Action planning community cohesion
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Action Planning For Cohesion – Key Learning Points
1. Make sure the risk assessment has been completed before you develop an action plan. This will help to prioritise and focus on the most important cohesion issues. This will also help you to identify the right people to develop relationships with during the development phase.

2. Complete the opportunities matrix to ensure that the cohesion objectives you have chosen don’t just deal with potential problems but look at the benefits that can be brought to prospective and existing residents.

Risk and opportunities planning will help to set realistic budgets for the work.

They also help you to identify additional elements that will contribute to a successful development beyond the usual measures.
3. Drawing up an action plan - Make sure that all stakeholders have an opportunity to contribute to or comment on your action plan. Remember, you are developing in an area where other organisations have relationships and responsibilities. Actions that you take can have unintended effects on other stakeholders.

It is also a way of checking out if the actions you are proposing are already being undertaken by anyone else. Good partnership working is important and will enhance the cohesion outcomes you want to deliver.
If the development is unpopular with local residents for any reason, the views of the local community might be better represented by a local councillor in the first instance. 
The action plan should include Plan B for actions or activities that are outside your control. What if the schools don’t want to be involved/have other commitments? How else could you do the work you want to with young people? 

4. Monitoring the plan - You will need to establish some baseline information on which to evaluate the effectiveness of your plan. This might be a mix of hard data (levels of crime/demographic of the area) and what might be broadly termed “Community Insight” – for example perceptions/anecdotal evidence. Don’t dismiss the anecdotal out of hand but do check if there is any objective evidence to support it. If there isn’t you will still need to address concerns – you’ll just need to do it in another way.  You will need systems in place to monitor the delivery of the action plan, to evaluate the impact on the risks and to identify the progress made on maximising the opportunities.
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Action Planning Community Cohesion – How and why
Background

The focus for this work was on a number of developments across the Housing Market Renewal Pathfinder in Oldham and Rochdale.

Although action plans were developed it was clear that, in the time available, it would not be possible to monitor their delivery as the decision to end the programme was made during the project.

It was agreed that action planning would be used to help staff analyse the impact a development could have on the area in which it was being built.  It would also be used to identify activity that would either mitigate or enhance that impact. Risk and opportunity matrices were developed to facilitate this (see Appendix 1.)  

Action Plans 
Action planning started with a discussion about the developments - how they were perceived by the adjacent community and what the staff involved thought the main issues were.

The organisation was then asked how it would describe a successful development. 
The answer was different for development and housing management staff with the former focusing on satisfaction levels with the property and the quality of the build, whilst the latter identified low/no turnover, low rent arrears and low anti-social behaviour complaints. It was interesting that – apart from ASB – none of the other indicators of success related particularly strongly to community cohesion in its broadest sense and all those identified by housing management staff referred to KPIs.

There was no reference made to the impact the design of a development can have on community cohesion apart from one scheme which was an “off the shelf” purchase from a developer and, therefore, outside the control of the organisation in terms of design. The Oliver’s Court evaluation which forms part of this “Taking Forward Cohesion Counts” work identifies a number of issues arising from such a situation.
Relations with the wider community were not mentioned, neither was the potential for employment or training, better access to services or bridge-building within and between communities.

Action plans have a real value in ensuring that things happen and play a vital role in the delivery of cohesion outputs and outcomes. 

They are particularly useful for people who like to be clear about what is expected of them and who want to get on and do things with minimum direction. 
What they do not do so well is to encourage creative thinking or describe whether or not the actions have delivered expected outcomes.   It was not unusual when action plans were being updated for someone to say “we couldn’t do that for X reason”.  It was rare to hear “so we’ve decided to do Y instead”.

Observations on Action Planning

The following points identify some of the issues that arose from developing action plans to deliver cohesion outcomes. 

1. Number of people involved in drawing up the plan – there is a danger that drafting the plan could be limited to one or two individuals who may not have responsibility for delivering the actions themselves. Therefore there needs to be a mechanism in place for including others and for explaining the reasoning behind the action plan.

2. Actions chosen because they were understood rather than they were the most appropriate – this could be expressed as “we did this before and it worked”.
Not all activities are relevant in all circumstances.  If, for example, there were very poor intergenerational relations in an area, it might give pause for thought if a family fun day was proposed. What is the risk that this might further entrench attitudes? How could that risk be mitigated? An alternative might be to develop some joint activities on a smaller scale with an invited group of participants in the first instance.  

3. Individual activities which are not linked or do not form part of a bigger picture – there is a tendency to deliver activities by theme and by group. 

For example, a garden competition which, it is hoped, will give people a greater sense of pride in their area is unlikely to do so if it is the only activity that has this objective. 

Building up a programme of activities which reinforce a sense of pride over a longer period of time would bring a number of additional benefits – it would enable more people to make a contribution (people who don’t like or can’t do gardening); it would offer activities with other benefits (a local sports team would bring additional health benefits); it would provide the opportunity for residents to express their pride and commitment in their own terms (an event to celebrate volunteering or a presentation by a local history group, for example). 

Activities aimed at a particular group need to have a clear purpose – for example, achievement or involvement - built into them. Articulating what people will be able to do or what will be better after the activities will be of real benefit for participants and for the organisation.
If it is not clear what you hope to achieve, how will you be able to assess the impact your work has had? 

4. Focus on action rather than outcomes – people had ideas about what to do but no clear idea of what they wanted to achieve through the actions beyond the most obvious, for example, bringing people together. A focus on the “how” rather than the “why” can mean that a plan has been delivered but it has not had the desired impact. 
5. One activity, one outcome – there needs to be more thought about “what else?” any one activity could deliver. Whilst it is sometimes legitimate to have one outcome, it is usually possible to deliver multiple outcomes from a single activity.

Risk and Opportunities

Risks to Cohesion

To try and get people thinking first about what the community cohesion issues were for their development, we developed a risk matrix (Appendix 1.)  This identified what the risks to cohesion were and identified the cohesion outcomes we wanted to see. 

So, for example, a perceived increase in anti-social behaviour as the result of increased numbers of young people in a development was identified as a risk. This was assessed as high PROBABILITY and high IMPACT so it was something that the organisation needed to make provision for.  

The OUTCOMES that were agreed were:

· No increase in ASB by young people

· Better intergenerational relationships

· Young persons’ reference group  

And the ACTIONS that fell out of those outcomes were:

· Establish baseline for ASB by young people in the area

· Analysis of increase/decrease in ASB reports

· Identify activities/partners to work positively with young people.

· Engagement programme/strategy agreed.

Success will be measured by the reduction in the PROBABILITY and IMPACT levels. Reducing the impact of increased ASB from HIGH to MEDIUM might be the criterion for success and more achievable than reducing to LOW or trying to eradicate it completely. This approach can help organisations identify the contributions they can realistically make to what may well be much wider issues. 

The matrix also has columns for OWNERSHIP and REPORTING.

In terms of risk, it does not make sense to have the person who delivers the activities as the risk owner. This role should be undertaken by someone who has responsibility for that individual or has the ability to give support if required. So, a line-manager might be appropriate or – using the example of ASB above - someone with expertise in working with young people or a remit to look at engagement work across the organisation.

In terms of REPORTING, this column was seen as meaning different things to different people. Some felt that it should be to whom the reports are made, others, the frequency of reporting. It would be useful to include both.  For this approach to work effectively there needs to be someone who has overall responsibility for its delivery. The more influential this person is the more chance there is of the risk matrix being given a high priority.

Opportunities

In discussions with partners, the point was made that “risk” was generally seen in a negative light and that new developments had the potential to bring opportunities to neighbourhoods and communities and these needed to be included. This made the setting of the cohesion outcomes more proactive and added another dimension to the work.

The opportunities matrix (Appendix 2) has the same columns as the risk matrix; it was felt that an assessment of deliverability and impact were equally important to both as was an ownership and reporting structure.

The one thing we did note when we were looking at the opportunities presented by a development we had already risk assessed was that it was easy to fall into the trap of “positivising” the risks. There was a temptation to say “if this is the risk, what is the opportunity?” Whilst there will be some circumstances where this is legitimate, it can narrow the focus so that only opportunities which are easily identified and delivered are selected.       

Action Plan

The risks/opportunities approach outlined above does not mean that an Action Plan will not also be needed. Although there is a column for actions in the matrix, these are broadly described and the detailed planning of delivery needs to be described in a separate action plan.  For example, “engagement programme/strategy agreed” will refer to the development of work that will deliver the outcomes - the “how” of that will be described in the accompanying Action Plan.

The Action Plan should always come after the Risk Assessment as the latter helps to identify critical issues and what needs to be changed or developed. The risks and opportunities assessments have the potential to ensure that the success of a scheme takes into account its relationship with the wider community as well as its delivery of internal KPIs.
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APPENDIX 1 – OPPORTUNITY MATRIX TEMPLATE
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APPENDIX 2 – RISK MATRIX TEMPLATE
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Action Planning Community Cohesion: Case Studies
The following case studies describe the three different elements which make up a comprehensive approach to community cohesion  action planning. The first case study comprises an action plan only, the second has an action plan and a risk assessment, the third comprises an action plan, risk and opportunity assessments. 
Action Planning Community Cohesion: Case Study 1
Context
The subject area is a large outlying estate of largely council housing managed by the local Arms Length Management Organisation (ALMO).  Although some new private housing may be still developed on the estate, the closure of the HMR programme means that previous plans may not be fulfilled.

There were a number of issues which fell out of the decision to halt the HMR programme many of them relating to the relationship between the residents and organisations operating in the area. The local council was perceived to be the organisation which would take the most “flak” for a decision which was not within its control as the programme had been seen as a council initiative. As future redevelopment plans will be the responsibility of the council, it is not hard to imagine the difficulty it will face in persuading local people to engage with it and that, next time, the proposed plans will come to fruition.

For the ALMO staff, the main cohesion issues were not related to ongoing or proposed development activity but to the impact on a deprived community of development promises not being kept and the inevitable reduction in services that was presaged by the reduction in HMR funding.

Concerns for them centred on:

· People who had sold their homes because of proposed demolition and moved elsewhere on the estate but whose homes had not already been demolished will now see them being rented out by the ALMO.

· Properties that were earmarked for demolition did not – in the main - receive major works in the Decent Homes programme. There will need to be a capital programme to upgrade these properties. 

· Some properties may be too expensive to bring up to standard and will have to be demolished and funding will have to be found for this.

· People whose rented properties were the subject to the demolition order had the entitlements under home loss explained to them. There will be some tenants who have already “spent” this money on the understanding that it would be coming in the future. There are already problems with door-step lenders on the estate.

It was felt that there had been successes over the past few years (encouraging greater ethnic diversity on the estate was mentioned) and if those were not lost then that would be a significant result. The future would need to be shaped in conjunction with the community so it was of vital importance that the community did not lose confidence in the organisations delivering services there. 

This action plan, therefore, focuses on relationship building with the community. It also looks at how the community infrastructure can be supported and encouraged, particularly in the light of reduction in central government funding.

Action Plan

The following outcomes were identified:-

· Trust in organisations and institutions improved 

· Community infrastructure supported

· Community infrastructure developed

· Access to debt advice

· Area remains attractive to developers 

Trust in organisations & institutions:-

Concerns that the community “won’t believe anything that they’re told” may be very real in the short to medium term.

A communication strategy agreed between partners and stakeholders may well help with reasserting a sense of trust and a commitment to regular contact with the community. 

A local newsletter (name to be chosen by the community) funded by major stakeholders and designed and edited by members of the community would be one way of delivering a consistent message. The newsletter could also be used to circulate other information which would support the delivery of cohesion outcomes as well as any agreed action plan for the area.

It could be used to provide the following information:-

· changes to plans and the reasons for them 

· local service delivery and access to services further afield

· employment and training opportunities

· projects for the benefit of local residents

· community-based initiatives – volunteering opportunities/lunch-clubs/church-based activities.

Involving local residents in the design and editing would ensure that it reflected the concerns and interests of residents and would allow community organisations to get information out about their activities.

Three newsletters in the first year would enable skills and confidence to be developed – a decision would need to be taken collectively about how often it would be produced in the second year.

This maybe a project that could be linked in with schools and some of the resources could be sourced in this way.

If adults and younger people worked together on this there would some intergenerational benefits. 

There is an opportunity to introduce an arts-based project to develop the format.

The newsletter would give the community a sense of having control over something happening in the area even though other aspects were completely out of their control.

Newsletters would be made available in local shops, the housing office, through churches and community groups and schools and other community facilities.

Community infrastructure supported:-

· The newsletter would make a contribution to this.

· Scoping the extent of community-based activity continuing after the end of the financial year.  Use snow-balling technique starting with groups that are known to you and asking them to identify other people who are involved in other groups or other activities. 

· Contact the churches (there are a number of active churches in the area) and see if they are able to offer any support. Do they have facilities which can replace, to some extent, the community centre which is due for demolition? Some churches can access funding to support community development work.

Community infrastructure developed:-

· The newsletter would make a contribution to this.

· Organising some voluntary sector support sessions (funding, attracting new members, taking on volunteers).  The local CVS could be useful in finding the right support.

· Networking opportunities for community groups locally – could one of the churches provide a venue?

· Philosophy Club – building on the work that happened during the previous “Cohesion Counts” project based in the area. Satisfaction with the area showed a marked increase after the sessions for the older participants, particularly.

Access to debt advice:-

· Work with CAB to provide a local “complex debt” service. This may require some funding from the main landlord.  More complex debts tend to make people feel helpless and they may turn to door-step lenders at times of crisis.

· Benefits surgeries may also be an appropriate intervention. There will be people who do not receive the benefits they are entitled to. 

Area remains attractive to developers:-

At this stage, there is no clear idea of if/when the large-scale redevelopment intended for the area will take place. If the area is to benefit from any upturn in the economy then it must be attractive to developers. There are sites which are of interest to developers which is a positive sign. Good news stories (in the newsletter) may well contribute to the area being well-placed to benefit from any resurgence in development activity in the medium to long-term.
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Action Planning Community Cohesion: Case Study 2 
This action plan was devised in response to negative publicity around the development of the scheme. Local residents were concerned about a number of potential problems and these were further compounded by a press report that the development was specifically for one ethnic group. An arts-based project had also identified that there were some intergenerational issues centring on the use of some open space which would bisect the new development. There will be 18 properties for rent, some of them large family homes and 9 which will be shared ownership properties.

	Issue
	Action
	Who
	Outcome

	Misconception of the development, who is eligible for the properties etc.
	Leaflet for local residents to emphasis properties will be let on housing need and no other criteria.

Put in contacts for L.A. allocations team.

To hold a local surgery at a community centre or Doctors surgery to show plans and identify people’s concerns.
	
	Leaflet was distributed to residents and placed in local shops and surgeries.

Phone calls were received after this, positive response.



	Raise  awareness of the dangers of building sites and Increase community involvement of local residents and their children
	Working with the local primary school to design a “Health and Safety” poster advising of the dangers of building sites, winning poster to be used on site and a prize given to the winning pupil.

Contractors to visit school and demonstrate some of the H & S items they use when working on the site (hard hats, high viz jackets etc).
	
	.



	Promote intergenerational  activities
	School to research history of the site/area; pupils to interview older residents about what the area was like when they were young.  

Joint visit to a theatre to celebrate completion of project.

Contact other social housing providers in area to involve their tenants in the development of a Residents’ group.

Photography project – area to be photographed over time to show the different stages of the build.  Links back to the history project “past and present”.


	
	

	Perceptions of current residents around ASB
	Establish baseline of ASB involving young people.

Analyse  +/- in ASB

Philosophy in the Community with an intergenerational group to look at perceptions.
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Action Planning Community Cohesion: Case Study 2 - Risk Matrix 

	RISK
	PROBABILITY
Low/Medium/

High
	IMPACT
Low/Medium/

High
	COHESION

OUTCOMES
	ACTION
	OWNERSHIP
	REPORTING

	Increased levels of ASB because of increase in young people in the area
	High
	High
	No increase in ASB by young people.

Better intergenerational 

relationships.

Young persons’ reference group  


	Establish BASELINE for ASB by young people in the area.

Analysis of increase/decrease in ASB reports.

Identify activities/partners to work positively with young people.

Engagement programme/strategy agreed.


	
	

	Perceptions of unfairness

re allocation of properties
	High
	High
	Allocation delivers ethnically mixed scheme.

Local understanding of how & why properties are allocated.  
	Work with L.A. to secure a mix of applicants.

Circulate leaflet locally encouraging 

applications.

Identify opportunities for reinforcing the  message.

 
	
	

	Negative perceptions of changing demographic in area.

Negative perceptions of the development  
	High
	High
	Ethnicity of residents not seen as an issue.  
	BASELINE established

Protocol around parking developed with residents


	
	

	Use of open space contested 
	High
	High
	Complaints re open space reduced
	Intergenerational work (as above)

Residents involved in planning events

Schedule events throughout year. Involve GNC & St. Vincent’s staff and tenants
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Action Planning Community Cohesion: Case Study 3 
This action plan was devised to demonstrate how the wider community can also be included in some of the activities a social housing landlord might design for its tenants.

In this first phase of development, the landlord will have 22 properties as part of a larger 74 property development with the rest of the homes for sale. It will have responsibilities to its tenants and also a relationship with owner-occupiers who have its tenants as neighbours.

There is also the potential to develop a relationship with the adjacent and wider community in the area. As this phase of development is relatively small, the resources will not be available to provide wide-scale community development work. 

This action plan shows how a number of interventions can have an impact on the wider community without the need for significant extra resources. 

This is an area which finds itself badly placed at the end of the HMR funding. A local action group challenged the CPO and appealed the resulting decision. This has meant that the programme was seriously behind schedule. The area has many boarded up properties awaiting demolition and cleared sites awaiting development. The removal of funding has meant that there is, as yet, no clear indication of when the area will be redeveloped. 

Residents also voiced concerns that the new housing would not benefit existing residents but new people coming into the area. This was sometimes expressed as people from a different ethnic background benefiting at the expense of “local” people.     

Organisation’s Tenants:

Check if there are any opportunities for employment and training built into the contract for this development.

Check with local authority if there is the opportunity to pre-allocate the scheme.
Fridge magnet with appropriate numbers on e.g. reporting problems, emergency numbers etc

Welcome to the area leaflet to be included in standard Welcome pack developed in conjunction with tenants from a nearby development and a sheltered scheme. It will include local knowledge – nearest doctor/dentist; bus routes; local schools etc

Profile of new tenants to include:- 

· Where people have come from

· Family make-up

· No. of children going to local primary schools

· No. of children going to secondary schools

Offer the opportunity for children to have a “buddy” if starting a new school

Identify tenants who are happy to explain how the heating works to neighbours. These tenants may also hold a stock of Welcome to …. leaflets.

Owner-Occupiers:

Welcome to the area information + fridge magnet (if numbers are appropriate for all residents) given to owner occupiers on the scheme.

Contacts for “know how/when to” neighbours.
Offer the opportunity for children to have a “buddy” if starting a new school  

All Scheme Residents:

Defects reported and dealt with quickly/residents understanding how to use….. 

Getting to know… event

Garden competition (depending on dates of handovers – possibly limit competition to hanging baskets in year 1) 

Contact youth work agencies to develop activity with children/young people.

Set up a group to look at the next stage of development – sharing thoughts and experiences of their development and the area, looking at empty sites and possible uses – short and medium term.

Contact Neighbourhood Manager to look at setting up of an area-wide Environment group looking at the parts of the neighbourhood that has been affected by the withdrawal of HMR funding. 

Adjacent Community:

Define area –this should include those properties that abut the new development and possibly those that might be affected by the physical redevelopment of the site.

Leaflet area with number and procedure for reporting problems.

Satisfaction survey at the end of development phases – lessons learnt built into next phase.   

Any opportunities for residents to be involved in design of external features should be explored.

Any opportunities for employment and training should be advertised to these residents.

Invitation to the Getting to know… event

Activities with children/young people should include these residents 

Garden/hanging basket competition open to these residents

Invitation to join the group looking at the next stage of development, looking at empty sites and possible uses – short and medium term.
Invitation to join an area-wide environment group looking at the parts of the neighbourhood that have been affected by the withdrawal of HMR funding. 

Wider Community:

Any opportunities for employment and training should be advertised through existing mechanisms (local newsletter/doctors’ surgeries/community venues etc).

Invitation to join an area-wide environment group looking at the parts of the neighbourhood that have been affected by the withdrawal of HMR funding. 

Invitation should be advertised through existing mechanisms (local newsletter/doctors’ surgeries/community venues etc).

Buddying for school children. The purpose of this would be to help children settle into their new schools. It would cover the first 2 to 3 weeks and would be particularly beneficial for children who move to a new school during rather than at the start of a new term.  As there are 3 junior schools but no secondary schools, it would be best to limit this to younger children. 

Work with the schools would be required. Any volunteers would have to be assessed by the school to see if they would make good buddies. An element of training or support for buddies would need to be in place and their contribution could be recognised at the end of the term with a celebration event.
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Action Planning Community Cohesion: Case Study 3 - Opportunity Matrix 

	OPPORTUNITY
	PROBABILITY
Low/Medium/

High
	IMPACT
L/M/H
	COHESION

OUTCOMES
	ACTION
	OWNER-

SHIP
	REPORTING

	DEVELOPMENT

ACTIVITY


	MEDIUM
	HIGH
	Local access to opportunities offered through the development
	Training opportunities

Taster sessions (young adults)

*Photography project (aimed at 16-18 year olds)

**History project

(linked into junior school) 
	
	

	BUILDING GOOD INTERGENER-

ATIONAL RELATIONS


	MEDIUM
	HIGH
	Improved relationships between

generations
	as ** above

interviews with older residents

presentation/

display of results of activities
	
	

	MAINTAINED RELATIONSHIP WITH ADJACENT COMMUNITY


	HIGH
	HIGH
	Integration of scheme into wider community.

Trust in the organisation developed.
	Information about application process for new housing circulated widely.

Information about activities circulated widely.
	
	

	USE OF EMPTY PROPERTIES
	LOW
	HIGH
	Improved relationships between generations.

Volunteering opportunity.

Additional local amenity.

Venue for consultation events.

Trust in organisations. Developer involvement in refurbishment  providing in-kind support.
	Young people involved in refurbishment of empty properties to be used as a community facility (in the medium term).

Taster sessions and/ or training delivered through this project.

Local people involved in the management of resource.

Improving employability through volunteering.
	
	

	USE OF A RANGE OF METHODS OF  COMMUNICATION 


	
	
	Better informed and engaged community
	Texting (young people)

Emailing

Newsletter for those not able to access internet 
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Case Study 3 - Risk Matrix 

	RISK
	PROBABILITY
Low/Med/High
	IMPACT
L/M/H
	COHESION

OUTCOMES
	ACTION
	OWNER-

SHIP
	REPORTING

	DEVELOPMENT ACTIVITY


	Medium
	High
	Minimum disruption to local community

Consistent messages given to community
	Robust complaints procedure

RSL monitoring

Tool-box talks on messages
	
	

	PERCEPTIONS OF UNFAIRNESS


	High
	High
	Diversity in allocations

New residents integrated

into wider community

Allocations procedure understood
	Discussion with l.a. about allocations

Preallocationof scheme (new residents introduced into the area – meeting neighbours)

Leaflet circulated explaining how homes are allocated and how people can register
	
	

	INCREASE IN ASB


	Medium
	High
	No increase in ASB by young people
	Partnership working with other agencies to identify young people to undertake the activities in OPPS

matrix
	
	

	UNCERTAINTY ABOUT FUTURE OF AREA


	High
	High
	Group of residents (across age/gender/ethnicity etc)

Involved in planning the future

Trust in organisations
	Environment planning group with

Community, RSL & L.A.

Short, medium & long term plans developed

Use of empty properties for community benefit in the medium term.
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