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Introduction 

This a general report of the Community Search Conference held in Kingston in January 2007. Approximately 35 citizens and leaders representing different sectors of the community participated. What follows is the data that resulted from the small and large group work done during this event to plan the most desirable Kingston in the year 2012. This report captures the raw data as recorded on flip chart paper during the 2.5 day session. This data is the property of the participants. Any participant in the conference may elaborate on any points recorded as the flip charts capture only bullet points. The managers of the session may make comments in this report to help the reader understand the flow of the process. 

The workshop managers would like to express their appreciation for the extensive efforts of all participants and congratulate them on their effective collaboration and team work. We also wish to caution the reader that this document is not a final product and only describes work done up to January 20th, 2007. Consequently it is a draft working document for and owned by the participants.

1. Conference Introductory Comments

John Osborne, of the Social Planning Council of Kingston & Area, who convened the event, overviewed the process and placed the Search Conference in the context of a larger Quality of Life initiative. He also introduced the Search Conference Managers.

Don de Guerre introduced the theory and practice of Search Conferencing on which the design for this planning session was based. He explained that when you are Searching for something, there is a question. The question for this conference, as defined by a design team led by the Social Planning Council was:

What would Kingston look like if it were the most desirable place to live, work and play for anyone?
During the Search Conference, participants revised the search question and changed it to:
What would Kingston look like if it were the most desirable place to live, work, learn and play for everyone?

The Search Conference manager went on to explain that human beings and their organizations are all purposeful, and that as a temporary learning and planning community, working on behalf of all Kingstonians, the purpose of the conference was to answer the search question and to develop a series of action plans and a social infrastructure to make sure it happens.

He explained that although the Social Planning Council had convened the event and several organizations had sponsored the event, none would take leadership after the Search. He emphasized that the participants themselves were agreeing to take leadership to do this work over the next number years on behalf of their community.

He then went on to draw a systemic picture of Kingston in its global environment (see Figure 1) and explained that this learning and planning community would go through a process to bring this picture alive from the past into the future. During the Search Conference, participants expanded the system boundary to include Kingston and area (surrounding municipalities).
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Figure 1: Open Systems Picture of Kingston

Starting from the outside with the big picture and getting progressively more detailed, the process will follow a number of steps (see Figure 2).
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Figure 2: Open Systems Picture translated into a Search Conference

The Search Manager then defined the choice and decision making process to be used as the rationalization of conflict which means that participants seek common ground on which we can act collaboratively with a joint and mutual responsibility for outcomes. He then explained that participants in the room were invited as representatives from their “sector”, but that they were expected to also participate as individuals who play many roles in the community. 

The participant’s role was clearly described: To participate fully, openly and to commit to implement your plans. Don explained that while the information shared would be confidential, that it was not advisable to say anything that participants could not commit to implement. Finally, the planning time horizon was negotiated and agreed as 5 years or by the year 2012.

2. Scan of the Global Environment over the past five years 

Task Instructions

As a whole group, participants were asked to think of the major events and significant trends evident in the world of human affairs over the last 5 years. They were asked to not limit their thinking and just shout out what they see is really going on out there since anything they thought of was important. Participants were asked to keep their statements short and succint. The Search Conference managers listed them as bullet points on flip chart and asked participants to correct them if they did not record a point accurately. This was a fast, furious and fun session!

Task Output: 

What has struck you as significant or novel in the last 5 years?

What follows are the points shared by participants during the brainstorming session.

· instant accessibility to information

· quality jobs lost in North America

· growing interconnectedness of all communities

· expanding technology leaves some behind

· new understanding of creativity and create process

· cultural diversity

· countries of the 3rd world developing

· increasing awareness of the value of organic food

· increasing knowledge of the benefits of community

· increasing awareness of the limitations of fossil fuels

· ghettorization of poverty 

· sexualization of younger children

· increasing use of debt

· loss of farmers & family farms

· increasing gas prices

· increasing influence of multi-national corporations

· renewed efforts to end the separation between church and state

· increasing global adoptions

· art and technology taken out of public schools

· increasing charity at home and abroad

· take over of small businesses

· take over of Canadian businesses

· expanding interesting in arts and culture

· emphasis on healthy eating and active living

· more women involved in leadership roles at all levels

· increase in the working poor 

· minimum wage too low

· decreasing knowledge and understanding of history

· increasing use of electronic devices

· paying to clean up social messes instead of paying to prevent them

· increasing cynicism and hope

· increasing violence towards women & children

· rightward drift in the industrialized countries

· increasing focus on health & fitness

· increasing willingness to plan together

· increasing tolerance to non-traditional lifestyles

· disinterest in the political process

· distrust in the political process

· gay marriage

· increasing sedentary lifestyles

· decreasing attention spans

· alternate searches for different forms of energy

· corporate take-over

· increasing understanding of importance of local or community economic development

· increase in single parent and blended families

· increasing cancer incidence and chronic disease

· two tier health care

· two tier education

· decrease in the influence of religion

· need of affordable drugs

· the issue of medial advances and ethics

· access to medical services

· increasing pressure on long-term care beds

· pharmaceutical control on government policies

· increasing children in provincial foster care

· loss of well paying industrial jobs in Canada

· loss of industrial jobs in the West

· Gomery & Enron making it more difficult to do business in North America

· the end of mandatory retirement

· increasing corporate profits

· decreasing respect for international law

· increasing government of business intervention in personal lives

· increasing opportunities to implement new business and organizational models

· expanding technology allows work to never end

· increasing biotechnology’s influence on food

· continued loss of family farms

· increasing agra business

· advancing medical technology

· generation of youth without role models

· loss of diversity in our food

· lack of young farmers

· increasing cynicism, paranoia, lack of inter-personal relationships

· decreasing cross-border shopping

· the end of one job for a lifetime

· taking care of the elderly

· increasing emphasis on local economic development

· decreasing family bonding

· 57 stations – nothing on

· loss of any social stigmas

· lack of willingness to accept responsibility

· new paradigms of urban design

· increasing focus on security vs. social inclusion and/or rehabilitation

· increasing focus on food security

· increasing paranoia and fear

· increasing government willingness to address issues of wellness (eg. banning transfats)

· increasing expectations and demands on local democracy

· increasing focus on early child development

· increasing military – more wars than there has been

· increasing clash of civilizations

· increasing homelessness

· the U.S. is stumbling as a super power

· space exploration

· increasing need for job flexibility

· loss of some domestic skills (eg. cooking)

· finally something on Block D as awful as it is

· increasing fuel and heating costs

· youth feeling disenfranchised

· increasing quality of primary, secondary and post-secondary education

· increasing influence of the music and fashion industry

· I’ve got to have it now generation

· decreasing services for children with special needs

· changing global alliances

· more mobile labour population

· increasing responsibility for our environment

· increasing youth violence

· increasing trend to perceive people as objects that can be marketed

· decreasing opportunities for people without post-secondary education

· i-pod, i-tunes, “i-everything”

· increasing cost in post-secondary education

· resources as a bargaining tool

· increasing reliance on technology

· increasing acceptance of aboriginal perceptions of the world

· decreasing trade labourers

· decreasing humanity in our relationships

· increasing disparity between wealthy and poor (middle class disappearing)

· easier access to credit

· aging population

· imbalance between individual and collective rights

· something happening on the far side of the globe impacts locally

· increasing reluctance by community to take care of their garbage

· impact of China

· four fastest growing countries: Brazil, Russia, India and China

· threat of nuclear annihilation

· still drinking bottled water

· ambivalence to political process

· global warming issues

· people chatting with others far away but not with their neighbours

· decreasing number of people being able to unionize

· urban sprawl

· increasing aboriginal population and awareness about aboriginal issues

· increasing awareness of alternate energy

· the BLOG – every person a journalist

· increasing desire to replace war as a solution to conflict with negotiation

· increasing war and terrorism at our doorstep

· media you can’t trust

· increasing obesity in our children

· violence as entertainment

· increasing vulnerability of children through internet

· opportunities with internet

· increasing emphasis on built environment

· people living longer and wanting more

· global warming

· greater number of people educated

· return of certain diseases that were taken care of

· greater recognition of non-religious spirituality

· ageism

· increasing institutionalization of various sectors of the population

· increasing poverty

· increasing recognition of rights for the disabled

· privatization – trend towards more

· general acceptance of overconsumption

· erosion of some traditional institutions

· an aging population that still has a lot to offer to the workforce

· expanding AIDS crisis in Africa

· increasing fundamentalism

· pop culture’s obsession with reality TV, promoting greed and wealth

· no more secrets with the Internet

· increasing disparity between the rich and poor

· handful of very rich controlling the poor

· hunger worldwide and in Canada

· globalization of economy benefiting transnationals

· exploitation of developing countries by developed countries

· increasing risk of pandemics

· decreasing levels of affordable housing

· increasing extreme weather patterns

· not replacing our population with birth

· increasing opportunities to have access to fresh water

3. Desirable and Probable Future World 

Task Instructions

Participants were divided in small groups and were asked to analyze the scan of the global environment data. Four groups were asked to write what they believed to be the probable future of the world in 2012. A fifth group did the desirable future world in 2012. They were asked to list no more than 6 bullet points on 2 pages of flip chart paper. Small groups reported their findings. Participants asked questions of understanding and clarification. Participants expressed their disagreements and small group findings were modified to secure everyone’s agreement or a disagreement was recorded. Small group findings were then integrated and volunteers wrote the following summary statement with which all participants agreed. 

Task Output:

MOST PROBABLE WORLD 2012

· Multinational corporations will become increasingly powerful and will have greater influence on the global economy, research and development, and global politics.

· While technological change will improve communications, it will also affect people’s working arrangements, privacy and interpersonal relations in ways that may not be positive.

· The state of the environment will be one of the priority issues we will be facing as a global community and will influence our decision-making.

· Communities will continue to take the initiative on issues like poverty, housing and food. They will be a force in advocating for improvements in government policies and increased partnerships.

· While health care resources will be improved, health care will continue to be a contentious issue in developed nations as issues of privatization, accessibility and costs are debated. In developing countries, the questions of access to primary health care, AIDS and preventable diseases continue to escalate.

· People’s sense of extreme entitlement will have an impact on education, consumerism and labour.

· Although there will be a greater awareness of poverty and human rights, and efforts towards greater tolerance and acceptance of differences, there will continue to be increased inequities worldwide.

· There will be increased instability in the world due to economic shifts, which will entail a rise in poverty and war, leading to higher distrust of the political process.

MOST DESIRABLE WORLD 2012

· Increasing acceptance and recognition of each others differences (lifestyle, culture) and celebrate these differences

· World wide environmental stewardship

· Safer, peaceful, sustainable communities working towards a broad diversified economic base.

· Worldwide systems/plans to work towards eradicating diseases and harm

· More accessibility to affordable healthcare

· There be a dialogue between the “haves” and “have nots” of sharing resources, knowledge and technology of the world.

4. History and Heritage of Kingston: Where we came from

Task Instructions

Participants were asked to review their history and heritage together with the purpose of

becoming aware of:

· what’s special & unique about this community

· what we’re good at, what we’re not so good at

· what we need to carry forward with us into the future

· what we should leave behind

· what we need to create that we have not had before

There were a series of flip charts lined next to each other. The first one read: “In the beginning”, the last one: “Today”. Participants were asked to brainstorm ideas (in as much chronological order as possible) to answer the following question:

 Task Output:

WHAT ARE THE SIGNIFICANT EVENTS / MAJOR MILESTONES / IMPORTANT PEOPLE THAT HAVE MADE THIS COMMUNITY WHAT IT IS TODAY?

What follows are the notes taken by the Search Conference managers on flip charts.

Aboriginal History in Kington

· natural environment

· Belle Island 

- vibrant summer community

- fishing

- native graves

- agreement to preserve & maintain

· what we know now is European Migration

- French – trading N, S, E, W historically for Native culture – assisted Europeans to know trade routes, etc. 

· Residential schools – not specifically, but impact

· 1791 – 5 nations became 6 nations – The Great Law

- constitution of USA cam from 6 nations law

- Loyalists - 6 nations members came north with them to form aboriginal community in Kingston

- created Awkewesaone, etc.

· Molly Brant

- significant 

- foundation in 18th C. established based for what Kingston is today

- Rideaucrest in her original house

- bust of Molly in courtyard – commemorate aboriginal & Loyalist roots – 6 nations present (1996) - confluence of past and present

· between 1800’s & 1900’s a period of sleepiness

· native friendship centre in 1992 & now have very vibrant community

· urban first nations – golden lake coming into Kingston on regular basis

· Cree in James Bay area come for e.g. health care – many do not speak English

· Moving to creation of new policy at Provincial level

Early 1600’s – French settlements

1781 – Lord Durham – Cataraqui designated as first area of settlement

1758 – Fort Frontenac taken by British

Mohawks garrison area (allied with British)

United Empire Loyalists

Confluence of rivers in Lake Ontario – gate to Great Lakes

Mohawk Territory

Mississauga before Mohawk

First Nations People Meeting Place (3 bodies of water)

1789 – Royal Navy Dockyard

World of 1812 – Kingston 2.5z size of York (Toronto) – major centre

1790 – Molly Brant passes away – Loyalist/Mohawk connection

Kingston – major centre and garrison town

1800’s Russian immigration

1814 – most powerful warship in the world was built

Around 1830 – Irish immigration in Kingston

1830’s Archbishop MacDonnell

1832 - Fort Henry

1832 – 1938 – Rideau canal built

1835 – First prison

1835 – congregation of Notre-Dame

1836 – Kingston General Hospital established

1841 Queen’s University

Queens U. established by Royal Charter & has to go to Parliament to change anything

1841 The Kingston Police

1841 Construction of City Hall

1841 First parliament

1850 – Grand Trunk Railway

Mid-1800’s industrial waterfront

Mid-1800’s Introduction of secretary schools (C.S.I., etc.)

Mid-1800’s big municipal debt

Mid-1800’s Sir John A. Macdonald

Mid-1800’s Kingston thriving

1850’s – 1860’s – First hockey game played in Kingston

1860’s YMCA

1860’s AMS

1861 – Sisters of Providence

1865 – Penrose prison for the criminally insane

Rockwood Asylum

1870 – K&P Trail

1876 – Mickey Sullivan lobbied government to get RMC here

1876 – Royal Military College

1890’s Industrialized Waterfront

1894 – Children’s Aid Society

1895 – Prisons – current building

Late 1800’s electrical distribution network street car system

1900’s Farmer’s Market established

1900’s significant immigration from continental Europe

1900’s settle Canadian West – so may have passed through

1900’s economy was predominantly rural – serving agricultural base with mix of industrial base

Early 1900’s coal gasification 

Early 1900’s automobile changes streetcars

1910 First Syngogue erected

1912 Queen’s became secular

1914 small camp at Barriefield

1916 LaSalle causeway

1920’s Alice Chown – social activism

1924 – Prison for Women

1934 – Collins Bay instituions

1936 – Empire Life moves its head office to Kingston

1940 – Norman Rogers – largest project in Canadian history led by Kingston MP

1940 – Airport established

1940’s – Military expansion

1940’s – initial influx – gay community

1940’s – Dupont established

1940’s – Alcan established

1941 – United Way established

1942 – Science ’44 Coop established

1940’s – 2nd World War 

1940’s increase in industrialization

Late 1940’s/Early 1950’s influx of people from Eastern European countries

1940’s & 1950’s Utilities development – water & sewer treatment

1940’s & 1950’s Ghettoization & divisive in community

1940’s & 1950’s North Kingston more working class

1940’s & 1950’s South Kingston – waterfront taken over by middle & upper class

Mid-20th C. Golf club opened to Jewish community

1950 – St. Lawrence seaway

1950’s Barriefield as base

1950’s Portsmouth Village industrialized waterfront

1950’s Margaret Angus

1950’s Lily Inglis

1950’s First Public Housing built on Montreal Street

1950’s Elizabeth Fry Society

1950’s Golf club allowed Jewish members

1950’s Portuguese, Greek, Ukarian, Chinese & Korean, etc. churches 

1950’s First social welfare council

1950’s S & R Department store

1950’s Kingston Unitarian Fellowship started

1952 Kingston Memorial Centre built

1955 – John Howard Society of Kingston

Late 1950’s Northern Telecom

1960’s Fort becoming a tourist attraction

1960’s Flora MacDonald

1960’s First enclosed mall – destruction in 2000

1960’s formalized day care centres

1960’s First Arts Council 

Early 1960’s Building of 401

Mid-1960’s rail lines pulled out – Confederation Basin established

1964 - Matheson

1966 – UAW strike @ Dupont

1967 First access bus for disabled people

1967 establishment of community college system

1968 – 1969 St. Lawrence College opens its doors

1968 Public Health

Late 1960’s – Cataraqui Region Conservation Authority

Late 1960’s – Urban Sprawl 

1970’s Asian Immigration

1970’s Redevelopment on Ontario St.

1970’s First community

1970’s First community based not-for-profit housing communities, Kinsem, Zion United…

1970’s exodus from Quebec

1970’s Kingston Symphony becomes a professional orchestra

1971 Kingston Police move to Queen St. building

1974 Chez Piggy established

1976 construction of Portsmouth Olympic Harbour hosted sailing events

1976 Seniors Centre in Kingston

1980’s Queen’s Senate deleted Lord’s Prayer from Convocation ceremony

1980’s & 90’s Proliferation of Secretary Schools

Early 1980’s Cataraqui Town Centre

1980’s – corner Division & Princess re-development ‘ “The Hub”

1980’s Abramky family

1980’s Davies family

1980’s Judge Henderson

1980’s Dacon

1980’s ZalYanovsky & Rose Richardson

1980’s Pam Cross

1980’s Alia Hogben

1980’s Shift from institutional services to community based services for disabled people

1980’s First homeless shelter

Mid-1980’s Interval House

Mid-1980’s Sexual Assault & Crisis Centre

1981 – OHIP Building – Ministry of Health
1984 – Food Bank opened

1985 – First Continuing Family Housing Cooperatives – Kingston Co-op Homes

1985 – First attendant based community core services

1988 – Health Centre

Late 1980’s gay pride events

1990 Kataraqui Friendship Centre

1990’s Northern Telecom closes

1990’s needle exchange program w/ Public Health

1990’s Closing of Beachgrove
1990’s immigration of seniors to Kingston

1990’s first visible homeless in downtown

1990’s Kingston not-for-profit Housing Association established

1990’s sisters of providence social justice system

1992 – Kataraqui Native Friendship Centre opens

Mid-1990’s two week teacher strike 

Mid-1990’s Shelter for homeless started (Ryandale)

Mid-1990’s RMC became the only military college in Canada

Mid-1990’s Downloading begins from federal to provincial to municipal 

1990’s Kingston Action Network

1990’s Kincore – Brock St. common, British Whig Building

1990’s Woolen Mill – Hank Dornekamp

1990’s Kim Donovan

1990’s Development of industrial park in Pittsburgh Township

1990’s Duncan Sinclair

1990’s Peter Milliken

1990’s Fracophone school system both public & separate

1991 Advocacy Council for Aging

1995 Sisters of Providence Friday Vigil

1996 Islamic Centre Built

1998 City Amalgamation

1998 Ice Storm

2000’s Big Box Stores @ Kingston Centre

2000’s Recognition of Belle Island as a significant site – Aboriginal Heritage

2000 Simon Whitfield

2001 United Way raised $2 Million

2002 Expansion of St. Lawrence College

2003 Block D

2004 Community Governed Methadone Clinic

2004 Master Transportation Plan

2005 – 2006 In From the Cold open year round

2006 Kingston designated bilingual

2006 Community Economic Development Education – Cape Breton University Course

2006 Kingston Aboriginal Network Test

2006 Revitalization of Market Square downtown

2006 Construction of new police building

Today
Social Issues Networking Group

Multiplex

Lack of advocacy for community based services

Novelis (Alcan)

Invista (Dupont)
Dan Akroyd, Don Cherry, Sarah Harmer

Cultural Centre – Arts Capital of Canada

A & A Bader
5. Analysis of History and Heritage (Keep, Drop, Create)

After the discussion of the History of Kingston, participants were asked to look at the story they built together and, based on this history, reflect on three things:

1. What has worked well for us that we want to keep?

2. What hasn’t worked, that we never want to repeat?

3. What have we never done well and need to invent a better way to do?

The responses to there questions were captured in a brainstorming session done with the whole group. The points made by participants were recorded by the Search Conference Managers in one of three lists: 1) KEEP, 2) DROP and 3) CREATE. After this, participants were divided in four groups where they chose, from the three lists, 6 points (total) that they considered to be the most important. The small groups reported their findings and the group as a whole integrated the points into categories. A group of volunteers summarized the points into the following:

KEEP

· … and improve our strong institutions and our vibrant artistic, sport and recreational, cultural and historical character.

· … and further develop our downtown area, and continue to foster tourism. 

DROP

· Silo mindset

· Resistance to change

CREATE

· Wealth and opportunities for all through sustainable economic development including use of local skills and resources 

· Improved public and complementary transportation. A change in our attitudes towards public transit (eg. advertisement). Make other modes of transport more convenient (eg. pedestrian, bikes)

· Healthy active communities with supportive, safe, inclusive neighbourhoods that meet the needs of its residents.

· An ecologically minded city

· Accessibility for people of all ages and for those with special needs

· An integrated seamless framework for community based health care and social services.

· A broader range of housing options (mixed and affordable)

· An open and transparent relationship with the media through collaboration

6. Desirable Future for Kingston in 2012

Task Instructions

Participants were divided into five small groups and asked to write a set of desirable future statements in the present tense in 2012. They were encouraged to use their ideals - reach for what they really want - to not let reality intrude upon their dreams at that point in the process. The desirable and achievable future statements were to be done after considering the opportunities and constraints presented by the participants’ analysis of the environment. Small group reports were then integrated and themed by the whole group. In this case, there was not a volunteer group that summarized the statements. What follows is a compilation of the statements categorized by themes.. Some redundancies were eliminated by the Search Conference managers.

Task Output

Most desirable Kingston in 2012

A - Kingston has developed and started to implement a comprehensive planned growth strategy that is broad based and includes:

· People under thirty (their social, recreational and employment needs)

· Land use

· Housing (affordable and mixed)

· Home support

· Appropriate transportation

· Good balance of ages

· Homelessness, poverty and other forms of “marginalization”

· A caring, diversified, social infrastructure 

B - Kingston attracts and supports business industry which provides a diverse range of employment and opportunities

· Job creation for all abilities (inclusive of people with all kinds of skill levels)

· Partnerships throughout the community economic sectors

· Training to increase skill levels

· Facilitate the transition from social assistance to employment

· Attraction and development of High End Jobs too

· Community loan fund

· Alternative work arrangements

· In addition to existing economic growth, build on economic innovations from research and higher education institutions in Kingston

· Wonderful Business Climate

· Most entreprenurial support in the world

C – Kingston celebrates and supports its people
· Growing community of volunteers across all sectors

· Happy, positive people

· Advocacy, community-based initiatives and citizen participation

D – Kingston is an “accessible”city, in the broadest sense of the word.

· Kingston is planning and supporting neighbourhoods that are inclusive and have access to a wide range of services – The North End has been selected as the first priority area

E – Kingston is a recognized leader in progressive environmental initiatives
· Walkable streets / bicycle friendly 

· Public transit / Car free streets in downtown

· Protect our fresh water supply / Conservation of energy

· Ecologically responsible city with proactive environmental policies

· Eco-leadership: City, Queens, RMC and SLC > Leadership for economically viable strategies / energy / waste / environmental solutions

· Economically viable environmental stewardship (waste to energy, solar, wind, thermal, vegetable, chilled lake water, conservation, smart meters, ban pesticides)

· Environmental Leadership (eg. Ravensview Plant)

F- Kingston is a welcoming, culturally diverse community with equitable opportunities for all

G - Kingston is known as a regional centre of excellence in arts, culture, recreation, leisure, entertainment, education, research and technology
· The arts thrive more than ever since there are many different venues and business partnerships actively marketing the culturally diverse forms of entertainment

G’ - Kingston is enhancing its historical downtown and waterfront accessibility

· In the process of creating a people friendly boardwalk from the Olympic Harbour to the Woolen Mill, attracting tourists, visitors and locals

· Downtown and waterfront are vibrant (more people living there, stores open later)

· Beautiful Waterfront

· Swimable beaches

· World class resort / Conference Centre

· Open, friendly, happy City

H – Kingston has available and accessible primary and long-term health care
· All aspects (doctors, drugs, emergency service)

· Developing strategies to access skills of foreign trained graduates

7. Constraints and Opportunities

Task Instructions

The whole group brainstormed constraints and opportunities that may help or hinder the accomplishment of the most desirable future for Kingston in the year 2012. While the Search Conference managers asked the participants to examine the trends in Kingston’s environment, particularly the most probable future world in 2012, participants mostly listed constraints and opportunities in Kingston. 

Search Conference Manager’s note: This was probably the low point of the Search Conference. Participants and the search managers were tired. There had been a significant and unresolved disagreement (which was later resolved) that may have depleted the energy. Consequently in the opinion of the managers, the constraints and opportunities could be re-examined, perhaps particularly to look for opportunities external to Kingston that might be supportive of the desired direction.

Task Output

Constraints and Opportunities

Constraints

· lack of funding

· time

· lack of political will

· lack of community will and getting community buy-in

· silos

· unclear definitions of what we mean

· need for someone to take the lead

· increased privatization and lower wages

· everybody’s busy – no time

· time it takes to make change

· can’t count on media (inconsistency)

· increased energy costs (if cannot displace)

· conflicts of values

Opportunities

· increased environmental awareness

· inter-connected networks

· Kingston could show leadership to reduce poverty using resources in environment

· willingness of community partners

· growth – but we need to define what we mean (can be opportunity and constraint)

· explosion in technology and communications

· high cost of life and Real Estate in Toronto

· other communities taking action provides precedent and opportunities

· new Municipal Council

· new Federal and Provincial over the next year may create funding

· natural and historic environment

· size of Kingston – not too big, not too small

· location of Kingston – proximity to Toronto, Ottawa and Montreal

· increase in military spending

· presence of institutions

· positive media relations

· learn from others to make next leaps

· increased incentive to displace imported products or services

8. Desirable and Achievable Kingston in 2012 

a. We want Kingston to become a recognized leader in economically viable environmental initiatives. We believe that this can be achieved by creating partnerships between all levels of government, research institutions, private companies, corporations and individuals.

b. In a changing health care environment, community issues are identified and addressed by an active community working group to ensure Kingston receives quality healthcare. The mission of the Kingston Healthcare working group is 

i. To develop innovative local solutions and,

ii. To liaise with existing advocacy and planning groups and with healthcare providers

c. Kingston is planning and supporting neighbourhoods that are safe, culturally diverse and inclusive; with equitable access to a wide range of services.

d. Kingston will have a spectacular waterfront with a creatively connected pathway from border to border embracing a vibrant downtown where arts, sport and recreation thrive and we celebrate and honour our rich history and heritage.

e. By the year 2012 Kingston is a vibrant community that has a broad-based economic growth plan, focused on job creation which is inclusive of people with varied skill levels and partnerships.

f. Kingston’s neighbourhoods will be physically linked for mass and individual ground transport, to each other and to the outside.

g. By the year 2012 Kingston is exemplary in its efforts to reduce homelessness, poverty and other forms of marginalization through advocacy, community-based initiatives and citizen participation.
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9. Introduction and Overview of the Day

Don de Guerre reviewed the open systems picture, and agenda reminding participants of the purpose of the day which was to design an organization that would ensure that the desirable and achievable future Kingston in 2012 was achieved. He explained that the plan for the day was a participative design workshop modified for following a search conference.

Dr. de Guerre explained that research into community strategic planning efforts show that the reason a large number of them failed was that the follow-up structures used were committee based with an Executive that acted in traditional organizational ways the consequence of which was that the intrinsic motivation and commitment to act, developed in the Search Conference dialogical process, was lost. The plans were never dropped but people gradually lost interest and the robust active community that was initially envisioned was not achieved. However, since adding an organization component to the Search Conference to create what is known as the two-stage model, there has never been a failure of implementation. What is necessary in the organization design then is to ensure elements that have been learned in the Search Conference process are carried forward. He explained that the organization exercise that they were to do would allow them to design a participatory democratic organization like the temporary learning and planning community in the Search Conference.

10. Analysis of a Similar Experience

Briefing One: Bureaucracy
There are two organization design principles. Figure 3 is a picture of the basic bureaucratic design principle, the key characteristic of which is that work is controlled and coordinated at least one level above where the work is done. The structure drives this necessity and the consequence for people is that there is little if any intrinsic motivation to collaborate with one’s neighbour. Success is therefore dependent on “heroic” leadership from above that can continuously motivate “the troops.” The consequences for people, energy and learning in relation to the six factors for productive human activity (see Figure 4) were discussed.
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Figure 3: The first design principle

Analysis Task One: The six factors for productive human activity
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Figure 4: The six factors for productive human activity

Task groups completed the matrix in Figure 4 using a previous experience similar to the implementation of a set of strategic desirable future statements now facing them. In general, people reported having relatively positive experiences with community involvement in Kingston. Where there were particular low or high scores relative to the mean scores on the matrix, participants were asked to explain their reasons for these, for the purpose of learning what not to do and how to design an organization that would not likely repeat past mistakes.

Analysis Task Two: Knowledge & Skills Matrix

A skills matrix is used to form action groups. The criteria for being an action group member during implementation include interest, time and the skill to do the job required. The skills matrix also identifies weaknesses. For example, any skill considered essential without at least 3 people with two ticks probably needs new resources, or a training program to develop more competence in the organization as a whole. The group as a whole brainstormed a list of knowledge & skills they thought were required to implement the desirable future statements and then each individual completed the matrix. The scoring system used was: 0 or blank indicates an individual does not have a given skill set, 1 means they have this skill set, 2 means they are able to teach this particular skill. The skills matrix is attached as Attachment 1. 

11. New Organization Design

Briefing Two: Democracy

The second organization design principle, is the participative democratic principle, or redundancy of skills and functions. With the second principle for design, participants’ multiple capabilities are used in flexible and adaptive ways as opposed to just one specialty skill. Thus a particular individual may participate in 2 or 3 action planning and implementation teams, or may act as consultant or occasional advisor to a team. Membership may rotate as necessary as in the Search Conference process itself. This design principle creates tremendous flexibility with high intrinsic motivation. Success is dependent on participation of many, effective communication and high collaboration across previously existing boundaries. The skills matrix becomes a living document that must be regularly updated so that all groups know who is involved and what particular knowledge & skill they bring to the development of the desirable future community. With many people with multiple skills involved, there is room for individuals to come and go based on work or family needs. People can be quickly brought up to date because everyone involved is in touch with and understands the whole, not just their part. The six factors for productive human activity are better in this form of organization thus creating the possibility for commitment, learning and energy to remain higher.


[image: image5.emf]Democracy:

“Redundancy of Functions”

In DP2 formal legal responsibility for control 

and co-ordination rests with the level where 

work is done

A    B    C    D

W    X    Y    Z

GOALS

Responsibility for

control and co-ordination

Emery, M. 1993 p.103


Figure 5: The participative democratic design principle

Don de Guerre presented the usual organization design for implementing community plans (Figure 6). 
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Figure 6: Typical Organization Design Following a Search Conference

The dotted lines mean that the coordinating, convening group at the top is not a permanent part of the structure but is a selection of the strategic planning community serving that function periodically (say 6 months or 1 year). It is a one level structure and no one is responsible for supervising, or chairing. As in the Search Conference, small groups do the work and report their findings to the community in plenary meetings. All decisions are made using the rationalization of conflict in order to continue to expand the common ground established. The double lines between the self-managing groups implementing the action plans indicate that these groups are cooperating and sharing responsibility for the overall set of goals. The whole community is working towards the strategic goals as contained within the most desirable and achievable future statements. This means that the whole strategic planning community will need to meet periodically to integrate actions, and practice the rationalization of conflict learned during the Search Conference process.

A lively discussion followed. Some participants felt that the creation of a new organization would just add another layer of bureaucracy and that the Social Planning Council should take the results and take leadership to ensure implementation. Others felt that any particular partner involved taking leadership may make it harder to maintain and build on the common ground established during the Search Conference. 

The small action planning groups met to finalize their desirable and achievable future Kingston in 2012 statements to make a choice about organization design and to select a member of their group to sit on the coordinating group (Steering Committee). When the groups reported their findings, all groups had selected the democratic organization model and had put forward a name from their group. In addition, groups had joined to create new working groups.

Implementation of Organization Design

The Steering Committee will have the responsibility for convening the total community a minimum of twice annually to scan any changes in the environment, take reports from action groups and use the rationalization of conflict to make community decisions.  The committee consists of Sandy Singer, Jim Keech, Christine McMillan, Bernie Degagne, Wendy Vuyk and John Osborne (SPC). 

The five self-managing ongoing planning and implementation groups are:

Team 1: Environmentally Sustainable Economy

a. We want Kingston to become a recognized leader in economically viable environmental initiatives. We believe that this can be achieved by creating partnerships between all levels of government, research institutions, private companies, corporations and individuals.

b. By the year 2012 Kingston is a vibrant community that has a broad-based economic growth plan, focused on job creation which is inclusive of people with varied skill levels and partnerships.

Members: Glen Laubenstein, Timo Hytonen, Jim Keech, Hafizur Rahman, Julia Bryan, Gerry Menard, Wayne Westfall

Team 2: Vibrancy Kingston

c. Kingston will have a spectacular waterfront with a creatively connected pathway from border to border embracing a vibrant downtown where arts, sport and recreation thrive and we celebrate and honour our rich history and heritage.

Members: Jim Coles, Wendy Vuyk, Mark Hanley, Linda Whitfield, Jennifer Barnhart, Andrea Wilmot, Dianne Luck.

Team 3: Health Care

d. In a changing health care environment, community issues are identified and addressed by an active community working group to ensure Kingston receives quality healthcare. The mission of the Kingston Healthcare working group is 

i. To develop innovative local solutions and,

ii. To liaise with existing advocacy and planning groups and with healthcare providers

Members: Christine McMillan, Joan Axelrad
Team 4: Neighbourhoods and Transportation

e. Kingston is planning and supporting neighbourhoods that are safe, culturally diverse and inclusive; with equitable access to a wide range of services.

f. Kingston’s neighbourhoods will be physically linked for mass and individual ground transport, to each other and to the outside.

Members: Debi Wells, Bernie Degagne, Lisa Doxtator, Lisa Finateri, Andrea Cole, Alice Gazeley, Lt. Col. David MacLeod, John Osborne, Andrea Wilmot

Team 5: Growth Plan and Poverty

g. By the year 2012 Kingston is exemplary in its efforts to reduce homelessness, poverty and other forms of marginalization through advocacy, community-based initiatives and citizen participation.

Members: Beth Pater, Hersh Sehdev, Jim Stevens, Antje McNeely, Kim Hockey, Sandy Singers, Valerie Stenzl, Dave Jackson, Wendy Vuyk, Mark Hanley, Timo Hytonen.

Managers Final Comments:

The Search Conference Managers would like to thank all participants for their dedication and hard work during the course of this participative strategic planning exercise.  It was a pleasure working with you all.  We feel that Kingston has a very good planning basis for building on its strong and caring history and we would like to remain available to assist and to hear from time to time how things are going.  Research repeatedly demonstrates that the operation and maintenance of participative democratic forms of decision making collaboratively across existing organizational boundaries is what really works.  In this regard, the community may wish to consider the incorporation of a community development organization based on the second principle with the explicit mission of maintaining and expanding the common ground established.  If so, the managers would be pleased to help.  

� Most participants attended a Pre-Search Conference Briefing on January 11th, 2007.  Some of the detail here was discussed at that time and only a summary briefing was provided on January 18th at the Search Conference.  Many participants have also read at least two theory and practice documents describing The Power of Community Search Conferences.


� The Aboriginal History of Kingston was added later by one participant who was absent during the whole group session at the request of all participants.


� See Emery, M. and de Guerre, D (2006). Evolutions of Open Systems Theory. The Change Handbook: The Definitive Resource on Today’s Best Methods for Engaging Whole Systems. P. Holman, T. Devane and S. Cady. San Francisco, Berret-Koehler.
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Assignment: Please complete the following questionnaire for a previous similar experience implementing community plans

1. Elbow room for decision making

2. Learning

a).Oppt’y to set the goals that matter

b).Getting “right” amount of feedback 

3. Variety

4. Mutual support and respect

5. Meaningfulness

a. Socially useful

b. Seeing the whole product/service

6. Desirable future. 



  Note: Criteria 1-3 are scored from -5 (too little) to +5 (too much), with 0 being optimal              

 Note: Criteria 4 - 6 are scored from 0 (none) to +10 (lots)                                                              
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