Category: BEST PRACTICES
Project Title: District Of Kent, Community-based Leisure Needs Assessment Study
The Challenge…
The District of Kent, like other small rural communities, is faced with immense challenges in terms of service delivery (funding, getting adequate participation, commuting time, lack of transportation, urban expectations, regionalization, need to reduce gaps and create new partnerships due to limited community resources / capacities). This is why small communities are totally different from larger communities and require unique and customized solutions.  These solutions begin and end with specialized tools and strategies that not only look at immediate, but also provide long term strategies for sustainability.
The Issue and Solution…
In 2007, the District of Kent Community Services Department was struggling with its Leisure Services Division. It faced problems with rising costs, meeting public demand, marketing its services, meeting targets effectively in meeting targets and general overall identity. In the fall of 2007, the Director of Community, Recreation and Park Services sought the approval of Council to conduct a Community-based Leisure Needs Assessment Study
.  This Study was broader based than what is usually achieved through a leisure needs study. It looked at the service delivery and leisure needs from a community-wide perspective and did not just focus on a single issue (outcome and benefits based). This was a unique approach as the results would provide the District with key information in developing new and / or modifying existing programs and marketing strategies (accountability) and position it for partnerships that cut across previous “silos”. The results would also influence the development of service delivery / facility plans, and budgets (efficiency, productivity and cost-effectiveness). 
Why Best Practice…

The Community-based Leisure Needs Assessment Study qualifies as a best practice, because it:

· Improves existing services by focusing on the strengths and areas of opportunities;
· Improves accountability and transparency by being able to define the outcomes that are being produced and show the community how its priorities are being met day to day
· Improves efficiency, cost-effectiveness and productivity by being outcome based;
· Improves awareness of local government services by becoming the catalyst of change and service provider partnerships (including First Nations); and
· Improves forward planning by providing strategic direction and short, medium and long term recommendations.
Improved Efficiency, Productivity and Cost-effectiveness…
The results of a Community-based Leisure Needs Assessment Study provides the District of Kent with timely information about what services are needed in the community; how the citizens of the community view present services; what recommendations emerged for improvements; and identifying any new needs and trends that the community can address. The Study included 17 Priorities and 13 Strategic recommendations for the District to focus on. Further, the Assessment is being used to justify grants (relevant statistical data); design new local programs; promote collaboration among local agencies and businesses; give Council and Staff tools to make decisions based on the community’s perspective not the loudest voice; give the community a sense of empowerment (because staff regularly reflect back on what the community said and what staff is doing to address it); and supporting funders in decision making. While the Leisure Needs Assessment Study research is intended to be general to sport, culture and recreation activities, the results are also being used to collect data and information that is required for potential upcoming issue-specific research that may be conducted with respect to the District’s future plans (i.e. aquatic facility and/or fitness centre gymnasium, etc.). For example, the data collected through the Community-based Leisure Needs Assessment Study was used to support the Build Canada Grant application for a new pool. The data was statistically relevant and provided achievable outcomes through the objectives.  
The Community-based Leisure Needs Assessment Study has achieved efficiency, productivity and cost-effectiveness by:

· Exploring leisure and recreation interests, preferences and participation rates/trends by activity and by population segment;

· Identifying residents’ needs and expectations with respect to programs, services, and facilities (including parks and open spaces); 
· Making Council’s decisions defensible and in alignment with community needs (no waste by investing in services and facilities that are not what the community wants).
· Identifying facility, program, and service gaps; 

· Identifying barriers to participation and why;

· Identifying funding sources and opportunities for partnerships;

· Generating ideas to increase participation and for potential opportunities to fill gaps and remove barriers; 
· Assessing consumer opinion as to the role of the District in filling needs, reducing barriers, and creating opportunities, along with priorities for action/investment in these areas;
· Providing direction on community leisure needs (what does the District want to see and do?);
· Providing sound statistical data to staff to better allow them to do their jobs;
· Providing staff with the opportunity  to focus on needs opposed to wants;
· Providing resources to service areas that count; 
· Providing a powerful forum to bring partners together who hadn’t explored the value of each other’s role.

· Showing how the data can be used far beyond its initial purpose i.e. marketing messages, day to day accountability techniques; and 
· Providing statistical benchmarks and outcomes.

How did the Community-based Leisure Needs Assessment Improve Accountability and Awareness of Local Government Issues…
The following steps were developed to ensure the Community-based Leisure Needs Assessment Study best represents the District’s overall needs, direction and outcomes and also met community expectations:

 

1. Council appointed a Steering Committee to oversee the project and determine the timeline, the focus of the assessment, the tools and how the outcomes would be reported.  The Steering Committee was a representation of community-at-large, service organizations, sport organizations, volunteer organizations and education. Interested parties were asked to apply to Council and were vetted to ensure that a committee balance was established.
2. The Steering Committee, along with the consultants, identified the stakeholders who would be part of the assessment:
· Youth

· Seniors

· Older adults

· Younger adults

· Sport organizations

· Service organizations

· First Nations
· Pre-school age and children’s programming

3. The Steering Committee in discussion with the consultant developed the questionnaire/survey and decided what forum would be used to capture the information. It was decided to conduct 300 phone surveys and host 8 focus groups (see list in #2). This provided a statistically viable sample.
4. The Steering Committee provided input throughout the research process and participated in the sharing and interpretation of results. The steering committee met on a regular basis to provide input into the research design and analysis.  In addition, an advisory group was established – comprised of representatives from organizations throughout the District who were also involved in providing leisure services to Agassiz residents – to participate in the interpretation and application of research results and to provide input into the role and priorities of the District in filling identified needs and removing barriers (this is ongoing). 
5. Through their spheres of influence the Steering Committee members were able to get the word out to more people than would have otherwise been possible.
6. Establish a sense of trust in the process because respected formal and informal leaders were imbedded in the process.

7. All meeting minutes and committee meetings were open to the public.

What the Community is saying…

“FVRL management and staff understand that a Leisure Needs Assessment of this quality and thoroughness will help the local Agassiz Library develop a number of long-term strategies for implementation of programs. Future initiatives by staff that are in the interest of Kent library users could take both this assessment's results and FVRL's own Tactical Plan into account when creating programs and services. It is my hope as a participant of the process that assessment results and insights will also aid staff in modifying existing programs and how they are marketed to the general public. The Leisure Needs Assessment will also help to influence service delivery as library staff work along with District of Kent staff to help plan and implement our services in the future.”

Earla Legault, Fraser Valley Regional Library

“Thank you. Thank you, thank you… This study can be used by all service providers in the Region. It not only provides direction but much needed results for applying to funders.”

Wendy Colman, School District #78
How results can be transferred to other local governments…
The results of the Community-based Leisure Needs Assessment Study are specific to the District of Kent; however, the process and tools that were used can be transferred to other local governments facing similar concerns. This includes:
· Research and methodology

· Request for Proposal and consultant contacts in British Columbia and Alberta

· Terms of Reference and timelines

· Demonstrated approach to true community engagement

· Focus group and telephone survey methodology (that are not the intellectual property of the consultants)
· Marketing and communication materials (District wide)
· Tools on how small communities can leverage the information to not only inform service delivery and capital investment but broker decisions
· Ability to draw on a broader base of information (i.e. be inspired by best practices in other communities), but firmly grounded in the characteristics, priorities, needs and drivers in the local community
Timelines…
Approval was granted and the Community-based Leisure Needs Assessment began in January of 2008. The District of Kent obtained the services of Jennifer Wilson Consultants Ltd. and Point of View Research to assist and guide the process of achieving this worthwhile outcome.

The District worked with the research / consulting firm to prepare a detailed work plan, with key deliverables and time-lines (based on availability and work loads).  The research results and a report with recommendations were completed on August 31, 2008 with preliminary survey results completed by June 30, 2008.  The final plan was adopted by Council on January 26, 2009.
Budget…
The final cost of the Community-based Leisure Needs Assessment Study was $28,000, including consulting fees, marketing, and meeting costs.
Program Category: Partnerships

Program Title: Community Health Promotions – STEP ON (Support, Training, Education Programs, Opportunities)
Program Status: Ongoing (completion in the fall of 2009)
Program partners…
Primary partners: 

· District of Kent
Community, Recreation and Parks Services
Kerry Hilts

khilts@district.kent.bc.ca or 604-796-2235

· School District #78
Resource Staff



Wendy Colman

wacolman@sd78.bc.ca or 604-819-5785

· Fraser Health

Public Health



Robert Stam

Robert.Stam@fraserhealth.ca
· Other partners include: Community Services, R.C.M.P., and First Nations Communities

· Program Sponsor: the District of Kent and the Agassiz – Harrison Healthy Communities Committee

The creativity of the initiative…

Through the Program Partners the STEP ON program is strategically and collaboratively designed to maximize existing programs and resources (designed to take place in our own backyard). By utilizing local programs, infastructures and resources we developed a strategy that provided opportunities for grade school students, senions and pre / post natal mothers:

1. Grade 5 through 7 and at-risk students to increase awareness around individual health, nutrition and fitness. By providing opportunities for fitness to these students through workshops and hiking opportunities, fitness orientation and incentives, encouraged to remain active and will redefine their lifestyle choices through experiential learning and engagement. 

2. Through the provision of workshops for new moms we addressed pre / post-natal support, importance of nutrition and fitness. By aligning these workshops with local supports and resources, new mothers will be given opportunities to develop a personal fitness / nutrition plan. Through the provision of opportunities, new moms to can hike,walk and workout.

3. Senior Workshops focused on prevention and fitness opportunities close to home, in your own back yard such as hiking, walking, and classes at the local fitness centre. 

Program Incentives and Opportunties:

· 10 punch card passes for pre / post natal mothers to participate in a fitness orientation, and personal trainer with the group to develop individual fitness regiment.

· 10 punch card passes for seniors as an incentive to receive a fitness orientation, fitness facility orientation, and the opportunity to develop a fitness strategy with a trainer.

· 10 punch card passes for grade 5 through 7 and at-risk students to to participate in a fitness orientation, and personal trainer with the group to develop individual fitness regiment.

· Workshops for Grade 5 and 6 students:
i. fitness, nutrition, individual benefits, awareness local recreation opportunities 
ii. Students Activity such as hiking and snowshoeing
· Workshops for Grade 7:  
i. fitness, eating right for life, adventure smart, nutrition, local activities
ii. Students Activity such as hiking 
· Community Health Workshops:

i. for pre and post natal mothers around nutrition, mothers' needs and care, and benefits of fitness in partnership with Fraser-Health

ii. Activities such as personal fitness planning, local facility orientation, spinning class

· Senior Health Workshops:

i. Prevention, injury prevention, chronic disease prevention

ii. Activities: hiking, cycling, walking, individual fitness planning

· The creation of tools kits and templates for each target group that can be used and modified in the future by both the School Division and the District of Kent - used to build long term capacity 
The health enhancing benefits that the community has realized…

1. Over 200 Grade 5 through 7 and at-risk students have participated in hiking, snowshoeing and general fitness opportunities and assessments. Over 80 have received facility passes to-date. This constitutes 22 percent of the District’s school age population.

2. 55 seniors have had personal fitness assessments and received facility passes. These are new fitness members and not currently participating in District services.
3. 25 pre / post natal mothers have received fitness assessments and attended workshops on nutrition, health, safety, post natal care, emergency training, first aid, healthy eating, and post natal workout schedules. This constitutes over 50 percent of expectant mothers in the District.
4. New fitness conditioning equipment has been ordered and delivered to the school to provide additional opportunities for school age youth to workout.
5. At-risk-you have been targeted with personal trainer assessments, nutrition overviews and follow-up. This target group is a little harder to target, but groups of 6 to 8 have been showing up for group let fitness classes on a regular basis.
Overall five target areas have been exposed to health prevention opportunities.

How the need for policy initiative and change was determined...

· The Community-based Leisure Needs Assessment Study that was conducted in 2008 stated that additional fitness opportunities were needed for children and youth, pre / post natal mothers and seniors (over 60 percent need). This information was shared with the Agassiz – Harrison Healthy Communities Committee, and it was motioned to act on the initiative and opportunity. These opportunities were also reflected in past community wellness fairs as a demonstrated need.

· District Council endorsed the program in late Fall 2008.

· Healthy Communities Committee is a long standing Committee of Council and is supportive of its goals and outcomes.

· The District is a member community of ActNow and other health initiatives.
How the initiative or change increased the awareness of and opportunities for physical activity and healthy living…

The STEP ON project has increased individual capacity around healthy living, choices, nutrition awareness, and personal health management. Through prevention, education and individual fitness orientation and planning, individuals have shown  improvement in their ability to effectively manage their health. These improvements have been small as capacity takes several years to take effect.

a) Individual health plans have been created to improve the health of participants in the five targeted areas. 

b) Strategic framework for the delivery of workshops for the five targeted areas are being developed be and shared in the region.

c) The number of individuals engaged through this initiative has been tracked.

Effect of the project on local government policy (OCPs, zoning, bylaws, etc)…

· The Healthy Communities Committee will be part of the 2010 OCP review (proposed).
· The Parks and Recreation Fees and Charges Policy No. 1433 reflect a mixed benefit approach
 and recognize costs savings for children, youth and seniors.

The cost of the partnership activity, the contribution made by each partner and the service provided to the community…

· $25,000 was provided by UBCM as part of the 2009 Community Health Promotion Fund (facility passes, instructors, meetings and travel).

· The District of Kent has provided expertise and facility costs to provide opportunities.
· Fraser Health has provided nursing and public health support.
· Fraser Cascade School District has provided staff time to market and coordinate the programs and funding.
Potential interest generated by the partnership for developing future physical activity / healthy living policies and initiatives…

This is an ongoing partnership that is being strengthened through the STEP ON program. Each of the partners plays a role and is part of the success. The Agassiz – Harrison Healthy Communities Committee is always in search of opportunities to improve the health of Agassiz and area residents. The committee membership is comprised of many multifaceted social services organizations that are linked to other communities and societies. The role of the Committee is to improve the social determinates of health of the community through capacity building. 

Describe the value added by establishing the partnership…

· Increased communication

· Collaboration increased though the increase of participants as the competition for inclusion is alleviated

· Networking opportunities have increased

· Experiences shared

· Better analysis of GAPS 

· Reduction in the duplication of services

· Increased awareness of all programs and services in and around the District

· Relationship building is key to the Committee’s success

Long term impacts realized…

1. Development of a Strategic framework for the community will empower individual groups to engage in this process as an on-going strategy.

2. Community forums around education, nutrition, and physical fitness have been created and will build capacity of participants.

3. Framework is being shared with a number of communities (Chilliwack has been in contact about the program).

4. Community forums are advertised through existing infrastructure to ensure inclusive, holistic, effective opportunities are provided to the region.

5. Development of tool kits and templates for long term use to capacity building.
� A Leisure Needs Assessment is a scientifically reliable statistical study to gain an understanding of the community-wide recreation needs, attitudes, opinions and behaviors of the constituency served by a recreation service provider. 





� Mixed Benefit approach means that services whereby both the individual receives direct identifiable benefit and the community benefits as a whole.  The mixed nature of the benefits suggests that these services should be partly funded by the community through general taxation and partly by user fees.
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