision-making,
by way of different types of gatherings (annual
meetings, festivals, etc.).

» Distribution of information about the project
(community radio, article in the local newspaper,
restaurant tablemats, surveys, etc.).

* Promotion of ground-level actions (being visible
at ground level to speak about the project; run
focus groups, individual interviews or recreational
activities; hold a contest to design a logo for the
project; etc.).

¢ Definition of a common vision and realistic
objectives for the project.

¢ Validation of the action plan by community
members to stfrengthen their sense of ownership
of the project and to ensure that the populations’
needs are effectively met.

10

Creation of grounds for collaboration (advisory
committee, follow-up committee) to monitor
progress in the action plan.

Formal and/or informal agreements with partners
(e.g.. the youth cenftre) to achieve the action
plan’s objectives.

A project that reflects the organizational structure
of the community in order to increase its credibility
and give it more autonomy.

Support of actions taken by local groups, e.g.,
women's committee (financial support, advice
and accompaniment).

Challenges that can arise in the
planning of a project:

Human resources recruitment and retention.
Team members’ lack of professional experience.

Lack of time to get everything done, which can
lead to work overload and burnout of team
members.

Difficulties in infegrating the new team into
existing services in the community.

Difficulties in mobilizing the population and other
stakeholders in the community (see Annex 1).

Challenges in overcoming the working in silos
mentality (people adhering strictly to their own
sector of activity) and getting people from
different sectors to work together.

Difficulties in obtaining statistical data.
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