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I NTRODUCTI ON
AND

SUMVARY OF CONTENTS

This volunme contains the mjor strategic docunents devel oped
during the Northwest Territories Housing Corporation’s Corporate
Pl anni ng Proj ect. Here is a brief summary of their contents.

A Corporate Goal Statenent

This docunment describes the purpose of
m ssion of the Housing Corporation. It
presents the Corporation’s basic approach to
services , the principles which guide service
delivery, and the mmjor program goals.

B. New Directions in Housing Services: Creating
Qopportunities

A sunmmary of the tw volune _Assessnent
Report. It provides the major findings and
Identifies the nine major areas for future
devel opnent .

c. The New Context for Housing Services

This is a sumary of the New Context wthin

which we nust evaluate all aspects of our

prograns, services and operations. It
defines and describes the basic principles of

this New Context: Accountability To and By
the Local Community, Community Devel opnent

and Econom c Devel opnent .

DO The Corporate Plan and Strategy - Workplan for the
I mpl enent ati on of the Corporate Plan

This is the roadmap for future devel opnent.
It outlines the various tasks which make up
The Plan, provides some basic principles to
guide The Strategy and it concludes wth
speci fic workpl ans.

E.  The Corporate Priorities

Devel oped to assist managers to plan for the
1987 - 1988 fiscal year. Thi's docunent
contains the Corporate Priorities which nust
form the basis of the managenent unit
obj ecti ves.
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THE NORTHWEST TERRI TORI ES HOUSI NG CORPORATI ON

THE CORPORATE GOAL

The Corporate Goal of the Northwest
Territories Housing Corporation is to assist
residents of the Northwest Territories, in
accordance with need, to secure and naintain
adequate, suitable, and affordable shelter at
a reasonabl e cost.

THE APPROACH

The N.W.T. Housing Corporation provides
housing services primarily in partnership
arrangenents with | ocal organizations. These
arrangements are based upon the principles of
accountability to and by the | ocal community,
community devel opment, and economi c
devel opnent .

QU DI NG PRI NCl PLES

The followng principles clarify the Corporate Goal and express
specific commtnents of the Northwest Territories Housing
Cor por ati on.

MANDATE - The Corporation receives its mandate from the
Government of the Northwest Territories wthin the Northwest
Territories Housing Corporation Act. As a government housing

agency the Corporation is commtted to the principles of equity
and fairness and is accountable to the CGovernnment for ensuring
that it receives fair value for the resources conmtted to the
Cor por ati on.

NEED - Wiile it is the responsibility of all residents of the
Nort hwest Territories to provide for their own housing needs to
the extent that they are able, it is recognized that sone
residents will not be able to do so. The term “in accordance
with need” refers primarily to economic need but wll also
include the needs of special groups such as the elderly, the
handi capped, and, in sone cases, the needs of those who |ack
adequate access to housing related services. The provision of
services primarily to those “in need” clearly identifies the
Corporation as a social housing agency.
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QUALI TY OF HOUSING - The Corporation assists residents to secure
and maintain shelter which is adequate, suitable, and affordable.

“Adequat e shelter” means shelter which is provided and nmintained
according to generally accepted standards for health, safety, and
security. “Suitable shelter” indicates that shelter nust be
related to famly size. “Affordable shelter” stipulates that
shelter nmust respond to the ability of clients to pay a
reasonabl e portion of individual and famly incone in a northern
envi ronnment . In addition, the Corporation, to the fullest extent
possible within the resources at its disposal is firnly conmtted
to the principle of energy efficiency.

PARTNERSH P - Wiile the Corporation will, in sonme cases, deliver
housing services directly, its preferred nethod of service
delivery is through partnership arrangenents with |[ocal
organi zati ons. These arrangements recognize that the provision
of housing services is a shared responsibility. Local residents
require the assistance of the Corporation for resources and
t echni cal expertise. The Corporation requires the expertise of

local residents to define the nature of their housing problem
assist in the planning and inplenentation of solutions, and
handl e the day to day delivery of housing services. In addition
to arrangenents wth |ocal organi zations, the Corporation
maintains its traditional partnership with Canada Mrtgage and
Housing Corporation (C.M.H.C.) which cost-shares nost of the
Corporation’s prograrns.

SERVI CE CONTEXT - The way in which housing services are provided

is as inportant as the services that are provided. Experience in
the Northwest Territories has proven that housing services nmnust
be provided in an effective context - one which promotesthe

principles of accountability to and by the local community,
community devel opment and econom ¢ devel oprent .

“Accountability to and by the local comunity” neans
that the Corporation, once it has established working
arrangements with a |local organization, nust be
answerable to that organization for fulfilling the
commtnents outlined in the arrangenent. The | ocal
organi zation, for its part, nust be answerable to
residents in need of housing services as well as to the
Corporation for resources that have been commtted.

“Community developnent” in ternms of housing services
is: that process or processes, which enables a
community to acquire skills and resources, invest them
in its corporate nenbership, and develop them in a
manner that wll facilitate the analysis of community
housi ng problens and the inplementation of solutions



which respond to the comunity's own political,
cultural , social, economc and environment al
requirenents.

“Econom ¢ devel opnment” is, quite sinply, the creation
and mai ntenance of nore jobs, businesses, and a better
quality of life. In terns of housing services it

requires the Corporation to maximze the full economc
potential of housing services in the local comunity in
terms of [|ocal construction jobs, training
opportunities, and otential spin-off benefits-
particularly ones which encourage the devel opnent of
smal |, housing-rel ated businesses.

THE PROCGRANS

The Northwest Territories Housing Corporation fulfills its
mandate to assist residents in accordance with need through the
delivery of rental housing and homeownership prograns.
Rental Housing Program s: Goal s
To assist low and noderate incone individuals and
famlies to secure and nmintain adequate, suitable and
af fordabl e shelter

To assist residents with special needs to secure and
mai ntai n adequate, suitable and affordable shelter

Honmeownership Progranis: Coals

To assist residents to acquire ownership of adequate,
suitabl e and affordable shelter. *

To assist honmeowners to upgrade their hones to an
adequat e st andard.

& SEa
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Northwest o ) o ) )
Territories Minister Responsible for Northwest Territories Housing Corporation

July 25, 1986

PREFACE

Six months ago the Northwest Territories Housing Corporation launched
its Corporate Planning Project. We have now completed the

information-gathering phase. In June the Project Team presented the
Steering Committee with a two-volume Assessment Report which outlines

the major issues facing the Corporation and makes recommendations for
dealing with them.

Because so many individuals, groups, and organizations have been
involved in, or expressed interest in this project, the Steering
Committee directed the Project Team to prepare this document. It
summarizes the major issues and recommendations of the Assessment
Report and gives a clear picture of where we are going.

The title of the document “New Directions in Housing Services:
Creating Opportunities”, : s particularly appropriate. As

we examine all aspects of housing services in the light of the
principles of accountabil ty to and by “the local community, community
development, and economic development, we are discovering that new
opportunities are opening up to us. We are finding ways of modifying
present approaches and establishing more cooperative working
relationships between the Housing Corporation and local communities.

I welcome all your suggestions and comments.

/;?(;j%/agj//§:'”%;~—r.“

Michael A. Ballantyne,
Minister.

Govaemment of the Northwest “erritories, Yellowknife. N'w.T Canada X1A 2L9 Telex 034-45538



T Dimie AN

I NTRODUCTI ON

On the norning of June 25, 1986, the Steering Committee for the
Corporate Planning Project net with twenty senior managers of the
N.w.T. Housing Corporation at Prel ude Lake Lodge, near
Yellowknife, for the start of a three day workshop. The purpose
of this workshop was to review the issues and reconmmendations
contained in a two-volune Assessnent Report, and to decide on a
future direction for the Housing Corporation.

On the third norning, after two days of continual discussions
W th senior nmanagers, the Steering Commttee held a neeting to
review the discussions and determne its own priorities. After
sever al hours of work the Project Team nenbers and the senior
managers where called back into the room the Steering Conmmittee
announced its decisions in terns of priorities for devel opnent
over the next several years, and the Project Team was requested
to develop a draft Corporate Plan and Strategy for submission to
the Steering Commttee by m d- Septenber.

Because housing is one of those issues that touches the lives of

all residents of the NWT., a great deal of interest has been
generated by the Corporate Planning Project wthin the Housing
Cor por ati on. The purpose of this paper is to respond to this
interest and provide individuals and groups who are concerned
about housing wth a progress report. It describes, t he work
that has been done over the past six nonths wthin t he
Cor por ati on, outlines t he maj or corporate i ssues an-d
recommendations contained wthin the t wo- vol une Assessnent
Report, and describes the next step in the process, the

devel opnent and inplementation of the Corporate Pl an and
Strategy.

BACKGROUND

The workshop at Prelude Lake was the result, at least in part, of
a series of other neetings that occured in the summer and Fall of
1984 1n over forty comunities t hr oughout t he Nor t hwest
Territories. The Legislative Assenbly’s Special Committee on
Housing travelled from community to communi ty gat heri ng
suggestions for inprovenent in housing services. Finally, in June
of 1985, it published its Final Report which defined the scope of
the Housing problem in the Territories and canme w with 82
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recommendations for changes in policy and practice. The Final

Report was undoubtedly the nobst conprehensive study of housing
issues ever conducted in the N.W.T.

Five nonths later, in COctober of 1986, another piece of the
picture was filled in. The Executive Council, after carefully
consi dering t he recommendations of the Special Comi tt ee,
published its response docunent. Entitl ed, The New Era 1In
Housing: Planning Together For the Future,the docunent provided
both a short-termand a |ong-term strategy. It isolated the

recommendati ons of the Special Commttee that could be dealt with
in the short-term and stipulated specific actions to be
acconplished by various departnents of governnent. For the nore
conpl ex and | onger term recommendations it requested the Housing
Corporation to initiate a Corporate Planning Project and deal
with the recommendati ons through the project.

In Decenber of 1985 The Steering Conmttee set up a Project Team
approved a work plan, and the project was off and running. The

nodel was very sinple and evolved in three phases . First we
have to see what we' ve got : take a look at the Housing
Corporation as it is today, identify its major strengths and
weaknesses, and determine its priorities for organizationa

devel oprent . This first Phase, called the ASSESSMENT PHASE,

took six nonths and was conpleted at the Prelude Lake Meeting.

During the next phase, the DEVELOPVENT PHASE, the Project Team
prepares a draft Corporate Plan and Strategy. Thi s docunent

outlines the Major Target Areas and the specific results that the
Corporation w shes to achieve in each area over the next several

years . As we indicated above, this docunment will be ready for the
consideration of the Steering Conmttee by M d-Septenber, 1986.

Finally, once the Corporate Plan and Strategy has been approved
the project wll enter the | MPLEMENTATION PHASE. W anticipate
that it will take twelve to eighteen nmonths to fully inplenent

the plan throughout the organization.

GATHERI NG THE | NFORMATI ON

During the six nonth Assessnent Phase we used various nethods to
gather information. Mostly we asked people what they thought
about the Housing Corporation and its strengths and weaknesses
Ve interviewed over seventy nanagers at all 1levels of the
organi zations, both in Yellowknife and the districts. VW held
wor kshops w th board nmenbers and with a =2mall group of secreta&g
Managers of various Housing Associations and Authorities.
conducted a nunber of special studies on various aspects of the
organi zation; and we initiated a nunber of special projects which
were necessary to help provide a focus.

The Steering Committee net regularly every two or three weeks to
consi der information and issues that the Project Team was
bringing to them To ensure that project would not be seen as
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"Just anot her planning exercise” the Steering Commttee requested
the Project Team to identify varlious “spin-off projects"--
projects that could deal wth imediate problens and be
undertaken before the end of the Assessnent Phase.

As the Project Team presented nore and nore information to the
Steering Commttee it quickly becane obvious that criteria were
required to evaluate the information. Wthout criteria or a
context for evaluation, it would be inpossible to come to any
definitive concl usi ons about the proper business of the
Corporation or the effectiveness of its prograns, services and
operations . The Steering Conmmttee requested the Project Team to
devel op a set of evaluative criteria;--and the Project Team went

back to review the research and public hearings of the Special

Comm ttee on Housing. The result was the devel opnent of the “New
Context for Housing Services.’

THE NEW CONTEXT

As the Special Commttee travelled from community to community
listening to concerns about housing services, three Dbasic
principles seenmed to energe tinme and tinme again. Resi dents of
the N.w.T. feel that housing services should be provided in a
manner that pronotes:

Acountablility to and by the |oca
comunity.

Communi ty Devel opnent, and
. Econom c Devel opnent

When the delivery of housing services pronbtes these principles
the Housing Corporation is seen to be working effectively.

In order to use these principles as evaluative tools the
principles had teo be defined. Wrking definitions were devel oped
through discussion papers and the definitions and the “new
context” itself were tested on a wde variety of groups. Numerous
presentations were given to nenbers of the Executive Council,

M.L.A.s, nmenbers of the Special Committee on Housing, native
lezders, representatives of other governnent departnents, etc.

G adual |y, after much discussion, a consensus energed. The “New
Context” was seen as both a reliable and wvalid context wthin
which to evaluate the information gathered during the Assessnent

Phase .

What happens when we apply t he three basi c
principles--accountability to and by the local community,
community devel opnent, and econom c devel opnent, --to various
aspects of the Housing Corporation?. W create “opportunities
for change”. W discover alternative approaches,-- nethods of
nodi fyi ng present practices and inproving service delivery at the
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local level. Each alternative or “opportunity” can be eval uated
in terms of total costs, and those that prove thenselves can be
i npl emented. Though the process is not magic and still depends
upon solid management decision nmaeking, the discovery of the “New
Context” provides a much needed franework for creating the Kkinds
of creative changes recommended by the Special Committee on
Housi ng.

WHAT WE FQUND

Over a six nmonth period we gathered thousand pi eces of
information about the Corporation, its prograns, operations, and
relationships wth other organizations. G adual |y, patterns
began to energe.

W found an organization that has experienced considerable
success over the past few years. Each year the Corporation, in a
cooperative effort wth |ocal housing organizations, manages to
mai ntain over 4,000 public housing units. At the same tine it

has noved quite successfully into the Homeownership field with
its ever expanding HAP program After sone di sastrous
experiences in its earlier years, the organization has continued
to inprove the quality of new houses that it builds. It now
provi des a good product and has tightened up many of its internal

procedur es. Wiile it is providing and maintaining houses in one
of the nost demandi ng physical enviornments on earth, its staff

seem to be happy working for the Corporation.

But the organization also has sone real problens. Under constant
pressure to produce nore and nore houses each year to overcome
the “housing crisis”, the organization seens to have slipped
conpletely into a “crisis nmentality”. The Housing Corporation,
constantly responding to “the crisis”, had failed to Invest 1In
its own future by creating the necessary organizational building
bl ocks. dearly there is a need for senior management to take a
step back, survey the situation, and £ill in the gaps.

MAJOR CORPORATE | SSUES
AND
RECOMVENDAT | ONS
As we have already noted, we did not find a great nany problens
within the organization. W found a few basic problems--but we
found them popping up at every level of the organization

Al together, we identified nine major corporate issues and nade
ni ne major reconmendations to respond to these issues.
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Policy

Qur review of the policy framework indicated that there was a
great deal of confusion in this area. First of all, there is a
lack of clearly articulated and conprehensive public housing
policy. Governnment does not seem sure about what it wants in

terms of housing services; and it seens very unclear as to what
it expects of the Housing Corporation. Within the Corporation
there is a lack of strategic policy as well as nmanagenent (or
operational) policy.

To respond to problems in the policy area we nmade two
recommendat i ons

#1. THAT THE N.w.T. HOUSING CORPORATI ON ENTER | NTO
NEGOTI ATIONS WTH THE GOVERNMENT OF THE NORTHWEST TERRITORIES TO
ESTABLISH A  COWREHENSIVE HOUSING POLICY WTHN WHCH THE
M SSI ON AND MANDATE OF THE HOUSI NG CORPCRATI ON |'S DEFI NED

#2. THAT THE HOUSI NG CORPORATION ESTABLISH A PQLI CY
PLANNI NG AND SUPPORT SERVICES UNIT REPORTING TO THE PRESI DENT
WTH THE RESPONSI BILITY FOR POLI CY DEVELOPMENT AND PROVI SION OF
APPRCOPRI ATE MANAGEMENT SUPPORT SYSTEMS.

| nf or nati on

The  Speci al Commi ttee on Housing noted that government, and the
Housing Corporation in particular, lack adequate information
systenms to deal with housing services. W found that there is a
| ack of appropriate information at each |evel of the organization
and that nmanagers are quite concerned about this problem W
reconmended:

#3. THAT THE HOUSI NG CORPORATI ON ESTABLI SH AN INFORMATION

SYSTEM5S UNIT WTH THE RESPONSIBILITY FOR DEVELOPI NG NECESSARY
SYSTEMS, MAI NTENANCE PROCEDURES AND SUPPORT SERVI CES.

Programs and Services

Though it was not within the nmandate of the corporate planning
exerci se to conduct formal program eval uations, it is apparent
that there is need for a formal review of prograns and services
w thin the “New Context”. Also, because there is a general | ack
of evaluative rocedures wthin the organization, managers are
not obtaining reliable information about program perfornmance or
about the relationship between program results and the resources
required to achieve them

Two recommendati ons were nade.

#4. THAT A REVI EW OF EXI STI NG PROGRAMS AND DELI VERY SYSTEMS
BE CONDUCTED W THI N THE NEW CONTEXT.
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#9. THAT THE HOUSI NG CORPORATION DEVELOP A PERFORVANCE
MEASUREMENT SYSTEM

Roles, Relationships, and Structures

Intery iews with nmanagers and board nenbers reveals that there is
a certain confusion as to roles and responsibilities both within
the corporation and in relation to outs ide groups. The
rel ationship between the Corporation and the G.N.W.T. has to be
clarified as does the relationship between the Corporation and
Associ ations and Authorities. Wthin the Corporation, at the
corporate level, there is need to clarify the relationship and
responsiblities between and anmong the Mnister, the Board of
Directors, and senior nanagenent.

The Project Team reconmended that a structured analysis be
carried out at each level of the organization. This procedure

would relate services to function, resources, roles, i nformation
requi rements and organi zati onal structure. It would also help
all eviate sone problens in nmanagenent practices, in particular

the highly centralized decision-making mechani sns which do not
seemto relate well to the highly de-centralized delivery nodel.

#5. THAT THE CORPORATI ON CONDUCT A STRUCTURED ANALYSIS TO
DETERM NE SKI LLS, RESOURCES, ROLES AND | NFORVATION REQUI REMENTS
W TH N THE DELI VERY SYSTEM

#6. THAT THE HOUSI NG CORPORATI ON REVI EW AND, | F NECESSARY,

RE-ORGANIZE | TS STRUCTURE TO REFLECT A DE- CENTRALIZED DELI VERY
SYSTEM AND MANAGEMENT ENVI RONVENT

Hunan Resource bevelopment

As is the case wth all or gani zati on, peopl e are t he
Corporation’s nmost valuable resource. Yet the Corporation does
not have a fully devel oped human resource capability to ensure
the provision of long-term resource and succession planning,
organi zed staff training and devel opnent, i mpl enentation of
affirmati ve action plans, etc. It was therefore reconmended:

#1. THAT THE CORPCRATION DEVELOP A HUMAN RESOURCES
DEVELOPMENT UNIT TO ADDRESS | TS REQUI REMENTS.

An_Approach to Devel opnent

Interviews at the district and local comunity |evel indicated
that there are serious problems in the working relationship
bet ween t he di strict offices and local Associations and
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basic differences in terns of role definition. For the mozt part
headquarters has not devel oped a “corporate approach” to |local
housing organizations and seens to consider them the exclusive
responsibility of the districts. It is apparent that there is a
need for a developnent strategy that will clarify expectations
and commit the Corporation and |ocal housi ng organi zations to
work together to achieve specific objectives.

It was recommended:
#8. THAT THE HOUSI NG CORPCRATI ON, | N COOPERATI ON W TH LOCAL

HOUSI NG ORGANI ZATI ONS, CREATE A DEVELOPMENT STRATEGY FOR THE
DELI VERY OF HOUSI NG SERVI CES.

THE NEXT STEP

At the June managenent workshop the Steering Committee
instructed the Project Team to develop a draft Corporate Plan and

Strategy for consideration by nid-Septenber. he pl an shoul d
reflect the Steering Commttee's priorities which are:
Recommendati on #l -- Public Policy
Recommendati on #2--Strategic Policy Unit
Recommendat i on #3-- Human Resource Devel opnent Unit
Recommendat i on #8-- Community Devel opnent Strategy

Recommendati on #9--Performance Measurenent System

The Steering Committee will hold a workshop in Septenber to
review the draft and finalize the Corporate Plan and sStrategy.
| mpl enentation will then proceed. Though the Corporation as

al ready begun to nmake sone changes based upon the reconmendati ons
in the Assessnent Report, we anticipate that total inplenentation
will require twelve to eighteen nonths.

CONCLUSI ON

The Corporate Planning Project is creating new opportunities for
the inproved delivery of housing services in the Northwest
Territories. Utimately we are establishing a new “corporate
culture” wthin the Corporation--one that |inks the delivery of
housing services to the principles of accountability to and by
t he | ocal comuni ty, comunity devel opnent, and economic
devel oprent .
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| NTRODUCTI ON

Recently, under the direction of The Honorable M chael A

Bal lantine, Mnister Responsible for the Northwest Territories
Housi ng Corporation, we have begun to nmake fundamental changes
in the manner in which housing services are delivered in the
Nort hwest Territories, These changes are part of a new
direction--one that has enmerged over the past several years from
a great deal of research, study, and discussions with people all

across the Territories.

The purpose of this report is to describe this new direction and
the kinds of changes that will continue to be nmade over the next
several years. W will outline the reasons for the changes, the
i mpacts they will have upon the delivery of housing services
and the benefits they will bring to communities and all residents
of the Northwest Territories.

THE ORIG NS OF CHANGE

The new direction traces its origins to the work of the
Legi sl ative Assenbly’s Special Commttee on Housing.

During 1984 and 1985 the nenbers of this conmmttee travelled to
over forty communities, talking to people about housing issues,
and observing housing problens first-hand. Their Final Report
published in June, 1985, represents the nost conprehensive study
of housing problens every conducted in t he Nor t hwest
Territories. In addition to calling for sweeping changes in the
delivery of housing services the report nmade an even nore
inportant contribution: it provided a fundanental re-definition
of the housing problemas it exists today in the Northwest
Territories. It forced us to change the way we think about
housi ng probl ems and their sol utions.

In Cctober, 1985, after careful review of the recomrendations of
the Special Conmittee on Housing, the Governnent of the Northwest
Territories published its response docunent, A New Era 1In
Housing: Pl anni ng Toget her _For The Future. Supporting in
principal the major recommendations of the Special Commttee, the
Gover nnent required departnments to respond to a range of
short-term recommendations and instructed the Housing Corporation
to deal with the longer-termrequirenents through the devel opnent
of a Corporate Planning Project. Through its “New Era” docunent
t he governnent sketched out a new direction and provided a
mandate for change. Several weeks after its publication the
Honor abl e M chael A Ballantyne,a fornmer nenber of the Specia

Committee on Housing, was appointed Mnister Responsible for the
Nort hwest Territories Housing Corporation.

Unlike the work of the Special Commttee which concentrated upon
descri bi ng housing problenms, the research phase of the Corporate
Pl anni ng Project concentrated upon solutions. It exam ned all
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aspects of the N.W.T. Housing Corporation, its manner of
delivering services, and its relationships wth governnent and
| ocal comunities. Beginning with the recommendations of the
Special Committee on Housing, the Corporation devel oped a new set
of longer termpriorities and a plan for achieving them

In the followi ng pages we wll describe these new priorities
and the new direction they represent. But first, a word about
the work of the Special Committee on Housing and its description
of our housing problemin the Northwest Territories.

RE-DEFINING THE PROBLEM

In alnpbst all of the housing studies that have been conducted
over the years, the enphasis has been placed upon “t he
house''--t he physical facility.

There is a “housing problenf because the houses are run down,
poor |y designed, not energy efficient, too expensive to maintain,
t oo expensive to purchase, --or there sinply are not enough houses
to neet the demand. Asto who is responsible (or to blane) for
the condition of the housing stock. ..there is no question but
that the responsibility rests with the central government: the
Federal Government in previous years and, nmore recently, with the
Territorial Government.

While t he menbers of the Special Conmittee recognized that there
were problems with the housing stock, they rejected the
traditional approach of blam ng everything upon the quality of
t he houses. The real problem they decided, was not with the
houses but with the services--and the nmanner in which services
are being provided.

As the nenbers of the Special Conmttee spoke to nore and mére
peopl e, the same nessage continued to conme across. And it was a
very sinple nessage. Housi ng servi ces NUSt be provided in a
manner that pronotes the principles of 1) accountability to and
by the |ocal community, 2) community development, and 3) economic
devel opment . Wen we provide services in a manner that pronotes
these three principles, those services are effective.

Accountability To and By the Local Comunity
For too many years people have not been adequately consulted

about housing decisions in their own communities. The authority
and responsibility for decision-making rested with government.

Though comuni ty housing organizations were sonetimes
“consulted”, governnment tended to view these groups as their
“agents” or “helpers”. Because there was never a real sharing
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of deci si on-maki ng power, people becane frustrated.

The Special Conmttee on Housing called for a fundamental change
in attitude and a re-ordering of priorities. The rights of
residents to participate in decisions which effect themdirectly
nust be recognized. It is residents--not governnent--who are best
able to define the local housing problem and work out the nost

appropriate e solutions. Rat her than dictating to the comunity,
governnent mnust support the local |eadershinp. [t nust recognized
the right of residents to define the nature of their particular
housi ng problem and fornmulate solutions. It nust integrate and

coordinate its plans with the plans and activities of the
comunity.

Community Development

The  Speci al Committee continually enphasi zed the direct
rel ationship between housing services and the devel opment of the
total community. In the past this relationship was sonetines

over| ooked. Governnents often adopted a very narrow view and
tended to think of housing services exclusively in terns of the
needs of individuals and individual famlies.

Today people in all comunities across the North are comng to
recognize that the control of housing neans control of the
community’ s future. Deci sions about the kinds and mx of
housing, where houses should be built, the mannerin which
housi ng devel opnents fit into the community’s long term plans,
the design of houses, how the individual house should be sited on
the lot,... even the question of which group or groups in the
community should be making the major housi ng decisions--these are
critical decisions, too inportant to be left exclusively to
peopl e who |ive outside the comunity.

Whil e nost comunities would like to control the total range of
housi ng deci si ons, not all commnities have t he required
expertise and technical conpetence. In terns of the new
partnership arrangenents between governnent agencies and | ocal

community groups, the Special Conmttee on Housing enphasized the
need for government to “export” technical expertise and training
into the local community. It should be used to inprove skil

| evel s and pronote coordination and cooperation between the |oca

Ham et, the Band Council,various interest groups as well as the
| ocal Housing Association or Authority. Local groups, for
their part, should be nuch nore energetic in their negotiations
with government. They nust acquire the expertise that they
need, invest it in staff and board nenbers, and develop it for
the community’'s future.



Economic Devel opnent

Because there are not enough jobs in many northern comunities,
people are forced to becone dependant upon government for social
assistance. Unfortunately the construction of new housing, which
could be a significant source of local economc stimulation, has
often contributed to the problem rather than served as a part of
t he sol ution.

The Special Conmmittee onHousing heard continual conplaints that
jobs in construction that were badly needed by the community,
often went to outside conpanies--often conpanies from the South.
The potential of housing projects as a source of much needed
training for |ocal people was not realized. And little thought
seened to have been given to using the construction of housing as
means to stinulate the devel opnment of small housing-related
busi nesses.

The Special Conmttee recognized that house construction could
not, by itself, turn the present situation around. But it
emphasi zed the need for governnent to be nuch nore aggressivein
pursuing creative alternatives. Specifically it called for much

better cooperation and coordination between  governnent
departnents, including the Housing Corporation, and |ocal
comuni ti es. It stressed our need for ways to devel op

conpr ehensi ve econoni ¢ devel opnent strategies which will maximze
i nstead of squander the  full economic potential of house
construction and mai ntenance.

MAKING THE CHANGES

This radical re-definition of the housing problemis forcing
governnent, and the Northwest Territories Housing Corporation in
particular, to nmake fundanmental changes in the way it delivers
housing services. W are noving in a new direction and we need
new approaches.

As we exam ne all aspects of ouroperations and services in terns
of accountability to and by the |local comunity, Conmunity

devel opnent, and econom ¢ devel opnment, our short-term goal is to
establish new partnership arrangenents between the  Housing
Cor poration and | ocal comunities and their housi ng
or gani zati on. In terms of our traditional approach we need to
find a balance that will support a sense of partnership based
upon nutual accountability. In npbst cases this means finding

ways t o0 devol ve as much real authority and deci sion-nmaking
responsibility to the |ocal community level as is reasonably and
prudently possible .



THE STRATEGY

Though we have not worked out in conplete detail how we are going
to establish new working relationships at the local |evel, the
basi c el enents of the strategy are now cl ear.

The first step, one that we are taking imediately, is to
re-examne housing requirenents in each conmunity across the
Territories. Though some documentation may be necessary our real
purpose is to enter into negotiations wth local comunity
| eaders. W& want to be able to reach agreenent upon what the
maj or problens are, how they should be tackled, and who is
responsi ble for doing what.

The second step, once we’ve reached agreenent about what needs to
be done and how to do it, is to sign new managenent agreenents.
In some cases, based upon the existence of adequate standards
and expertise, comunities wll receive nuch nmore responsibility

and autonony. They will be given their share of available
resources and be left free to get the job done. I n other
communities, where |ocal organizations lack the required
experti se, t he managenent agreenments w | establish closer

wor ki ng rel ationships based upon the need to establish standards
and devel op required experti se.

In all communities we wll explore alternatives on a
community-wide basis. To the fullest extent possible the new
agreements wll reflect “third party interests"--especially the

interests of local nunicipal bodies, band councils, and other
groups with special interests or requirenents.

ADDI TI ONAL CHANGES

The N.W.T. Housing Corporation is having to nake a nunber of
internal changes to prepare itself for the new direction outlined
in this report. It nust re-define its relationship with the
Governnent of the Northwest Territories and other departments. It
must also streanmline 4its operations at each level of the
organi zation so it is able to provide support and assistance to
| ocal communities.

This work has already begun. A nunber of initiatives are now
underway i ncl udi ng:

Creation of a conprehensive public housing policy
which will define the relationship between the
Housi ng Corporation and the G.N.W.T. and support
the de-centralized “shared accountability” approach
outlined in this paper.



Devel opment of necessary corporate policies and a
managenent information systens capability. Thi's
will-facilitate the collection and sharing of the
required information and consi stency of approach.

Revi ew of existing prograns to determ ne, anong
ot her things, which programs or parts of prograns
m ght be devolved to | ocal housing organi zations.

A reviewof the functions of nanagement units at
each level of the organization and a re-structuring
based upon this review and the requirenments of the
new partnership arrangenents.

The devel opnment of a Human Resource Devel opnent
Unit. This unit will, anmong other things, help
staff secure the training and skills necessary for
them to work on a cooperative basis with |oca

comunity groups. It will also assist |ocal housing
organi zations to define and repond to their training
requirenents.

The devel opnent of a new corporate managenent style
wi thin the Housing Corporation. This newstyle wll
stress the achi evenent of specific results, the
creation of work plans, and the devel opnent of
indicators to nmeasure progress and ensure nmanagenent
unit accountability.

The nmechani cs of how and when these changes will be inplenented
have been laid out in an internal docunent--The Corporate Pl an
and Strategy--Wwhich was devel oped during the Corporate Planning
Proj ect.

CONCLUSI ON

The changes outlined in this paper have their origins in the work
of the Special Committee on Housing, They are fundanental in
nature and based upon a radical re-definition of the nature of
our housing problens in the Northwest Territories.

Because these problens have evolved over the years and are the
result of a nunber of particular historical situations, there are
no “instant solutions”. It wll take patience, determ nation and
cooperation to effect the changes that are necessary.

It seens certain that the new direction outlined in this paper,
wi |l dramatically increase the effectiveness of housing services
and will bring imediate tangible benefits to | ocal comunities
and all residents of the Northwest Territories.




THE NORTHWEST TERRITORIES HOUSING CORPORATION

CORPORATE PLAN AND STRATEGY
SEPTEMBER, 1986

AND

WORKPLAN FOR THE IMPLEMENTATION
OF THE CORPORATE PLAN
DECEMBER, 1986




THE NORTHWEST TERRITORIES
HOUSING CORPORATION

CORPORATE PLAN AND STRATEGY

e

| JRE.



TABLE OF CONTENTS

| nt roducti on

The Background and Cont ext
Begi nni ngs
Assessnent Phase: Fi ndi ngs

The New Cont ext

The Pl an
Pur pose and (bjectives
1. Public Policy on Housing
2. Strategic Policy Capability

3. Managenent | nformation Systens
4. Revi ew of Existing Prograns

5. Functi onal Review

6. Decentralized Delivery System

7. Human Resource Devel oprment Unit
8. Community Devel opnment Strat egy

9. Managi ng for Results System

The Strategy
@uiding Principles
Resource Requirenents
The Next Step

Concl usi on

10
12
14
16
18
21

23

25
26
27

27



INTRODUCTION



This docunent, the Northwest Territories Housing Corporation’s
Corporate Plan and Strategy, provides a plan and strategy for
corporate developnent over the next several years. It identifies
the major priority areas for devel opnent, describes a nunber of
tasks which nmust be acconplished in order for this devel opnent to
occur, and outlines basic principles for a devel opnental
strategy.

The docunent is divided into three parts.

Part One - Background and Context - provides a brief historical
backgrouni and describes the Corporate Planning Project wthin
the Hous .ng Corporation which has given rise to this docunent.
It descr ibes in particular the three basic principles-
account: bility to and by the local conmmunity, community
developm: nt and econonic developnent - which nust guide the
devel opment and delivery of all services.

Part Two - The Plan - outlines the major target areas for
development over the next several years. Under each specific
target e.rea it lists the specific tasks which nust be

acconplished if the appropriate devel opnent is to occur.

Part Three - The Strategy - provides sone basic principles to
gui de the inplenentation of the plan.



THE BACKGROUND AND CONTEXT




BEG NNI NGS

This docunent traces its origins to three events that occurred
between the summer and early wi nter of 1985: the publication of
the findings of the Special Commttee on Housing, the response of
the Governnment of the Northwest Territories, and the initiation
of the Corporate Planning Project.

The Special Commttee on Housing

In June, 1985, after sixteen nonths of research and visits to
over forty N.W.T. communities, the Legislative Assenbly’s Special
Committee on Housing published its Final Report. W't hout
guestion this report provided the nost extensive analysis of the
housi ng problem ever carried out in the N.W.T. It was also the
nost significant in ternms of its scope and future inpact. I'ts
eighty-two (82) recommendations called for sweeping changes in
the manner in which housing services should be provided.

The CGovernment’s Response

In COctober, 1985, after a «careful review of the Special
Committee’'s recomendati ons, the Governnment published its
response docunent. Entitled, The New Era |In Housing: Pl anni ng
Together For The Future, the docunent adopted In principle nost
of the recomendations of the Special Conmttee. It outlined
specific actions to be taken in order to respond to a nunber of
short-term reconmendati ons. For the longer-term and nore conpl ex
recomendati ons the Executive Council directed the Housing
Corporation to initiate a Corporate Planning Project.

The “New Era” docunent oprovided a ternms of reference for-this
proj ect . It was to cover all aspects of housing services - from
a reexamnation of the Corporation’s mssion dowm to its working
relati onships wth housing organizations in local conmunities.
It was to be carried out in three stages: An Assessnent Phase to

review all aspects of structure, programs and services;, a
Development Phase to create the ‘Corporate Plan;, and an
Implementation Phase to inplement the Corporate Plan. Fi nal |y,

the project was to be carried out wunder the direction of a
Steering Committee made up of the Mnister, the Chairman of the
Board, the President, and the other nenbers of the Senior
Managenent team




ASSESSMENT PHASE:  FI NDI NGS

The Assessnment Phase began in Decenber, 1985, and ended in June,
1986 with the publication of the _Assessment Report. As was
expected, the report nmade a nunber of specific recommendations
focusing in upon 'nine major target areas ‘for devel opnent. But it
went a step further. In addition to describing what needed to be
done it placed a very strong enphasis upon how it should be done.
It outlined three basic principles for devel opnent which, taken
together, constitute a “New Context” for the devel opnent and
delivery of all housing services.

Recommendat i ons for Devel opnent

During the Assessnent Phase it was recomended that the Housing
Corporation concentrate its energies on achieving the follow ng
results.

1. A conprehensive, integrated, G.N.W.T. Housing Policy
within which the nandate and responsibilities of the
Housi ng Corporation are clearly defined.

2. A strategic policy framework to guide the devel opnent
and delivery of services. This would be created
primarily through the work of a new Policy, Evaluation,
and Support Services Unit.

3. A “built in” capability to develop and maintain
adequate nmanagenent information systens and provide
managers w th on-goi ng support.

4. | nproved services and delivery systens resulting from
an evaluation of existing progranms in the light of the
New Cont ext .

5. More effective and efficient management units resulting

from a conprehensive functional review of the total
or gani zat i on.

6. A reorganized corporate and organizational structure
designed to support decentralized delivery systens.

7. Better staff developnent resulting from the work of a
new Human Resources Division.
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8. Stronger, nore autononous and nore conpetent |oca
housi ng organi zati ons energing out of a clearly defined
devel opnent strategy.

9. | nproved nanagenent practices through the introduction
of a results-oriented Managing for Results System

These tacget areas for devel opnent energed out of the Assessnent
Phase as the nine specific reconmendations. They form the basis
for the Corporate Plan described in the next section of this
docunent

THE NEW CONTEXT

In addition to providing specific recomendations the Assessnent
Phase also gave birth to the strong realization that the manner
in which services are provided is as inportant as the services
themselv:s., The review of existing services and the research of
the Spec .al Conmttee on Housing provided a sort of rule of thunb
for determning the effectiveness of services. When service
delivery is based upon the principles of accountability to and by
the local community, community devel opnent and econom

devel opment, our services are effective. These principles,
explained and defined in the Assessnent Report, have becone the
broad po .icy franmework - the criteria within which our structure,

policies, prograns, services, operations and relationships nust
be measured and readj usted.

As it noves to inplement its Corporate Plan, the Housing
Corporation nmust endeavour to find ways and nmeans by which the

principles of the New Context become a reality throughout the
organization. These principles have been built into our newy
devel oped statenment of nission. They nust becone part of the
essence of what the Housing Corporation is becom ng.

Having traced the historical background and described the
findings of the Corporate Planning Project, we now turn our
attention to the specific tasks and activities which make up The
Pl an.



THE PLAN
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PURPOSE AND OBJECTI VES

This document is a Dblueprint or road map to guide the Housing

Corporation in inplementing its corporate priorities. These
priorities, first described as the nine recommendations in the
Assessnment Report, have been translated into nine specific
projects in this docunment. Each project, with its Ilisting of
specific tasks, responds to a specific recomendation. it is
anticipated that eighteen (18) nmonths wll be required to

successfully conplete the nine projects.

The specific objectives, described in “output ternms” mmy be
expressed in the followi ng statenent.

By April 1, 1988, the Housing Corporation wll have successfully
achieved the following results:

a conprehensive, integrated G.N.W.T. Housing Policy;

a strategic policy franmework and capability resulting from
the developnent of a Policy, Planning and Support Services
Unit,;

a “built in” Mnagenment Information Systens capability;

i mproved programs and delivery systens resulting from a
formal review of existing progrars;

nore efficient and effective managenent units resulting from
a functional review

a reorganized corporate and organizational structure
supporting a decentralized delivery systens;

better staff developnent resulting from the work of a new
Human Resource Devel opnent Unit;

stronger, nore autononmous and nore conpetent |ocal housing
associ ations and authorities as a result of a new
devel opnent strategy; and

a corporate “value for noney” results-oriented management
style resulting from the introduction of a Managing for

Results System

The following pages provide the prelimnary details of how these
priorities wll be inplenmented,



1. PUBLIC POLICY ON HOUSING

GOAL
To devel op and maintain a comprehensive integrated housing policy.
OBJECTIVES

To initiate and conduct a project which will result in the development
of a comprehensive G.N.W.T. housing policy by May 1, 1987.

INDICATORS

A formal policy statement on housing will have been adopted by
Government and circulated by September 1, 1987.

PROJECT DESCRIPTION

As we have seen in the Assessment Report, one of the most serious problems
of the Housing Corporation 1s the lack of a clearly articulated statement
of its mission, role and program objectives. What does government expect
of the I-lousing Corporation? Unfortunately present legislation has become
somewhat outdated and there are serious discrepancies between legislation
and present practice. In addition, 1t is quite possible that the housing
situation and government expectations have changed somewhat, especially in
the light of the work of the Special Committee on Housing. Finally, as the
Assessment Report has pointed out, there is no comprehensive and
intergrated government housing policy within which the role and mission of
the Housing Corporation is defined.

Since the Housing Corporation is an agency of the G.N.W.T. , it is dependent
upon the Government to define its role. In order to do this the Government
must establish its housing policy and, within the policy statement, define
the role that it expects the Housing Corporation to play.

Discussions with the Priorities and Planning Secretariat indicate that the
usual procedure for the development of government policy is to have the
departments and agencies most directly involved in particular program areas

submit draft policy to the Executive Council for approval. In this case
the Housing Corporation 1is expected to forward a draft comprehensive
housing policy. Suggesting ways and means by which housing issues should

be addressed and outlining the role that the Housing Corporation should
play in the greater scheme of things.
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The Assessment Report has outlined some of the major issues that must be
resolved 1n order to develop a comprehensive housing policy.
Unfortunately, the development of draft policy is somewhat constrained by

the lack of adequate information--especially information that will allow
for the projection of future housing requirements and  determine
government’s ability to respond. Relevant data must be secured before

policy can be formulated.

TASKS

Discussion Paper is forwarded to Executive Council outlining the
various issues and seeking approval for the development of draft
policy.

Terms of reference are established for the project and approved
by the Steering Committee.

Responsibility is assigned and resources approved.

Research is conducted which includes the development of

appropriate statistical information, a review of present
programs, discussions and negotiations with other housing-
related departments and C.M.H.C. , etc. A review of current

programs is conducted and on the basis of this review, a brief
is prepared articulating the policy directions these programs
reflect.

Draft Policy Paper is developed and circulated to various
stakeholders for comments.

Draft Policy Paper is revised and prepared for the Minister to
present to Executive Council.

Presentation is prepared for the Executive Council explaining
the proposed policy and outlining the full implications.

Policy Paper is revised to include wishes of the Executive
Councill.

Policy Paper is re-submitted for final approval.

R '-,L;




2. STRATEGIC POLICY CAPABILITY

GOAL
To establish and maintain within the Housing Corporation, on an on-
going basis, a stategic policy capability.

OBJECTIVES
By March, 1987, a Policy, Planning, and Support Services Unit will
have been established.
By September 1, 1987, a body of strategic policies will be in
place.

INDICATORS

By March, 1987, all approved positions will have been staffed.

By September 1, 1987 at least ten major strategic policies will
have been approved by corporate management and circulated.

PROJECT DESCRIPTION

The Steering Committee recognized the need to develop a specialized unit to
provide strategic policy development and related services to  the
Corporation. These related services include management information
systems support, and evaluation. This unit will also have the major
responsibility for coordinating and monitoring the implementation of the
Corporate Plan.

Because the development of this unit is such a high priority, work b&gan on
the development of the unit during the summer. A terms of reference for
the unit has been established and job descriptions have been prepared. The
unit has been described in the 5-year Operational Plan and is now before
the Government for approval.

Once approval is received staff can be recruited. The Tirst priority 1is
the development of a policy-framework and an assessment of priorities in
terms of policy development. A workplan must then be established and work
must begin on developing the body of required strategic policies. The
requirements for individual support service components (information systems
and evaluation) must be defined and appropriate work plans developed.



TASKS

- Secure approva for establishment of unit and resources.

Recruit staff

Develop workplans for each one of the three major components within
the unit.

Complete the requirements in each area for the 12  yonth
implementation period.



3. MANAGEMENT INFORMATION SYSTEMS

GOAL
To provide, on an on-going basis, the kind and quality of
information required by managers to make appropriate management
decisions.
OBJECTIVES
To establish a management information systems capability within
the Policy, Planning and Support Service Unit by February 1,
1987.
To complete a 5-year Electronic Data Plan by May 1, 1987.
INDICATORS

By April, 1987, staff will have been recruited and hired.

By August, 1987, a 5 year EDP will have been approved by
corporate management.

PROJECT DESCRIPTION

The Assessment Phase confirmed the criticism of the Special Committee on
Housing that the Housing Corporation lacks adequate : nformation systems for
management decision making. To deal with this problem the Steering
Committee has recommended that the Corporation develop a  technical
management information systems capability. .

In terms of information needs the Corporation requires the capacity to
perform a three-fold function: the design and development of new systems,
the maintenance of systems once they are “on stream”, and support
assistance--providing managers with information as they require it.

It should be noted that it is not the intent to set up a centralized data-
processing centre. Though the information policy must continually stress
the *“corporate ownership of systems as a whole” (in terms of decision
making as to priorities, resource allocations, etc), ownership must also
rest with the managers who are using the systems.

- 10 -



B The project conceives of a very small technical capability--one ortwo
persons--established initially within the Policy, Planning and Support

Systems Unit.

As much as possible the Corporation should rely on “outside technical
expertise” (from Systems and Computer Services or private consultants),
especially in regard to the design of new systems. However, the
responsibility for project management should remain within the Corporation.

The tasks break down into three categories: creating the capability,
determining the priorities, and bringing the first system “on stream”.
Though a determination as to the nature of this system has not been made,
the Assessment Report recommended that the development of a housing
inventory system should be the first priority.

TASKS

] Establish terms of reference for the positions

Recruit staff

Conduct assessment of requirements

Establish one year plan and 5 year EDP Plan

Set up terms of reference for development of the first system.

Develop first system.

- 11 -




4. REVIEW OF EXISTING PROGRAMS

GOAL
To ensure that existing programs are delivered in a manner that
responds to the new context (accountability to and by the local
community, community development, and economic development, ) and
are meeting their program goals.

OBJECTIVES
To conduct a formal review of the Home Ownership Programs in
reference to the new context, by April, 1987.
To conduct a formal review of the Public Housing Program, 1in
reference to the new context, by September, 1987.

INDICATORS

A formal review document of the Home Ownership Program forwarded
to corporate management by April, 1987.

A formal review document of the Public Housing Program will be
forwarded to corporate management by September, 987.

PROJECT DESCRIPTION

During the Assessment Phase the Steering Committi:e  reviewed the
recommendations of the Special Committee on Housing. As a result of this
review the Steering Committee, after considerable consultation, has
indicated that all programs and services should be delivered in a manner
that promotes accountability to and by the local community, cogmunity
development, and economic development. The Steering Committee also decided
that there was a need to review existing programs in the light of this new
context in order to determine the need for changes or modifications. Once
the review has been completed and recommendations put forth, appropriate
changes can be implemented.

It is understood that the reviews will be both formal and as comprehensive
as possible. Scope will include, if possible, design, program goals,
policies and procedures, budget, community consultation, information and
support systems at each |evel of the organization, staffing expertise,
training requirements, impacts on local communities, intended and
unintended effects, general effectiveness and efficiency of operations,
etc.

- 12 -



Given various constraints in terms of policies, availabiliiy of datz, and
various modifications to the programs, jt wiii be necessary to conduct a
careful pre-audit to determine the extent to which the programs can be
evaluated.

Although both programs could be reviewed simultaneously, we have assumed

that, because of the requirement in the “New Era” document, the Home
Ownership Program will be reviewed first, followed by a review of the

Public Housing Program.

TASKS
Establish terms of reference for the program pre-audit
Allocate resources and conduct the pre-audit
Review findings of the pre-audit
Establish terms of reference for both reviews
Identify staffing and assign responsibility
Develop workplans
Conduct research
Prepare draft reports with recommendations
Review draft reports with Steering Committee

Prepare final report and distribute

implement the changes

- 13 -
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5. FUNCTIONAL REVIEW

GOAL
To determine how the Corporation should be structured to make optimum
use of an appropriate level of skills and resources while effectively
fulfilling its mission.

OBJECTIVE

To conduct a functional review of the Corporation by May 1987.

To reallocate resources and reorganize the Corporation as recommended
in the functional review.

INDICATORS

A Ffinal report of the functional review outlining the findings and
recommendations of the functional review by May, 1987.

A workplan for the reorganization and resource allocation by
September 1987.

Project Description

The Steering Committee has recognized there is confusion regarding the
skills, resources, roles and responsibilities necessary for the efficient,
economical and effective delivery of services. The Committee recognizes
that the Corporation must operate in an efficient manner  without
duplication of effort. Everyone must know the functions they are
responsible  for and how they relate to other individuals in the
organization. All staff must have access to the skills and resources they
require to do their job. To achieve this a functional analysis of the
Corporation will be carried out. On the basis of the analysis appropriate
changes will be made.

This project is constrained by the need for a policy framework upon which
to base the analysis. The functional analysis must be undertaken in

concert with the review of the organizational structure and the development
of an information system.

- 14 -
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TASKS

Prepare a terms of reference for the analysis.
Prepare a scope document outlining the methodology and time frames.
Describe the existing structure and inventory resources.

Conduct an analysis to determine the appropriate structure and the
skills and resources required to support it.

Prepare a report outlining recommended changes for consideration by
Senior Management.

Obtain approval for recommendations
Prepare a workplan for implementing changes.

Reorganize and reallocate resources.

- 15 -
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6. DECENTRALIZED DELIVERY SYSTEM

GOAL
To review the present organizational structure to ensure it supports a
decentralized delivery system.

OBJECTIVE
To conduct an organizational review of the Corporation.
To reorganize the Corporation to reflect the recommendations of the
organizational review.

INDICATORS

A final report of the organizational review outlining changes to be
made by May, 1987.

The completion of the organizational changes recommended in the
review by September, 1987.

PROJECT DESCRIPTION

The Steering Committee has recognized that the present organizational
structure does not support the required decentralized delivery system and
management environment. Although we have a decentralized delivery model we
have centralized decision making mechanisms.

An organizational review is needed. It will have to determ ne the support
each level of the organization requires to sustain a decentralized delivery
system. It will define the accountability structure arid the reporting
relationships. Recommended organizational change will reflect the new.
context, and support the systems required to deliver services and programs.

- 16 -
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TASKS

Prepare a terms of reference for the review.
Prepare a scope document outlining the methodology and time frames.
Review the existing structure and identify problem areas.

Identify the changes required to establish a structure which will
support a decentralized delivery system.

Prepare a report outlining the recommendations.
Present the recommendations to Senior Management for approval.
Reorganize the Corporation and reallocate resources.

Prepare workplans outling how the approved recommendations will be
implemented

- 17 -
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GOAL

To establish and maintain within the Corporation a comprehensive
human resource development capability.

OBJECTIVES
To set up an HRD unit by November, 1986.
To prepare an HRD plan by June, 1987.
INDICATORS

Reorganization complete, with new job descriptions by November,
1986.

HRD plan approved by corporate management by June, 1987.

PROJECT DESCRIPTION

There are four tasks that must be accomplished to attain the above
objectives. Initially the current Personnel Unit must be reorganized so it
can respond to the various recommendations. Once the reorganization is
complete a review should be conducted of the various job responsibilities
to enstre that the distribution is equitable and responds to the
Corporation’s requirements. These two elements can be addressed quickly
and without the need for additional resources.

A comprehensive review of the orientation and training needs of the
Corporation should then be conducted and programs which respond to, these
needs stould be introduced. This assignment will require input from
external agencies. Information collected during the Assessment Phase and
outside resources should be used during the review. The design of
appropriate programs may require additional resources.

A major element in achieving the objectives will be the preparation and
implementation of a Human Resource Development Plan. This is a significant

task which can only be achieved over an extended period of time. However
it is & requirement of the G.N.W.T. and must be completed within the
specifiec time frame. Implementation of the plan may require additional
resources on a temporary basis. Once the plan is in place the resources

required to administer it will decrease.
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The Corporation’s Affirmative Action Plan should be incorporated into the
HRD plan. In achieving its objective the HRD Unit must continually
identify and respond to the additional requirements which must be met to
ensure the success of the Affirmative Action Plan.

TASKS

Reorganize the current personnel unit
Manager reports directly to President
Administrative functions remain with Finance
All job descriptions to be reviewed and revised
Reclassifications i1f necessary.

Develop and implement effective orientation programs

Identify client groups and the specific types of orientation
they require.

Develop operational policy regarding orientation.

Develop appropriate orientation for each client group.

Present the programs to senior management and obtain the
commitment and authority necessary to ensure the programs are

implemented.

Develop on-going training programs for all employees who are
responsible for some aspect of orientation.

Develop a process whereby the Corporation’s training needs are identified
and met.

Develop a policy specifying how the Corporation will respond to
training needs.

Identify client groups who require training.

Inventory training resources and opportunities available to the
Corporation.

Identify areas where training is required and is not available.

Enter into negotiations with other G.N.W.T. and federal
departments to meet training needs.
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Identify areas where the Corporation must respond to its own-
training needs.

Establish the capability of preparing and facilitating the
delivery of training material not available from other sources.

Develop a process whereby the training needs of the Corporation
are monitored and responded to on an on-going basis.

Develop and implement a HRD Plan

Review the current performance review process to make sure that
it is operating effectively.

Assist managers in preparing workplans for all positions.

Monitor the preparation and introduction of workplans to make
sure the process is working.

On the basis of information from job descriptions, work plans
and  performance appraisals for each position, identify
corporate career paths.

Use the career paths to assist managers with manpower and
succession planning.

Collect the necessary information to prepare a human resource
development plan which corresponds with the operational plan.

Implement the Affirmative Action plan by increasing native employment by:
Identify entry level positions for native employees.

In developing the training programs include appropriate training
opportunities to support the Affirmative Action Plan.

Identify potential career paths for native employees.
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8. COMMUNITY DEVELOPMENT STRATEGY

GOAL
To develop and sustain independent and autonomous local housing
organizations which assume responsibility for all housing related
services.

OBJECTIVES

To design and implement a development strategy for the delivery of
housing services in all communities by December 31, 1987.

INDICATORS

A stategy document will have been approved by corporate management by
April 1, 1987.

Workplans for each local Association/Authority will have been
developed by September 1, 1987.

PROJECT DESCRIPTION

The purpose of this project is to create and implement a development
strategy which will enable local Associations/Authorities to progressively
assume more responsibility and authority for the delivery of housing
services.

The project will evolve in three stages.

First a development strategy must be created. The purpose of this strategy
will be to outline ways and means by which Associations/Authorities may
acquire more authority, vresponsibility, and autonomy for the delivery of
Housing Services. It is anticipated that local organizations will be able
to progress through a series of “development stages” with criteria for each
stage.

Second, there must be an assessment of each local housing organization.
The purpose of this assessment is a) to determine the present capabilities
of each organization and b) to create a development plan.

Third, on the basis of the assessment a management agreement will be
negotiated with each local organization.

- 21 -



ERRe T ™Y

TASKS

To determine what authorities and responsibilities for housing
services government wishes to devolve to local communities.

To determine what authorities and responsibilities qcal
Associations/Authorities wish to have.

To review existing policies and procedures in the light of the new
context to determine those authorities and respons bjlities that can
be devolved.

To establish standards in all major service and developmental areas.
To create a developmental model.

To negotiate acceptance of the model with all local organizations.

To develop a community profile for each community.

To conduct an assessment of each local housing organization/community.

To develop a long term work plan for each housing
organization/community.

To develop regional implementation plans.

To negotiate new management agreements with each housing
organization/community based upon the development strategy and work
plans.

To begin implementation of the work plans.

To establish a strategy to allow an appropriate response for
communities which do not currently have a housing organization.
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9. MANAGING FOR RESULTS SYSTEM

GOAL

To develop and maintain within the Housing Corporation a ‘“value for
money”, results-oriented, corporate management style.

OBJECTIVES

To design and implement a Management For Results System by September
1, 1987.

INDICATORS
All managers will have received four days of training by June 1, 1987.
Reporting and integration procedures will be fully operational by

September 1, 1987.

PROJECT DESCRIPTION

The long-term goal of this project is to build a “managing for results”
style into the corporate structure and ensure that managers develop the
capability to measure results against resources. The immediate objective
is to design and implement the system within the Housing Corporation.

The tasks are divided into two distinct groups: the design of the system
and the training of managers. There are approximately 70 managers who must
be trained working in a number of diffenent management units. It is
anticipated that each manager wll require a 3-4 day initial workshop
followed by a 2 day follow-up workshop 6 months later.

The project is constrained by the fact that the Corporation is in the midst
of structural reorganization. Because of this, some obiective and
indicators might be quite temporary in nature.

The tasks are divided into three distinct phases:

PHASE I
Set up project, develop work plan and allocate resources.

Get formal approval (at least on interim has: s) for mission-program
goal statement.
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Review FIS to determine whether there is a need to reorganize
accountabilities and tasks.

Design management training program.

Develop work-plan for implementation of training program.

PHASE 11

Reorganize Accountability, tasks (if necessary)

Train all management units.

ﬁﬁgg:e a complete set of “mini” corporate plans for all management
PHASE | | |

Negotiate and finalize mini corporate plans.
Develop monitoring and maintenance procedures.

Intergrate Managing for Results System other systems and procedures .
particularly individual performance reviews.

Hold follow-up training session.
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The projects outlined in the preceding pages are quite comprehensive.
They touch every aspect of the Housing Corporation, as well as its
rel ati onship to governments, other departments and local communities.

Because of a large number of unknown factors it is not possible, at this

point, to produce a detailed workplan. We can, however, provide some
direction in terms of guiding principles and practical suggestions.

QU DI NG _PRINCI PLES

As was indicated in the Assessment Report, the purpose of a Corporate
Planning Project is to initiate changes which will result in improvements
in programs and services. But organizational change iIs never easy.
There are always risks. The Corporation must develop an implementation
strategy which will minimize the risks while maximizing the benefits.

Based upon a review of corporate planning literature and the information
from the Assessment Phase, it was concluded that the most effective
strategy is one that is based upon the following principles.

1. THERE 1S “OWNERSHIP AT THE TOP”

It must be obvious to all persons within the Corporation that the Minister,
the Board of Directors, and the Senior Management Team have a strong vested
interest in the successful implementation of the plan. Senior managers
must signal their ownership by directing the activities of the project,
motivating managers, and “selling” the benefits of implementing corporate
priorities. They must demonstrate their ownership by committing the
resources of their management units to achieve corporate priorities and by
allowing the activities of the project to compete successfully with day to

day operational realities. Finally, Senior Managers must support their
staff as they go through changes resulting from corporate initiatives.
They must not allow the project to become bogged down or side-tracked; and
they must continually remind their staff that the ultimate goal is the
improvement of services, not the development of a bureaucratic plan.

2. THE JOB OF IMPLEMENTING THE PLAN MUST REST, PRIMARILY, WITH THE
CORPORATION”S MANAGERS

Obviously managers will require the assistance of several resource persons
with specific technical skills to implement the plan. However it is the
managers, not the resource persons, who must effect the required changes.
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We recommend that an implementation team be put together made w of
managers who are seconded full-time to the team for specific periods of
time (e.g. one to three months) or part-time to work on specific projects.
As much as possible the managers who will be affected by change should be
involved in the planning and implementation of change.

3. THERE MUST BE A COMMITMENT TO PROVIDE MANAGERS WITH THE REQUIRED
RAINING

Even a cursory review of the projects and tasks outlined in the first part
of this document reveals the need for various Kinds of specialized
training--whether it be in the areas of evaluation, community development,
policy devel opment, systems development, or whatever. While the amount of
management  training may vary according to the individual manager’s
background and experience, all managers will require some additional
training.

4. THE IMPLEMENTATION PROCESS SHOULD BE CARRIED OUT ON A FORMAL PROJECT

There is need for a Project Coordinator, terms of reference and workplans
for each individual project, strict timelines, regular meetings,--all of
those elements which make a project a project. To facilitate the
achievement of results we recommend that a performance measurement system
be introduced at the earliest stage of the project.  Managers will require
training in how to write objectives, develop indicators, and monitor and
report progress. Putting implementation on a formal project footing will
heip build a sense of direction and achievement.

5. ADEQUATE RESOURCES MUST BE ALLOCATED

There is no doubt that the implementation of a corporate p an wil require
some additional resources. There will be the need for a smal 1 tegm of
resource persons and perhaps some consultants with spec alized skills.
Some management units may require additional assistance to help with day to
day responsibilities as managers are seconded to corporate planning
projects. However, the need for additional resources should not be
exaggerated. We believe that most of the required resources can be found
within the Corporation through a reorganization of existing workloads.

RESOURCE REQUIREMENTS

At this point it is difficult to determine exact resource requirements.
There are too many unknown factors. However, as decisions are made about
who should assume which responsibilities, it will be possible to develop
individual project workplans with budget requirements tied to the plans.
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There is a need to maintain a small staff of resource persons over the
course of the project. Assuming that the Corporation wishes to implement -
the plan within the eighteen month period, we estimate that the equivalent
of three person years plus adequate clerical support Wwill be required.
This may vary depending upon circumstances.

THE NEXT STEP

After this document has been reviewed and modified, the Steering Committee
should hold a meeting to begin assigning project responsibilities and
allocating resources.

It should be noted that while we have identified nine individual projects,
a number of the projects can and should be combined. There i1s also a
certain logical sequence required by some projects or parts of some
projects. (We anticipate that the nine projects can be reduced to four or
five basic projects). . Once it has reviewed and approved all projects and
tasks, the Steering Committee might request that the Project Coordinator
recommend ways and means of combining separate projects into smaller
groupings.

Finally, as soon as it decides how it intends to proceed, the Steering
Committee should develop a communications strategy. Staff members, other
departments, MLAs, community groups, the public--all these groups must be
kept informed. We would strongly recommend that there be more frequent
senior management meetings (headquarters and districts), during the course
of the project to keep people informed and help resolve outstanding issues.

CONCLUSION

With the acceptance of a Corporate Plan and Strategy by the Steering
Committee we enter the final stage of the Northwest Territories Housing
Corporation’s Corporate Planning Project.

The projects and tasks outlined In this document represent a broad
consensus as to what should be the corporate priorities of the Housing
Corporation. We are confident that if the anticipated results are achieved
over the next eighteen months, residents of the Northwest Territories will
enjoy greatly improved housing services.
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WORKPLAN  FOR PHASE 111 (| MPLEMENTATI ON) o THE
CORPCRATE PLANNI NG PRQJECT

| NTRODUCTI ON

In Phase | (Assessnment Phase) of the Corporate Planning Project,
the following Corporate priorities were identified:

1) PUBLIC POLICY ON HOUSING - to develop and mintain a
conprehensive integrated housing policy.

2) STRATEG C POLICY CAPABILITY - to establish and nmaintain
within the Housing Corporation, on an on-going basis, a strategic
policy capability.

3) MANAGEMENT | NFORMATION  SYSTEMS - to provide, on an on-going
basis, the kind and quality of information required by Managers
to rmake appropriate managenent deci sions.

4) REVIEW OF EXISTING PROGRAMS - to ensure that existing
prograns are delivered in a nmanner that responds to the new
context and are neeting their program goals.

5) FUNCTIONAL REVIEW - to determine how the Corporation should
be structured to nake optimum use of an appropriate Ilevel of
skills and resources while effectively fulfilling its mssion

6) DECENTRALI ZED DELIVERY SYSTEM - to review the present
organi zational structure to ensure it supports a decentralized
delivery system

7) HUMAN RESOURCE AND DEVELOPMENT UNIT - to establish and
maintain wthin the Corporation a conprehensive human resource
devel opnment capability.

8) COVMMUNI TY DEVELOPMENT STRATEGY - to develop and sustain
i ndependent and autononous | ocal housi ng organizations which
assunme responsibility for all housing related services.

9) PERFORMANCE MEASUREMENT SYSTEM - to develop and maintain
within the Housing Corporation, a “value for nobney”, results-
oriented, «corporate rmanagenment style.

These nine Corporate priorities formed the basis for the
Corporate Plan and Strategy developed in Phase |1l (Devel opnent
Phase) of the Corporate Planning Project. The Corporate Plan and
Strategy outlined, in general terms, the work required to address
each of these priorities. The purpose of this current docunent
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is to nove the project into Phase Ill (Inplenentation Phase).

This report summarizes the progress nade to date in inplenenting
the Corporate Plan and Strategy and provides detailed workplans
for the major projects.

| MPLEMENTATI ON_PHASE

The Corporate Plan and Strategy called for the creation of two

new managenent units within the Corporation - the PolicyUnitand
the Human Resource Developnent Unit. Wrk required to address
Priorities 1, 2, 3, 4 and 7 wll be wundertaken by these new
units. The remaining four priorities wll be addressed through

three specific projects to be undertaken by nenbers of the
Corporate Planning Team

1. CREATION OF A POLICY UNT

Executive Conmittee approval has been obtained for the creation

of a Policy Unit. The wunit wll ultimtely consist of seven
positions, headed by the Chief, Policy and Evaluation. O her
positions include a Co-ordinator of |Information, Eval uati on
O ficer, Policy Analyst, Programmer Analyst, Public Liaison
Oficer and Secretary. To date, Executive Committee approval has
been obtained for five of the seven positions. The  Progranmmer

Analyst and the Evaluation Oficer positions have not received
of ficial approval .

It is anticipated that the Policy Unit wll be in place early in
the new year. Job descriptions have been witten for all
approved positions and are presently being classified <y the
Departnent of Personnel. The wunit wll absorb the nenbers of the

Corporate Planning Team and take over responsibility for the
i mpl erentation of the Corporate Plan and Strategy.

Once in place, the Policy Unit wll specifically address the
following four Corporate priorities:

#1 PUBLIC POLICY ON HOUSING

#2 STRATEG C POLICY CAPABILITY

#3 MANAGEMENT | NFORMATI ON  SYSTEMS
#4 REVIEW OF EXI STING PROGRAMS

2. CREATION OF A HUVAN RESOURCE DEVELOPMENT UNT

The forner Personnel wunit has been reorganized and redesignated
the Human Resource and Developnment Unit, reporting directly to
the President. This unit, in <conjunction with the Corporate
Planning Team wll establish and nmintain a conprehensive human
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3. SPECI AL PRQJECTS
The remmining Corporate priorities WIIl be addressed by the
followng three projects:
PRQJECT PRI ORI TY
Functi onal Review #5 Functional Review
#6 Decentralized Delivery
System
Community Devel opment  Strategy #8 Community Devel opnent
Strat egy
Managi ng For Results System #9 Performance Measurement
System
Detailed terms of reference and workplams :of these three
projects follow
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TERVG OF REFERENCE - FUNCTI ONAL REVI EW

(Response to Priorities #5 and #6)

GENERAL DESCRI PTI ON

The work of the Corporate Planning Team during 1986 has confirned
the conclusion reached by the Legislative Assenbly’'s Special
Committee on Housing that, in addressing the housing needs of
residents of the NWT., the Housing Corporation should focus as
much attention on the process through which services are

delivered as it does on the actual product it delivers. The
Corporation must be aware of, and capitalize on, its
opportunities to strengthen comunities by fostering community
devel opnent, econom c devel opment and relationships based ‘n

accountability to and by the 1local community. To do this the
Corporation rnust be structured in a way that will suPPort a
decentralized, community focused, delivery System. Cape must be
taken to ensure that the appropriate functions to achieve this

are being performed within the appropriate organizational
structure.

The general purpose of this project is to determne how the
Cor poration should be structure to nmake optimum use of the

appropriate level and conbination of skills required to achieve
its mission. The project represents an integration of
Recommendations 5 and 6 presented in the Corporate Plan and
Strategy.

SCOPE

The project wll include:

. the identification of the functions required to support
the Corporate m ssion

. an inventory of the current functions being performed by
the Corporation

the identification of which functions are not being
performed in the current organization;

an assessment of how the existing organizationa
structure would have to be changed to ensure all
required functions are perforned; and

. the developnent of a strategy for reorganizing the
Corporation so that the appropriate functions are being
performed in a way which supports a decentralized
community focused delivery system
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SPECI FI C OBJECTI VES

1) ldentify the functions required to support the Corporate
m ssi on.

2) To conduct a functional review of the Corporation

3) To identify the discrepancies between the status quo and the
functions required to support the Corporate m ssion

4) To conduct an organizational review to determne if the
current structure could accommbdate all the required
functi ons.

5) To develop a strategy for reorganization which wll nobve the
Corporation toward a nore appropriate structure.

6) To inplement the strategy.

VETHODOLOGY

To achieve the objectives identified for this project five tasks
must be perforned.

1) Review the current functional and organizational structure
of the Corporation.

2) Goup the functions into managenment units.

3) Identify the organizational changes which are requiredsin the
Corporation to incorporate all required functions.

4) Develop a strategy for reorganizing the Corporation.

5) I npl emrent the reorganization strategy.

The nmethodol ogi cal techniques involved in the five tasks are:
data collection and analysis; nodel preparation and testing; and

extensive consultation. The next section of this paper contains
the workplan which details how each of these tasks will be
performed.
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WORKPLAN

Al t hough each of these tasks is listed separately they wll not
all be perforned in isolation. Tasks 1 and 2 wll be conducted
concurrently; tasks 3,4 and 5 wll be conducted consecutively on

the basis of the information generated in tasks 1 and 2.

1) Review the current functional and organizational structure of
the Corporation:

. request each managenent unit to conduct a functional
review of their unit with the end product being an
inventory of the functions of each unit;

. review and confirm the inventories wth each Senior
Manager ;

review the responses to the nmanagenent interviews
conducted by the Corporate Planning Team and extract
rel evant i nformati on;

review managenent job descriptions to confirm that the
inventory of functions is conprehensive and to identify
any discrepancies between what is being done and what
shoul d be done;

. prepare a description of the -current organizational
structure; and

. prepare a description of the current functional structure
of the Corporation.

2) Goup the functions into managenent units:
. confirm the mission statenent for the Corporation;
. identify the functions which nust be perfornmed to ensure

that the Corporation fulfills its mandate efficiently,
effectively and economcally;

. check the conprehensiveness of the functional inventory
by reviewing other corporate structures and asking
managers , Wth experience in functional analysisto
review the |ist;

organize the functions into appropriate groupings;

confirm the appropriateness of the groupings by asking
know edgeabl e personnel both within and outside the
Corporation to coment on them and
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3)

4)

produce the final version of the appropriate functiona
gr oupi ngs.

Identify the organi zati onal changes which are required in the
Corporation to incorporate all required functions:

devel op an organizational structure which wll support

t he

required functions;

identify discrepancies between the functions which are
currently being perforned and those listed in the nodel;

identify discrepancies between the organizational
structure currently in place and the new organizational

structure required; and

di scuss conclusions with Corporation staff and adjust
concl usi ons accordingly.

Develop a strategy for reorganizing the Corporation:

identify the required organizational changes;

review job descriptions to determine if redrafting is
required;

assess the inplications for classifications

review the staffing situation in the Corporation to
determne where flexibility in making organizationa

change exi sts;

identify any new positions which will be open for

conpetition;

determi ne how redundant positions wll be addressed,

establish a training policy to prepare enployees for

t he

reorgani zati on;

solicit input regarding the strategy from Corporation
staff; and

adjust the strategy to incorporate enployees” .onments
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TASK

TASK
TASK

TASK

TASK

| npl enrent the reorganization strategy:

redraft job descriptions;

submit revised job descriptions for classification;
where appropriate run conpetitions fo! N€W jobs;
make appropriate adjustments in staff i Ng; and

i mpl erent  appropriate training.

RESOURCE REQUI REMENTS

proj ect Co-ordinator 2 wks.
Corporation Staff 2 WKS.
project Co-ordinator 2 wKks.
Project Co-ordinator 1 wk.

project Co-ordinator 3 wks.
H.R.D. Staff 2 days

It is anticipated that the inplenmentation of
organi zati onal change w Il occur over a period

of tinme. It is difficult to accurately project
the specific period of time because factors such
as co-operation of other G.N.W.T. departnents and
staff t ur n-over rates could dramaticall Yy af fect
schedul i ng.

L d
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TERVS oF REFERENCE - COVMUNI TY DEVELOPMENT STRATEGY

(Response to Priority #8)

GENERAL DESCRI PTI1 ON

The Special Committee on Housing enphasized the inportance of
i nvol ving | ocal communities in the housing delivery process.
This enphasis is reaffirmed in the “New Context” for housing
developed in the Corporate Planning Project. The New Context is
based on the three principles of accountability to and by the
| ocal comunity, community developnment and economc devel opnent.
The purpose of this project is not to turn the Corporation into a
community devel opnent organization, but to “denmonstrate how its
traditional service delivery approach can be nodified to reflect
a greater emphasis wupon community devel opment ”. Communi ty
devel opnent, then, becones a criteria for evaluating the delivery
of housing services.

Specifically, Recommendation 8 of the Assessnent Report prepared
by the Corporate Planning Team addresses this issue:

“That the Housing Corporation, in co-operation wth the |ocal
housi ng organi zations, create a developnment strategy for the
delivery of housing services.”

This recommendati on was approved by the Project Steering

Committee and the followng goal, objective and indicators were
formalized in Stage Il of the Corporate Planning Project:

GOAL

“To develop and sustain independent and autononous | ocal -housing
organi zations which assune responsibility for all housing related
services.”

OBJECTI VES

“To design and inplement a developnent strategy for the delivery
of housing services in all comunities by Septenber 30, 1987.”"
| NDI CATORS

“A strategy document wi 11 have been approved by corporate
managenent by April 1, 1987.”

"Workplans for each local association Wil have been devel oped by
Septenber 1, 1987.”
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PURPOSE OF PROQIECT

To devel op and inmplement a strategy for increasing community
involvenment in the delivery of housing services.

VETHODOL OGY

The work involved in this project falls into three basic tasks:

1) identification of housing services to be devolved to
conmuni ti es;

2) devel opment of a framework for delivering housing services
that fits within the “New Context”; and

3) i mplerentation of the strategy in the comunities.

The next section outlines the workplan for acconplishing each of
t hese tasks.

At the same time this project is devel oping, on-goi ng
negotiations wll be taking place wth several conmmunities to
integrate the delivery of housing into the nmunicipal governnent
structure. Results of these negotiations will be useful in

refining the community development strategy prior to final
i npl ement ati on.
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WORKPLAN

PART | |DENTIEY HOUSING SFRVICES TO BE DEVOVED TO COVMINITY

. oL S hat the
1) Identify the authorities and rFsg0P5|b|I|t|es”
G.N.W.T. wishes to delegate to !OCal communitles.

What authorities and responsibilities does the G.N.W.T.
have for housing?

What authorities and responsibilities can be delegated to
comruni ties?
Review existing |egislation, policies, procedures,
agreenents etc. to determne the constraints (e.g.
agreenents with C MHZC).

VWhat authorities and responsibilities should be
del egat ed?

VWhat functions should renmnin at a centralized |evel?

What is the policy/financial inplications?

2) Determine the authorities and responsibilities that the

communities want to assune for housing.

Revi ew docunentation from Special Conmittee on Housing
meeti ngs, housing conferences etc., neet wth
Corporation staff.

' SERVICES

1) OPTI ONS: Establish a range of options for delivering
housi ng:

exanine strategies used in other jurisdictions in
Canada and el sewhere (Sweden,  Geenland);

. review and evaluate alternative delivery, strategies used
by the Corporation, identify successes, ures,” problem
areas etc.; and

devel op a spectrum of options.
2) LEVELS Establish Ilevels of conmunity devel oprment:

identify “stages of developnent” wusing nunicipa
governnment nodel as a guide.
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. \Wiat capabilities nmust organization have for each
stage?

. Establish criteria for each stage of devel opnent.
Not e: steps 1 and 2 together wll produce a matrix of options:

Option 1 Option 2 Option 3 Option 4 Etc.

Level 1 X X X X X
Level 2 X X X X

Level 3 X X X

Level 4 X X

Etc.

3) ORGAN ZATI ONAL STRUCTURE: | dentify the organi zational
structure for delivering housing:

eg. t hrough housing associations, band councils,
muni ci pal governnents etc.

4) Develop a strategy for preparing comunities for change.

PART |1I1: | MPLEMENTATION OF THE COVWMUNITY DEVELOPMENT STRATEGY
1) Determine capabilities of the conmunity (comunity
profiles):

identify data required for conmmunity profiles;

. determine sources of data, design data collection form
and collect data; and

. anal yze data and categorize communities in consultation
with District Managers.

2) Identify ~current options for each conmunity
3) Develop a long term work plan for each comunity:
. identify future options; and

. develop training strategy.
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4) Secure agreement of the community as '© the options
currently available, training néeds and training strategy

necessary to enable the community to nove toward its ideal
delivery strategy.
5) Negotiate with communities and enter into new agreenents.

RESOURCE REQUI REMENTS

HUVAN  RESOURCES:

part |:

Proj ect Co-ordinator 8 weeks

part 11:

project (Co-ordinator 8 weeks .
District Staff 2 days per comunity (?)
part 111:

Project Co-ordinator 16 weeks .
District Staff 1 week per comunity (?)
Prograns Division Staff monitoring function

FI NANCI AL RESOURCES:

Project Assistant/Consultant $30,000

Travel ~ Project Co-ordinator

3 trips to each District Ofice $21,000 .

Travel — Project Assistant/Consultant $21,000

Program Officers Wrkshop in Yellowknife $20,000
TOTAL -
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SCHEDULE

CONSTRAI NTS:

The deadline selected by the Mnister for the conpletion of this
project is September 1, 1987. Although it is not expected that
new agreements wll be signed with all communities by this
deadline, we nust be able to denonstrate that we have nmde
progress towards increasing conmunity involvenent in the housing

delivery process. New agreements reflecting increasing
responsibilities at the local |evel should be signed with severa
comunities and an action plan for negotiating wth all other

communities should be adopted.

TI MEFRAME:

TASK COWLETED BY
PART | - ldentification of housing

services to be devolved to comunity JANUARY 31/87
PART 1 - Devel opment of framework for

the delivery of housing services MARCH 31/87
PART |1l - Inplenentation of the conmunity

devel opnent strategy SEPTEMBER 1/ 87
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TERMS OF REFERENCE - MANAG NG FOR RESULTS SYSTEM

(Response to Priority #9)
GENERAL DESCRI PTI ON

The Government of the Northwest Territories has required the
N.W.T. Housing Corporation to design and inplenent a Managing For
Results System (M.F.R.). The Assessnent Phase of the Corporate
Pl anning Project has also identified the need for such a system
within the Corporation. This document describes the manner in
which the Corporation intends to design and inplement such a
system

The characteristics of a Mnaging For Results System (also known

as a Performance Measurenent System are: a Results Structure; a
financi al informati on system which correctly identifies
accountabilities and tasks and relates them to individual
managenment units; annual objectives and indicators developed for
all management units; regular reporting and monitoring

procedur es; and integration of the M.F.R. System wth other
planning and nonitoring systens wthin the Corporation.

The major activities required to design and inmplement such a

system within the Housing Corporation are: the design and
devel opnent of the Results Structure and the reporting and
moni toring procedures; the review and, if necessary, the

redivision of the financial system and planning nechanisms; and
the training of all WMnagers.

The general purpose of the project is to establish a results-

oriented nanagenent style within the Housing Corporation .through
the design and inplementation of a Mnaging For Results System.

SCOPE

The project wll include:
devel opnent of a Results Structure,

. devel opnent of annual rmanagenment unit objectives
t hroughout the organization,

training of all Managers in a M.F.R. Corporate
Managenent  Styl e,

devel opnent of reporting and nonitoring nechanisns

along with an instruction nmanual, forns, procedures,
pl anning cycles, and evaluation nechanisns, and
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. integration of the M,F.R. System wth other
processes and nmanagenent information system

SPECI FI C_OBJECTI VES

The specific objectives of the project are:

1) to conplete the developnment of an appropriate
Results Structure.

2) To design the basic conmponents of the system
reporting fornms and procedures, and
a “how to” nmanual.

3) To review and, if necessary, to revise the Housing
Corporation-s Accountabilities Based Budgeting
System (A.B.B.S.).

4) To integrate the M.F.R., System into the
Corporation’s pl anning, budgeti ng, and eval uation
cycl es.

5) To train Corporation Managers:

. at the nmanagenent wunit level, to develop
“mni-corporate plans”; and

at the headquarters |evel: to nmonitor the

system assune responsibility for quality
assurance, aad train new Mnagers.

METHODOL OGY

The nethodol ogy evolves around the major activities.

There is a review of the Accountabilities Based Budgeting System
in order to ensure its conpatibility with the M.F.R. System In
addition, a functional review wll be required to establish the
results Structure.

The system nust be designed. This requires decisions as to

reporting procedures, information requirenents and the design of
appropriate reporting and nonitoring forns.

Managers nust be trained. The project mnust develop a basic
training program along with the required teaching nmaterials.
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Special training nust be provided on a one to one basis for
what ever individual or group within the organization is charged
with the responsibility of on-going maintenance.

The system nust be integrated with existing systems which, in
turn, may require sonme nodification

The basic methodol ogical approaches are assessment and
eval uation, preparations of nodels and drafts, consultations both
within the organization and wth other groups.

V\ORKPL AN

ACTI VI TI ES
1) COVWPLETE DEVELOPMENT COF THE RESULTS STRUCTURE (7 wkdays)
. hold sessions wth Senior Mnagers
make revisions

. develop statenents of purpose and goals for
Managenent Units

. Steering Conmttee approves final draft

publish Results Structure

2) DESIGN THE SYSTEM (10 wkdays)
devel op procedures
design forns
design review nechanism
test procedures and forns
Steering Conmittee approva

publish procedures and forns

3) REVI EW AND REVI SE FINANCIAL SYSTEM - A B.B.S. (14 wkdays)
. prelimnary assessnent

rewite accountabilities and tasks
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. draft new system
review and negotiate with F.M.S.
Steering Committee and GCovernnent approval
4) DESI GN TRAI NI NG PROGRAM (21 wkdays)
wite instruction manual
design workshop and support materials for Managers
Pilot Project Training Session
revise workshop and naterials
Steering Conmittee approvals

train the trainers

5) DELI VER TRAI NING PROGRAM TO ALL MANAGERS (28 wkdays)

assune 70 WManagers with 10 Mnagers in each workshop

6) | NTEGRATE THE M.F.R. SYSTEM (14 wkdays)
revi ew existing systems and procedures

make nodifications and revisions

RESOURCE REQUI REMENTS

The project wll require 18 work-weeks. Additional tinme and sone
technical expertise may be required iif significant changes are
required in the budgeting processes.

The mmjor costs outside of salaries will be for travel to regions
to conduct workshops.

There will be sone additional costs for preparation of naterials
and presentations but this wll be mninmal.

W cannot anticipate, at this time, the tinme required to secure
approvals from Governnent.

These estimates cover the initial introduction of the system W
reconmend a two-day workshop for all Managers six nonths after
they have been working with the M.F.R. System (review progress,
handle difficulties, reinforce basic concepts, etc.).
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’E@ W Northwest Territories

" ——— Housing Corporation

January 5, 1987.

311 Managers,
Jorthwest Territories Housing Corporation.

ZORPORATE PRIORITIES FOR THE 1987-1988 FI SCAL YEAR

Jver the next several nonths nanagers and staff wthin all
nanagement units will be putting together their annual objectives
for the conming fiscal year. The purpose of this nmenb Is to
provide sone guidance for managers by spelling out our corporate
priorities.

W4ithin our organization we have alnost a dozen different
managenent  units. Each one of these has its own particul ar
functions to performor, in the case of district offices, serves
a particular geographic region. VW can expect, therefore, that
the annual objectives will differ somewhat from management unit
to managenent unit to reflect the particular concerns and

priorities of each unit.

But we can al so expect--indeed we nmust insist—that there be some
strong simlarities anong the objectives of all managenent units,
We are one organization with the same mssion and role to perform
for the governnent and residents of the Northwest Territories.
If we are to function as one organization, rather than as a
group of independant managenent units, we nust reflect som&
consensus about what we are trying to acconplish over the next
fiscal year. Wthout such a consensus we run the risk of
di ffusing our energies and wasting our resources. In a word, we
need to agree upon a set of corporate priorities.

THE CORPORATE PRI ORI TIES

THE CORPORATE PRI ORI TI ES ARE THOSE FEW TASKS AND ACTI VI Tl ES,

SELECTED FROM AMONG HUNDREDS OF PGSSIBILITIES, WH CH OUR
M NI STER, OUR BOARD OF DI RECTORS AND THE SENI OR MANAGEMENT TEAM
HAVE DECI DED SHOULD BE G VEN SPECI AL STATUS IN THE COM NG FI SCAL
YEAR. They shoul d be incorporated into the objectives and work
activities of each management unit; they should be reflected at
each level of the organization; they nust receive preferential

treatment in terns of the allocation of resources.

P.0. Box 2100, Yellowknife, N.W.T. X1A2P6 Phone: (403)873-7853 Telex: 034-45587




hut what are our corporate priorities? |In the light of all that
lias happened over the past several years it is understandable if
managers are somewhat confused.

The Final Report of the Special Committee on Housing provided us
with over eighty specific recomendations for change. The
Governnment’s response document, The New Era In Housing: Planning
Together for the Future, gave us al nbst as many. The Cor porate
Flanning Project that we have been carrying out over the past
year has identified nine major target areas for change, sone of
t hem universal, some of them specific to particular nanagenent
units,—-but all of them requiring a major commtnment of
resources. How do we decide upon a handful of select priorities
when there are so many possibilities to choose fron®?

Over the past few nmonths, as part of our corporate planning
exercise, we have had nunerous discussions about priorities
t hroughout the organization, Gadually a consensus has energed.
Having considered a wde range of possible priorities we' ve
narrowed the |ist down to just eight. These corporate priorities
fall naturally into three distinct categories. The first three
relate to our organization; the second two relate to our product;
the last three relate to our people.

OUR ORGANI ZATI ON

Over thepast year we have done a great deal of soul searching as

an organization, out of this ‘experience we’'ve gained a much
¢ tronger sense of our own identity and our mssion. In
particular we have conme to realize that, if we really want to be

effective as an organi zation, we nust provide services in a
manner that pronotes three basic principles: accountability to
and by the local commnity, community devel opment, and economc
devel opment . Taken together, these three principles--which have *
come to be known as the “New Context” --nust influence and direct
al | aspects of our organization, operations and delivery systens.

It is one thing to discover what we should be doing, quite

another to do it, Learning to allow this New Context to
influence all aspects of our organ.ization is sonething that wll
require the conbined efforts of all managers and staff.

Therefore, our first corporate priority is:

1. TO EXPLORE THE | MPLI CATI ONS OF THE NEW CONTEXT W TH N THE
CORPORATI ON AS A WHOLE AND W THI N EACH MANAGEMENT UNI T.

As a housing agency we have a very linmted direct service
capability. W are alnmost conpletely dependant wupon | ocal
housi ng organi zations to deliver services to residents of the




Northwest Territories. Unfortunately, in many cases, our
relationship with these organizations and the comunities they
represent has been allowed to deteriorate. In particular we
have failed to establish true partnership arrangements which
reflect a mutual accountability and sharing of resources
information, and expertise.

Over the course of the next year we nmust work hard to exam ne and

re—define our wor ki ng relationship wth | ocal housi ng
organi zations and local conmmunities. W nust create a longer-
term devel opnent strategy which will allow organizations to

progressively assune nore and nore responsibility for housing
services--if they wsh to do so; we nmust create nore bal anced
managenent agreenents which also reflect the third party
interests of key |ocal organizations such as hamets and band
councils. W nust use the principles of the New Context to guide
and stregthen our relationships and agreements. Qur corporate
priority, then, is...

2. TO EXAM NE AND, WHEN NECESSARY, RE-DEFINE OUR WORKI NG
RELATIONSH PS WTH  LOCAL HOUSING  ORGANI ZATI ONS AND THE
COMWLNI TI ES THEY REPRESENT.

The corporate planning exercise has hel ped us achieve a better
under standi ng of our mission and role as a housing organization.
It has al so nade us aware of the need to establish and maintain a
clear sense of direction and consistency in terns of quality of
servi ce. In order to respond to this need we nust develop a
body of corporate policies which indicate to our own people, to
ot her governnent organizations, and to the public, what we do and
how we do it.

The devel opnent of the New Context has provided the very broad
framework w thin which policy can be structured. W have noved *
to create a new policy unit to plan, coordinate, and provide the
technical resources for the devel opnent of corporate policy. But
the responsibility for policy devel opment is sonething that nust
be shared by all nmanagers throughout out organization. Each
management unit—whether its concerns be program devel opnent,
finance, devel opnent of human resources, construction or service
delivery at the local |evel—-nust help to devel op the kinds of
policies that will respond to its needs and ensure corporate
continuity and consistency of service. Qur third corporate
priority, then...

3. TO CREATE AND MAINTAIN A STRATEG C POLI CY FRAMEWORK AND
CAPABI LITY WTH N THE HOUSI NG CORPORATI ON



OQUR PRODUCT

Over the past few years we have made significant inprovements in
the quality of the housing we are able to provide for residents
of the Northwest Territories. W are now able to ensure that al
naw public housing neets rigid energy efficiency standards. Qur
Homeownership Programis grow ng very quickly and is receiving
aar enthusiastic response fromthe public. And, we’'ve managed to
produce quality housing in one of the nost difficult and
demandi ng physical environments in the world.

As we nove into a new fiscal year we must consolidate the
i mprovenents we have made and continue to find ways and neans of
improving the quality of our product. And we nust do this—and
here is the real challenge--by increasing our |evel of consumer
participation while ensuring that we get the best results for the
resources that have been committed to us by government. Cur
corporate priority, then, is.

4. TO CONTI NUE TO MAKE | MPROVEMENTS IN THE QUALITY OF NEW
HOUSI NG

Despite our best efforts to provide good quality new housing,
resources are linmted. The demand for housing continues to
outpace our ability to respond. This fact places the highest
priority on mmintaining our existing housing stock--nore than
tour thousand units spread throughout the Territories.

"his past year, for the first time in our history, government was
¢ble to provide us with significant funds to develop a solid

mai nt enance capability. W have made good start. W nust
continue to nove ahead. W nust devel op an adequate nai ntenance
information system And, in particular, we nust assist |oca

| ousi ng organi zations to continually refine and upgrade their
naintenance capability. Qur corporate priority is, then,

F TO ASSI ST LOCAL HOUSI NG ORGANI ZATIONS TO | MPROVE THEI R
}AINTENANCE CAPABI LI TY.

OUR PECPLE

Though we are concerned w th devel opi ng our organization and
(continually inproving the quality of our product, we nmnust
remenber that our nost inportant resource is the people who work
tor us . Syst ens, procedur es, pol i ci es, pl anni ng
mechani sns-- these things are necessary for every organization.
I'ut they don't produce results. Only people produce results. And




the people who produce the nbst results are the people who know
exactly what is expected of them and have the skills, resources,
sand notivation to do the job.

Wthin the past few nonths we have begun to make a nore serious
conmtnment to the people who work for us. W are in the process
of creating a Human Resources Division to ensure that we devel op
a better capability to recruit, train, clarify expectations

eval uate performance, and plan for our future needs. W are
conducting a functional review of the whole organization, one of
the results of which will be clearer job descriptions. But our
committment to our people nust be nore than a new division or a

review  process. | t must a positive attitude, diffused
t hroughout the whol e organi zation, that comunicates the clear
message: our people are our nobst inportant resource. Qur

corporate priority, then,

6. TO ENSURE THAT ALL STAFF KNOW VHAT | S EXPECTED OF THEM AND
HAVE THE SKILLS AND SUPPORT SERVI CES TO DO THEI R JOBS.

The principle of affirmative action is a cornerstone of the
public service philosophy of the Governnent of the Northwest
Territories. As an agency of the GNWT. , affirmative action
nust be one of our corporate priorities, as it is for all
governnment departnments and agenci es.

I npl enenting an affirmative action policy is difficult at the
best of times. It will only succeed if managers are committed to
the principle of affirmative action, have a cl ear understandi ng
of what is expected of them and have a plan to determ ne
strategies and resource requirenents. Qur corporate priority,
then, is...

7. TO MEET OUR AFFI RVATI VE ACTI ON TARGETS

(ur corporate planning exercise has focused a great deal of

attention upon the role of the manager in our organization. It
tas made us nuch nore aware that our success depends upon the
continued devel opnent of managers at all | evel s of t he

organi zation and the provision of appropriate nmanagement support
servi ces.

W' ve taken some steps to clarify roles and expectations and
i mprove comruni cations anong nmanagers. W' ve devel oped and
publ i shed a very specific statenent of our mssion, approach,
principles and program goals. W ve streamined our senior
managenent nmeetings. W' ve introduced some new tools—the
Document  Submi ssion Control nechanism and the Policy Issue
Report. And we’' ve begun to make sone organi zational changes that



clarify reporting relationships, This process will continue and
be completed by the functional review to be carried out
t hr oughout the whol e organi zati on.

Over the past few nmonths we have committed significant resources
to the devel opment of a corporate management style which, we
believe will better respond to our service needs and inprove the
level of managenent comunications and accountability. This
corporate mangenent style--our MANAG NG FOR RESULTS SYSTEM -wi | |
require managenment units to define anticipated results, devel op
annual objectives and indicators, nonitor progress and neasure
the inpact of results upon resources. In the coming year we will
ensure that all nanagers receive adequate training in the
principles of results-oriented managenment. The conmitnent of so
many resources to managenment training and support services gives
a clear indication that one of our nost inportant corporate
priorities is

8. TO | MPROVE MANAGEMENT SKILLS AND CAPABI LI TI ES THROUGHOUT THE
ORGANI ZATI ON .

By way of conclusion | encourage allmanagersto commi t
t hemsel ves to incorporating these corporate priorities into their
annual objectives and work activities.

P. 4. Beaubi er,
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