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	WEEK 6 ONLINE:
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Objectives:

1. List the criteria for a community health issue 

2. Define the terms community organizing, community building and community development.

3. Identify the assumptions that underlie the process of community organization

4. List the steps in the process of community organizing

5. Define health promotion program planning

6. List the generic steps of program planning



	Introduction:

“If you fail to plan, your plan will fail.”
Your past in class experiences have focused on developing your skills in recognizing and keeping current with community health issues, being able to determine interrelated health impacts of the issue, knowing what organizations and professionals are involved, and now thinking about the actions being taken to ‘fix’ or ‘prevent’ the problems.

You will find this new ability or “outlook” an asset as a personal clinician when assessing and planning treatment for your client.  You will be able to ‘see’ the big picture of the factors that contribute to your client’s health status.  However, let’s not go directly down that road.  We are in ‘Community Health’ class, so let’s imagine your client is a community or population & you are now a community health professional!

Not only are you a community health professional, you are a community health professional with an issue.  A problem exists in a community, and it is your job to ‘treat’ your client (the community).  The criteria for a community health issue is:

· a condition, practice, or situation that is widespread and an actual or potential cause of morbidity or mortality (disease or death)

· it is perceived by the public, government, or public health that the condition is a public health problem

· the condition, practice or situation can be prevented, alleviated or cured

· such knowledge is not being applied

As you may recall, community health actions are oriented towards helping communities to help themselves in developing, reinforcing and enhancing the health status of their people.  In order to deal with the health issues that face many communities, community health professionals must possess specific knowledge and skills.  They need to be able to identify problems, develop a plan, implement the plan, and then evaluate the results to determine the degree of progress that has been achieved.



	

	Importance of Community Organizing & Program Planning:
Two very important skills the community health worker must possess are the ability to organize a community and the ability to plan a health promotion program. 

Community organization (aka. community planning) is the 1st step a community health professional may take in order to “bring people together to combat shared problems & increase their say about decisions that affect their lives.” (McKenzie, J., R. Pinger & J. Kotecki. (1999) An Introduction to Community Health, 3rd ed. Sudbury, MA. Jones and Bartlett Publishers.)  It involves organizing time, people and resources and working through a preconceived community plan, model or process. It is community building or strengthening by using the assets and capacities the community already has to develop it’s ability to improve it’s own health (this is an important skill to have in any field of practice & on a variety of levels).

An outcome of the community organizing process is the identification of priority problems surrounding one or more issues.  The decision is made to develop one or more program plans to ‘treat’ the issue(s). Program planning then follows similar process steps as community organization, however, it is defined as:

“organized effort that includes the objective of reducing or eliminating one or more problems, performance of one or more activities, and utilization of resources.”  (Zarkowski, P. (2000). Mosby’s Comprehensive Review of Dental Hygiene, 5th Ed. – Community Oral Health Planning and Practice. Pg. 846)

Now let’s have a closer look at each.

1.  Community Organizing 

In today’s modern age of technology & information you will often find people inside of their air-conditioned house, watching TV, surfing the NET, or they may be in their car on their way to the “Winner’s” superstore!  Gone are the days when we knew everyone in our town, or even on our block.  Today, individuals are much more independent than ever before.  The need to organize and bring people together to affect community problems and decisions has increased.  It takes specific leadership and planning skills to organize a community to act together for the collective good by identifying common problems or goals, mobilizing resources and developing & implementing strategies. 

As a result of community organizing, citizen and community participation occurs, the community becomes empowered to meet its own needs and community development can occur.  Community development is defined as: “A process designed to create conditions of economic and social progress for the whole community with its active participation and the fullest possible reliance on the community’s initiative” (United Nations, 1955)
The organizer(s) may be a professional(s) who comes from outside the community and is hired for his or her organizing & planning expertise.  Or the organizer may be a grass-roots (citizen initiated, from the bottom up) member from within the community.

According to Ross, those who organize communities do so while making these assumptions:

1. Communities of people can develop the capacity to deal with their own problems. 

2. People want to change and can.

3. People should participate in making, adjusting or controlling the major changes taking place in their community.

4. Changes in community living that are self-imposed or self-developed have a meaning and permanence that imposed changes do not have.

5. A “holistic approach” can successfully address problems with which a “fragmented approach” cannot cope.

6. Democracy requires cooperative participation and action in the affairs of the community, and people must learn the skills that make this possible.

7. Frequently, communities of people need help in organizing to deal with their needs, just as many individuals require help in coping with their individual problems

(Ross, M. (1967). Community Organizing: Theory, Principles and Practice.  New York: Harper & Row, pp. 86-92)

There are 3 main methods of organizing a community:

1. Locality development – Based on the concept of broad self-help participation from the local community. (For example the Peace Corps volunteers help the local citizens to develop new skills and to become more self-sufficient.)

2. Social Planning – A method of community organization that involves a technical process of problem solving.  It involves various levels of participation from many people.  (For example the United Way’s work is conducted by volunteers with a variety of skills, who donate their time to raise money for social programs in the community.)

3. Social Action – A technique that has been useful in helping to organize disadvantaged parts of the population.  It often involves trying to redistribute power or resources, which allows for institutional or community change. (This is no longer common in North America as it was when there were oppressed populations during the civil rights movements.)

With each of the above methods there is a common concept or understanding that the work & resources of many have a much better chance of solving a problem than the work & resources of a few.
There are many ways, methods or models of organizing a community.  Some general considerations when selecting a community planning model include:

· recognizing that communities (populations) vary, 

· planning principles used should be applicable to all groups, 

· the planning principles should be useful for all types of programs, 

· factors to consider include current health system, resources, funding, geography, socio-cultural background, socio-economic status, cultural & political climate

The following chart outlines the summary steps of good model that presents the basic elements of community organizing.  It includes aspects of locality development, social planning and social action.

(Modified from: McKenzie, J & J. Smeltzer. (2001) Planning, Implementing & Evaluating Health Promotion Programs. Boston. Allyn & Bacon Publishers. Pg. 205)
Recognizing the concern

Someone internal (grassroots), or external recognizes a problem & decides to take some action to address it.  Organizer will need skills of change-vision, planning consultant, can research develop & implement strategies, analyze issues, opponents & power structures, goal achiever, outstanding communicator & public & political relations, can build & manage organizations to recruit others, form task groups, & organize fundraising.  It is critical that the organizer has researched the community & the issues surrounding the problem very well & has ALL THE FACTS!

Gaining entry into the community

Next the community must be properly informed of the problem.  It can be accomplished through the community “gatekeepers” (those who control, both formally & informally, the political climate of the community).  Gatekeepers know their community, how it functions & how to accomplish tasks & most importantly, they have contact with your target group. (for example: politicians, leaders of activist groups, business leaders, clergy…)

Organizing the people

Obtaining the support of community members to deal with the problem is the next step.  1st organize those who are interested in seeing the problem solved, they will be the executive core participants (this group should include members from various subpopulations who are directly affected by the problem).  The core group then will need to recruit more members of the community to the cause.  This spreads workload and generates more resources.  This step is much easier said than done, as you know people are very busy these days & don’t have time to volunteer.  It takes skill, strategy & incentives to recruit volunteers.  The larger group that is formed is sometimes referred to as an “association, task force or coalition.” (A coalition is defined as: “a temporary union of two or more individuals or organizations to achieve a common purpose”)

Assessing the community

The next task is to isolate and define more carefully the specific problem (or problems) that needs to be resolved.  Sometimes what appears to be the problem is only a symptom of a deeper underlying factor or problem.  Community problems are complex and the reality is that someone usually benefits if a problem remains unsolved (these people are barriers who obscure the truth).  To find the real problem, the right questions need to be asked, data collected & analyzed.  This is referred to as a “needs assessment”, and if done correctly it will define (diagnose) the problem as well as the community’s ‘culture’. (We will be looking at methods of conducting assessment in detail next week online)

Determining the priorities and setting goals

The identified problems now need to be placed in order of priority.  It is done by a method of consensus within the organization.  It is important that all members agree to ensure a sense of “ownership” (own the problem & want to see it solved) is created.   The next phase of this step is to use the priority list to write the goals.  The “stakeholders” (those in the organization who have something to gain or loose from these efforts) must also be the ones to establish the goals.  This takes skilled facilitation, because there is sure to be more than one point of view.

Arriving at a solution and selecting intervention activities

There are alternative strategies to solve every community problem.  Each type of intervention activity has advantages and disadvantages.  The alternatives should be examined in terms of probable outcomes, acceptability to the community, cultural sensitivity, & probable long and short-term effects on the community.  The group must try to agree upon the best strategy and then select the most advantageous intervention activity or activities.  Again, the group must work toward consensus through compromise. 

Implementing the plan

The activity or activities decided upon in the previous step are carried out.   This includes identifying & collecting the necessary resources, and creating the appropriate time line for implementation.  

(We will be looking at intervention activities in more detail next week online.)


Evaluating the outcomes of the plan of action

This involves comparing the outcomes of the process to the goals that were set in an earlier step.

Maintaining the outcomes in the community

This may be the most difficult step.  It is the point where organizers need to seriously consider the need for community development to create a new organization to provide a long-term capacity for problem solving.  Upon completion of the last few steps, the organizers may see the need to loop back to the appropriate point in the process to rethink or rework the plan.


Looping back 

(to “Assessing the community” or one of the steps below it)

Do steps of this model or process sound familiar to you?  Perhaps you could see a pattern within it that resembles the “Process of Care” model used in your health profession to treat individual clients (i.e. assessment/diagnosis, planning, implementation & evaluation).  The process of care model originated as a nursing model of care.  You will notice many variations of these same principle steps as we investigate various models of community organizing and also program planning.
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Activity 1:
Visit the following site that defines and describes coalitions – read the 1st 7 short paragraphs up to but not including the text in the “light blue box”

http://ctb.lsi.ukans.edu/tools/en/sub_section_main_1057.htm
1. Provide a list of at least 5 different community agencies that should be invited to make up an antismoking coalition in your hometown.  Provide a one-sentence rational for including each.

Visit the following site to read the “Issue checklist”:

http://ctb.lsi.ukans.edu/tools/en/sub_section_tools_1200.htm
1. What are three areas that you thought were important to do when community organizing? Provide a one-sentence rational describing why.



	2.  Program Planning

Clearly we have studied and established the fact that community health in this modern era has shifted from curing diseases towards preventing diseases and promoting health.   The Lalonde Report , The Ottawa Charter and the U.S. Surgeon General’s Report “Healthy People” (we will look at in more detail in the next assignment) have all chartered the way to influence the development of goals and objectives for prevention and promotion activities.  As a result health promotion program planning is an important tool of the community health professional.

Health promotion/ disease prevention (HP/DP) encompasses health education, behaviour change strategies, health protection measures, risk factor detection, health enhancement, & health maintenance (we will be focusing on health education and behaviour change strategies for the remainder of our course).  This focus on good health has given people a desire to do something about their health.  This means there is also a great need for good health information that can be easily understood.
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Activity 2:
Look around you & you will see health promotion everywhere.  What are the bestseller books, newspaper & magazine advertisements, billboards, & health-promoting facilities in your community?  Record or bring 2 examples to class next week.



	Health promotion program planning is a process in which an intervention is planned to help meet the needs of a target population (a specific group of people).  It may have taken a community organization effort (as we just read about previously) to be able to plan such an intervention.  This occurs more commonly when a large number of people or a large-scale community issue is being addressed (for example preventing violence in a town).  However, program planning need not be connected to community organization.  For example, a community organizing effort is not needed before a company offers a smoking cessation program for its employees or a school offers a stress management class for its members.  In these cases only the steps of the program planning process need to be carried out. 

Planning an effective health promotion program is more important than implementing it.  It is challenging because of the constantly changing settings, resources, and target populations.  The processes of program planning take much patience, effort, and experience to do them well.  As mentioned previously, there are many models upon which programs may be planned.  However, all approaches usually center on a generic set of tasks that include:

1. Understanding the community and engaging the target population

2. Assessing the needs of the target population

3. Developing appropriate goals and objectives (planning)
4. Creating an intervention that considers the peculiarities of the setting (planning)

5. Implementing the intervention

6. Evaluating the results

Ahhh… reminders of the “Process of Care” again –let’s call this the “Process of Program Planning” (there is no ‘official’ name for these steps, it is referred to as the generalized model for program development) Next week online we will be looking at these steps in detail.
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Activity 3:

Read the following example of a health promotion program:

http://www.toolsofchange.com/English/firstsplit.asp
1. What would you describe as the mission or main goal of the program?

2. Who is the target population?

3. What are the objectives for this program?

4. Highlight steps of engaging the target population, implementing the plan, and evaluating the plan that you can read in this program description.
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