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WHAT IS AHP‐CII‐UK?

Ahp-cii-uk is an innovative approach to economic 
and social development in First Nation 
communities. Three Nuu-chah-nulth communities 
on the West Coast of Vancouver Island are using 
the Ahp-cii-uk approach with promising results for 
the future of the communities.

The name Ahp-cii-uk was given to Dr. Michelle 
Corfield, then VP of the Nuu-chah-nulth Tribal 
Council, by Nuu-chah-nulth hereditary Chief, A-in-
chut Shawn Atleo. Ahp-cii-uk means, “Going the 
Right Way”. Before Ahp-cii-uk, the Initiative was 
called the Aboriginal Leadership Initiative.

The goal of Ahp-cii-uk is to create increased self-
reliance of First Nations communities through 
partnerships with government, corporations and 
other organizations.

‣ External partners are learning new ways of 
working with First Nations communities.

‣ By building capacity in First Nations, Ahp-cii-uk 
is strengthening self-reliance and the creation 
of healthy communities.

‣ This model of friendship and partnership is 
spreading across British Columbia and Can-
ada.

Ahp-cii-uk is about finding a good way to a good 
place by making decisions through consensus, 
finding constructive ways to deal with differences, 
asking for and offering help, proceeding at a pace 
that works for the community, having an ongoing 
presence in communities, and helping community 
members realize and accomplish their goals. 

A key component of Ahp-cii-uk is the development 
of partnerships with government, corporations, 
not-for-profit organizations, and others. These 
partners work with community members, building 

trusting relationships in a reciprocal learning 
environment. Building capacity in communities 
and among outside partners is a dominant 
outcome of this approach. Through the work with 
external partners, communities access resources 
previously unavailable to them. External partners 
learn about First Nations culture and traditional 
governance, the barriers to moving forward, and 
good ways of working together.

Health Canada and the BC Ministry of Aboriginal 
Relations and Reconciliation funded Ahp-cii-uk as 
a pilot project. It has proven to be a highly 
effective way to engage communities in finding, 
creating and realizing their own visions with the 
help of caring individuals and supportive 
organizations. 

This handbook is meant to assist others who are 
interested in working in First Nation communities 
in this way. Some of the concepts reflected come 
from work in the Nuu-chah-nulth communities that 
first used Ahp-cii-uk. It is hoped that other First 
Nations will likewise weave their own culture into 
the Ahp-cii-uk approach. Ahp-cii-uk is a fluid and 
dynamic approach that can be used by any 
community without sacrificing their own flavour 
and style of work.

In keeping with the spirit of Ahp-cii-uk‘s reflective 
learning approach, we have learned from our 
mistakes. The stories that follow sometimes 
portray what we learned about doing things, 
rather than what literally happened.

If you would like to explore bringing Ahp-cii-uk to 
a First Nations community, visit our website at 
www.weavingrelationships.org.
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A STORY OF HOPE

We’ll begin with a story. Each Ahp-cii-uk 
community that decides to build a vision and work 
toward it, is reflected in this story…

Let’s listen...

Giddy laughter disrupts my mid-day sunning. 
From atop the electrical pole, I spot her. 
Springtime flowers, vibrantly green grass, and 
newly planted cedar saplings surround her as she 
plays on a small  asphalt patch of a new 
playground. Surrounded by friends, the girl 
reaches into her sweatshirt pouch and, from 
amongst pocket lint and gum wrappers, a small 
clam carving emerges. She tosses it to the 
pavement and pursues it on one foot giggling as 
she goes; her hair flings from side to side as she 
bounces over the hopscotch squares. Her friends 
watch intently, waiting for their turn to play. While 
picking up her ýaʔisi (butter clam) hopscotch 
marker, she quietly thanks it for guiding her. 
Clapping and screaming wildly as she crosses the 
finishing point, the other kids congratulate her for 
her graceful footwork. 

One boy puts the game on hold to discuss the 
merits of each creature marker and the 
experience of helping carve the markers with a 
local artist. “My hasaamac (Dungeness crab) is 
the mightiest animal in the sea,” the boy, who is 
no more than six years old, proclaims. A heated 
conversation ensues until a parent interjects, 
inviting the children to join their elders, parents 
and siblings at a nearby picnic table. The children 
race to the table where elders teach the traditional 
practice of weaving beach dune grass into basket 
handles. Belting out a heartwarming laugh, the 
girl who initially drew my attention excitedly 
finishes her first dune grass handle.  

A dazzling glimmer of reflected light a block or two 
past the playground momentarily blinds me. 
Hopping from the pole, I glide toward the glimmer 

and see a woman holding a shiny aluminum 
binder briskly entering a building. I land on a 
fence and perch just outside a large open window. 
Inside, the woman approaches a counter and 
asks why the bank changed its name. “The bank 
started as co-venture with a financial  institution 
and changed its name when it became 100 per 
cent owned by the Nuu-chah-nulth” the banker 
explains. They discuss the change in ownership 
before the woman proudly explains the purpose 
for her visit. “As you know, I own Ebb Bakery and 
just signed a big contract with a booming kayak 
tour company, which means I need a loan to buy 
a new oven and hire two new workers” she tells 
him. The banker congratulates her and suggests 
they move into his office to work out an 
arrangement. As they move from my field of vision 
they expose a window through which I can see a 
construction site humming with activity. Fancying 
to check out the construction hoopla, I flutter up to 
the roof of the bank for a panoramic view.

Through the confusion of sparks flying, hammers 
banging and machinery grunting I spot a young 
Nuu-chah-nulth man with the only pressed collar 
shirt in sight, a pen resting on his ear and a brown 
leather briefcase leaning at his feet; its obvious 
he’s the project architect. Firmly holding down 
architectural drawings on a worktable, he instructs 
a junior foreman on how the walls will be built in 
the traditional way. “It’s imperative the walls of this 
cultural centre are built with removable notched 
cedar planks so they can be taken down in good 
weather if desired,” he explains. After the meeting 
ends, the young architect walks from the 
construction site beaming with confidence, proud 
to contribute to the renewal of traditional  culture 
and values.

As he strolls down a damp asphalt road that is 
steaming with moisture released by afternoon 
sun, I follow him, circling above on the mid-day 
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thermals. He nears the end of the road and 
leaving the pavement heads toward a small cedar 
house surrounded by a massive garden. Roughly 
twenty people are gathered outside in a grassy 
area sheltered by apple, pear and peach trees. 
Descending from my lofty position I choose a 
tomato stake, which will soon be overrun with 
p lump summer de l icac ies , to land on. 
Overhearing the conversation, I’m shocked to find 
people discussing energy.

 “Our community should produce all  of our 
electricity locally,” a middle-aged woman 
pronounces. The architect concurs and shares, 
“wave turbines have become affordable and, 
thanks to the strong ocean currents that run past 
our community, they seem like a great option. 
Also, they sit on the ocean floor so they have little 
impact on marine life.” A young man interjects: 
“I’m not completely convinced they would have no 
impact, but it would be great if we could produce 
enough electricity to meet our needs and sell  any 
surplus to neighbouring communities.” The group 
agrees and another youth offers a suggestion: 
“We should form a committee of community 
members, and work with our outside partners,” 
she recommends. As the group forms a 

committee, rustling tree branches and ocean 
waves crashing onto the beach gradually drown 
out the garden meeting image in a flurry of 
acoustical activity. The sounds of the land swirl 
my forward-looking vision to a close.

It’s incredible to explore the future through the 
hopes and dreams of my communities. As Raven, 
I, out of all the people in the world, know that 
hopes and plans are not reality. I’m the first to 
admit that my plans haven’t always worked the 
way I hoped they would. A good example is when 
I tried to steal the light by transforming into a 
salmon to trick a Chief into capturing me in his 
nets. But none of the men would bring me onto 
the boat because they all  knew it was me; being a 
massive king salmon in a school  of sockeye gave 
me away. Whoops! But I do know that without 
hopes and plans, things will never get better. 
We’d all  still  be living in darkness if I hadn’t 
devised new ways of tricking them. Have I ever 
told you about how I eventually stole the light? I 
will have to some time…

Gradually, the Raven’s thoughts were submerged 
into the concert of the Earth. Now, all  that 
remained to be heard was the wind sighing in the 
trees and waves massaging the shoreline.
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TERRITORY OF THE NUU‐CHAH‐NULTH

VANCOUVER ISLAND, BRITISH COLUMBIA

AND THE THREE COMMUNITIES IN WHICH AHP‐CII‐UK BEGAN
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SEEDS OF THE STORY

The seeds of Raven’s story were sown in the 
three Nuu-chah-nulth communities of Tseshaht, 
Ahousaht and Ehattesaht, when they embarked 
on a journey of grass-roots community 
development through Ahp-c i i -uk. These 
communities took a big chance and demonstrated 
courage by being willing to try something different. 

Raven’s vision of a resilient Nuu-chah-nulth 
community that is a great place to raise healthy 
children is beginning now in the three Nuu-chah-
nulth communities. The success begins with a 
vision. 

These stories unfold in the three 
communiIes in different ways. 

We are sitting at the Thunderbird Hall in Ahousaht 
at a Community Dialogue. People are describing 
their vision for the community.

“A sawmill  will  provide all the building materials 
we need for our people.”

 “The Walk the Wildside Trail  will attract visitors 
from all  over the world and our businesses will 
flourish. We will  also use the trail to teach our 
young people about traditional medicines.”

In Tseshaht’s Somass Hall, the visions here too 
are tied to the environment and culture.

“There will be a traditional  healing place in the 
Broken Islands for people with addictions — a 
place they can go to get healthy.”

“We will  have more economic  opportunities for our 
young people.”

In Ehattesaht the visions revolve around culture 
and control of resources. 

“Our culture is the most important thing and we 
gather together to share meals, stories and each 
other.”

“Our people work together, and work with the 
resources we have in our territory.”

Ahp-cii-uk’s Community Dialogues were a place 
for all community members to dream and to share 
their dreams with each other. Through this 
opening up, hope emerged. The idea that some of 
these visions might be attainable generated a 
palpable enthusiasm in each of the communities. 

Optimism for the future of the communities was 
coupled with anxiety of the unknown. What if this 
is another false promise? What if we get going 
and funding is pulled? But the idea of finding 
ways to work with others on community goals was 
so compelling that many people wished to 
continue in spite of the risks.
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After the Community Dialogues in Ahousaht, 
Ehattesaht and Tseshaht, Ahp-cii-uk held the 
Leadership Development Workshop, with 
representatives from all three participating bands 
along with external partners, facilitators and staff. 
At the Leadership Development Workshop 
everyone learned how to make decisions by 
consensus, and how to resolve conflicts. We 
began the practice of working together in a good 
way — “A good way to a good place”.

This was an exciting event for everyone. The 
partners were thrilled to be part of such a 
groundbreaking Initiative and to be making friends 
and learning with Aboriginal  participants. People 
found there were ways to work together that were 
more like the traditional ways. Everyone had fun 
too.

Participants said the most important part of the 
weekend session was getting everyone together 
and learning from each other. They loved the 
team building exercises. And, oh yes, the food!

With their new skills, everyone was prepared for 
the upcoming Working Sessions. At these 
sessions, people began to generate specific 
project ideas that reflected some of the goals 
expressed at the Community Dialogue. Outside 
partners and community members worked 
together and everyone’s voice was invited and 
considered. 

Many people contributed to each of the 
communities’ Working Sessions, including council 
members. Not surprisingly, there were a lot of 
ideas generated for Community Action Projects. 
In the end, the people who continued to be 
involved chose one or two Community Action 
Projects that would result in social and economic 
benefits.

In the weeks and months that followed, partners 
and community members worked together to 

create some amazing results. In Ahousaht the 
Wild Side Heritage Trail  had a significant 
makeover, a business plan is underway to make 
the most of this community asset, and two 
Welcome Figures stand testament to all the 
community has achieved. In Tseshaht, several 
successful Markets have given an opportunity to 
many local  First Nation artists, reserve roads 
have been made safer, and a Pulling Together 
Canoe Journey is being planned with the RCMP. 
In Ehattesaht, ten band members have gained 
valuable pre-employment and life skills, a 
community clean up has made the reserve safer 
and more appealing, and a children’s playground 
is under construction. Most importantly, is the 
renewed sense of hope coming alive in each 
community through the rekindling of dreams, the 
friendships that have formed, the confidence 
gained, and the skills of working together in a 
good way that have taken root through good 
practice. The good work has only begun.

This handbook will  help other communities to 
create their own story. The next sections of the 
handbook will  explore the stages we went through 
to build Ahp-cii-uk in these communities. It will 
explore the principles, goals and methods of the 
facilitated sessions. It will also expand on the 
roles that are needed to build the Initiative in a 
community. 

Ahp-cii-uk means, “Going the Right Way”. This 
story is a way, but not the way. Each community 
created a unique recipe to make Ahp-cii-uk their 
own.

Every other community that uses the Ahp-cii-uk 
will  do likewise. Everyone’s story will be unique. 
While the key Ahp-cii-uk principles of using 
consensus, building capacity, and forming 
partnerships can be folded into the recipe, many 
ingredients will be locally grown, cooks will have a 
different styles and the buffet will be filled out by 
many unique side dishes.

THE BEGINNINGS OF AHP‐CII‐UK
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Morris Rosenberg, Deputy Minister of Health 
Canada, realized the way government dealt with 
First Nations was not working. He had a vision of 
First Nations partnering with government and 
corporate people, to come up with new ways of 
working and solutions to the problems faced by 
their communities.

Hereditary Chief A-in-chut Shawn Atleo from 
Ahousaht was BC Regional Chief at the time. He 
met with a woman in Rosenberg’s office who told 
him of the idea of a multi-sectoral Initiative. In 
Nuu-chah-nulth it is polite and kind to ask for help 
when it is needed. Atleo saw a chance to do this 
and connected the Health Canada project to the 
Nuu-chah-nulth people.

Synergos, an international organization with 
expertise in using partnerships to fight poverty, 
also became involved at this time. A-in-chut 
identified the right Nuu-chah-nulth person to 
spearhead the new Initiative in Dr. Michelle 
Corfield, then vice president of the Nuu-chah-
nulth Tribal Council. Michelle approached the 
province to match funds for the Initiative. The BC 
Ministry of Aboriginal Relations and Reconciliation  
(MARR) got on board, and together the people 
representing Health Canada, Synergos Institute, 
Nuu-chah-nulth Tribal  Council  and MARR 
comprised the initiating partners of Ahp-cii-uk. 

Michelle found three Chiefs who agreed to try the 
Ahp-cii-uk approach in their communities, and 
Ahp-cii-uk began to gain momentum. 

Once the Chiefs and Councils gave a clear 
invitation to Ahp-cii-uk, the newly hired project 
director and project leader met to tell them more 
about Ahp-cii-uk and get feedback from them.

Chief Les Sam of the Tseshaht band welcomed 
the newcomers into his community, offering 
postcards and calendars with Tseshaht pictures, 
and introducing them to Tseshaht band staff. 
Chief Fred Adams of the Ehattesaht band also 
met the newcomers in Tseshaht and said how 
pleased he was that Ahp-cii-uk was going to help 
in his remote community. Ahousaht Chief Keith 

Atleo was met on a different occasion. The Chiefs' 
generosity and openness marked a good 
beginning to the Initiative.

That is the beginning of the story of Ahp-cii-uk in 
Nuu-chah-nulth Territory. But there are many 
ways an Initiative may come to a community in a 
good way, with respect and sensitivity. 

GENERATING COMMUNITY INTEREST

As part of gett ing acquainted with the 
communities and the councils, Ahp-cii-uk’s project 
leader began to contact people in various offices 
to tell them more about Ahp-cii-uk. By speaking to 
band administrators and council, elders, youth, 
and working people, the relationship building so 
crucial  to Ahp-cii-uk began. Hosting a luncheon or 
just going over to someone’s house for a snack, 
proved how powerful  sharing food was to making 
those linkages.

The project leader also wrote articles and had 
them placed in the Nuu-chah-nulth Tribal Council 
newspaper, as well  as in band newsletters and 
bulletins. 

In all, three or four weeks of lead-up time spent in 
the community was essential to giving the whole 
community an idea of what Ahp-cii-uk was doing 
there. It also gave ample time to publicize the first 
facilitated session to which all community 
members were invited.

During this time, a list of people who exhibited 
some enthusiasm for the Initiative was started. As 
this list grew, a contact management system was 
built to help ensure everyone would be kept 
informed in the appropriate way. 

By the end of the orientation period in the 
communities, many, if not most, of the people 
knew about Ahp-cii-uk. Most people said they 
wanted to get involved out of a genuine desire to 
do something positive for their community. Some 
people expressed an interest in building their skill 
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set. Throughout the Initiative people were asked, 
“Why do you want to be involved with Ahp-cii-uk?” 

YOUTH VISIONS

While spending time in the communities, the 
project leader made contact with the youth 
workers and arranged to speak with youth about 
what they would like to see in their communities in 

the future. At first the youth were reluctant to 
speak about what they wanted. However, when 
they were told there was an opportunity for them 
to talk on videotape and possibly learn some 
editing skills, they opened up further. 

Several  youth were interviewed about what their 
vision for their community would be. A talented 
youth from Tseshaht produced her own CD with 
text and images to capture her vision.
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WEAVING PARTNERSHIPS

Ahp-cii-uk works by encouraging synergies 
between Aboriginal and non-Aboriginal partners. 

Early on in planning Ahp-cii-uk in the Nuu-chah-
nulth communities, we began to knock on the 
doors of corporations and 
other organizations, looking 
for partners to both provide 
s e e d m o n e y f o r t h e 
Community Action Project 
fund (CAP), and to work 
directly in the communities 
on projects.

Several  excellent partnering 
organizations were found 
that wanted to give some 
s t a f f m e m b e r s a n 
opportunity to work closely 
with First Nations on low-risk 
projects. These included 
corporate, not-for-profit and 
civil organizations. 

The corporate partners, in 
particular, donated $10,000 
or more to the Community 
Action Fund. Several  other 
charities also donated to this 
fund which has been used to 
fund planning and seed 
capital  for the Community 
Action Projects.

The heart of the partnership 
model is to engage non-Aboriginals in the 
planning and development of priority projects. So, 
wherever possible, organizations freed up 
between 10 to 20 days per year of a staff 
member’s time for Ahp-cii-uk. 

PARTNER ORIENTATION 

We began our orientation as soon as we had a 
core of enthusiastic working partners. We 

s c h e d u l e d a o n e - d a y 
ga ther ing a t a cent ra l 
location and asked partners 
about a month in advance to 
attend. 

Our orientation was meant to 
help the external partners 
get more information about 
the Initiative, ask questions, 
learn about the communities, 
and get some idea about the 
timeline and work expected 
of them. A representative 
from the Nuu-chah-nulth 
Tribal Council  welcomed the 
pa r tne rs and p rov ided 
i n f o r m a t i o n a b o u t t h e 
communities and culture. 
Fac i l i ta tors he lped the 
external partners understand 
the Ahp-cii-uk approach. A 
tentative schedule for the 
first year was laid out, and 
the date of the first session 
was provided, to help the 
busy partners plan. 

We also asked partners to fill 
out a questionnaire about their interests, skills, 
motivation, and what they hoped to get out of the 
experience.

The partners were visibly excited to be part of 
such an innovative Initiative, and many of them 
expressed gratitude for being included.
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Partners’ Ways of Working
At one meeting, an external 
business partner unveiled a 
planning matrix thinking it 
would help lay out vital next 
steps. The matrix was a good 
business planning tool, but was 
a flop with the community. More 
visual planning and presenting 
methods has provided the best 
r e s u l t s i n w o r k i n g w i t h 
communities.

Some external partners have had 
a tendency to want to move at 
a pace quicker than communities 
were ready for. Working with 
communities has demanded long-
term relationship building, and 
bringing everyone on board, 
which takes time. Partners have 
had greater success when they 
were attuned to the pace and 
rhythm of the community, 



KINDS OF PARTNERS

There are several different types of partners, all  of 
whom are invaluable:

Government partners can be crucial  to connect 
Working Groups to government resources and 
other potential partners in government.

Our government partners:

‣ Learn how to work more effectively with com-
munities to help them meet their objectives

‣ Learn how their programs can be more effec-
tive in responding to community needs

‣ Build relationships with communities 
‣ Explore what a more holistic and multi-sectoral 

approach would look like
‣ Lend their expertise

Corporate partners will often have valuable 
project planning skills and access to the 
resources of their offices, as well  as valuable 
connections. Local corporate partners may also 
want to have a closer relationship with the band.

Our corporate partners: 
‣ Understand Aboriginal issues and challenges
‣ Learn how to build better relationships and 

consult with communities
‣ Develop comfort with consensus based deci-

sion making
‣ Try new approaches in a low-pressure envi-

ronment
‣ Build good public relations
‣ Lend their knowledge and experience

Non-profit or civil society partners can be 
eager to help out if it is part of their mandate.

Wherever our partners come from, they 
tend to fit into one of three categories:

The connected partner may not do much work in 
the community, but will have a lot of connections 

to introduce the Working Group to. Sometimes a 
colleague from the organization will  want to 
participate in a more active way.

The workhorse partner can be counted on to roll 
up their sleeves and get work done. Whether it’s 
taking meeting notes or writing a project plan, this 
partner will work closely with community 
members.

The project-specific partner can be called upon to 
lend expertise in a particular situation. They are 
especially valuable once projects are selected 
and needed resources identified.

PARTNER CHALLENGES

Possible challenges for government partners 
include:

‣ Being hampered by organizational entrench-
ment in certain ways of working

‣ Trouble breaking free of jargon 
‣ Having trouble being creative with set budgets, 

jurisdiction and legislation.
‣ Working consistently within a consensus based 

decision making model

Possible challenges for business partners include: 

‣ Being tempted to go faster than the pace of the 
community 

‣ Being used to complex business planning tools 
not suited to communities

‣ Being over-committed and finding scant time in 
their schedules for Ahp-cii-uk
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COMMUNITY DIALOGUE

The Community Dialogue was planned and 
publicized well in advance to attract as much of 
the community as possible. We gathered some 
wonderful door prizes from local businesses and 
external partners to be given away and to add 
some fun to the evening. A dinner was planned 
and everyone from the community was invited. 
We hoped many people would stay to help shape 
a vision for the community as well. 

KEY PRINCIPLES 

‣ Building on community strengths
‣ Focusing on future well wellbeing of children
‣ Linking visions to specific actions

GOALS 

‣ Develop a list of strengths
‣ Identify the actions that people think will make 

the most difference in reaching their commu-
nity’s dreams

‣ Identify community members showing special 
interest or leadership

GATHERING COMMUNITY

We hired a local caterer and rented a suitably 
large hall. An elder began the evening with a 
prayer as is customary at such events. The 
younger generation first brought food for their 
grandmothers and grandfathers, and we all sat 
down to a delicious meal.

As dinner was ending, before people started to 
leave, Ahp-cii-uk staff stood and invited people to 
stay to talk about a vision for their community. 
Tables were cleared away and a circle of chairs 
formed. 

Children were given large sheets of paper and felt 
pens and asked to draw a future vision of their 
community, a vision of when they were grown up 

with their own children. These visions would be 
showcased later on in the evening.

Ahp-cii-uk staff introduced themselves and the 
Initiative was briefly introduced. A single sheet 
summary of the Initiative was handed out 
explaining Ahp-cii-uk’s key principles.

INTRODUCTIONS

In the introduction we focused attention on the 
future well being of the community, particularly the 
interests of the children and grandchildren, as 
these are values people tend to hold in common. 
Focusing on the well  being of the children allowed 
the group to share an important common concern. 
This was the time to come together for a positive 
dialogue. It was not the time to deal with 
differences, which could come later.

We asked people to introduce themselves and 
answer the question: “What would you like to see 
happen in your community for the future of your 
children and grandchildren?” Asking this question 
also allowed everyone to get to know each other 
and learn what the community priorities were. 

COMMUNITY STRENGTHS

Identifying and recording community strengths 
served to remind people of the valuable resources 
in their communities. It also helped pre-empt any 
victim mentality and start from a place of power. 
The strengths reflected positive values in the 
community and through them we began to 
develop and highlight a set of principles to guide 
us as we worked together. These community 
strengths were recorded and referred to from time 
to time as Ahp-cii-uk grew in the community.

We asked people to group together and come up 
with a list of community strengths. When we 
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rejoined, even in the smallest community, we had 
dozens of identified strengths.   

The mood in the room was positive during this 
particular exercise as people felt elated as they 
increasingly realized the many community 
strengths to build on.

While the strengths were read out, the facilitator 
grouped the strengths into key categories. These 
were posted around the room.

CHILDREN’S ILLUSTRATIONS

When children are given a 
few crayons and a clean 
sheet of paper, they can 
create a mosaic  of hope and 
inspiration. 

Having children present 
t h e i r d r a w i n g s w a s a 
reminder of the focus of the 
Initiative: to create vibrant 
communities that are great 
places to raise healthy 
children. Everyone enjoyed 
the invigorating unrestrained 
energy the children injected 
into the otherwise deep and 
serious conversations. And 
the children clearly loved 
being able to contribute.

The videotaped interviews and presentations of 
the youth were viewed next. As the health and 
well being of the youth are a primary concern in 
First Nation communit ies, people real ly 
appreciated hearing from their youth. In addition, 
the presentation was now captured on DVD for 
future viewing.

THIRTY‐YEAR VISION

The thirty-year vision exercise allowed everyone 
to be part of creating a map for a better future. It 
connected the vision of the future to possible 
decisions and actions that could happen in the 

near future. It also demonstrated the self-design, 
participant-driven and consensus principles of the 
Initiative. 

We asked participants to: “Imagine yourself thirty 
years down the road. Many changes have taken 
place and the wonderful things people want to 
see in their community are a reality. You are 
sitting with a friend over coffee telling them about 
the one thing that made the most difference, 
the one action your community took that had the 
most impact.” 

Each participant wrote their 
idea on a medium-sized 
sticky note that was read 
out . These were placed on 
a poster-sized circle that 
was divided into sections to 
represent every aspect of 
community life (See the 
model diagram in Appendix 
IV).  

Placing the sticky notes on a 
circle demonstrated the 
diversity of opinions on what 
w o u l d m o s t h e l p t h e 
community and revealed 
patters of collective thought.

CLOSING

In the closing circle, people spoke about how 
powerful  the exercises of the evening were, how 
much hope it gave them, and how they looked 
forward to participating further in Ahp-cii-uk. At 
times deep feelings welled up and were shared as 
the positive aspects of the evening also reminded 
some people of the deep pain suffered in the past.

The closing circle gave Ahp-cii-uk staff a platform 
to discuss the upcoming Leadership Development 
Workshop. People were asked to invite someone 
else who they thought would like to come and 
given posters and leaflets to pass around. 
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Trouble with Scheduling

The season we arranged the 
Community Dialogues was a 
particularly tragic one in terms 
of the number of deaths in 
Ahousaht. The workshop was 
scheduled and postponed four 
times due to the deaths of 
community members. During those 
times all offices shut and events 
are postponed. We had to remain 
flexible and patient to overcome 
these challenges.



WHAT SUCCESS LOOKS LIKE

After the Community Dialogue people had a 
greater sense of the Initiative as real. They began 
to act as advocates for the Initiative, urging others 
to get involved. The list of potential active 
participants in the on-going Initiative was further 
refined.

Keeping momentum after the Community 
Dialogue was key to Ahp-cii-uk success so the 
Leadership Development Workshop came close 
upon its heels. 

A summary, with photos, of each Community 
Dialogue was produced for community members 
and distributed before the next meeting.

Ahp‐c i i ‐uk  — A Handbook  for  Creat ing Last ing Change  in  F i rst  Nat ion Communit ies

12



LEADERSHIP DEVELOPMENT WORKSHOP

At the Community Dialogue, the communities 
expressed their visions and explored each other’s 
ideas and dreams of a better future together. The 
Leadership Development Workshop was about 
skill building to move toward those visions in a 
good way. 

This workshop was exciting and energizing for 
everyone involved. Because we had three 
communities working on an Ahp-cii-uk Initiative at 
the same time, this workshop brought everyone 
together to learn from one another. About 15 
partners joined with 30 community members and 
Ahp-cii-uk staff for two and a half days of skill and 
relationship building.

People from the communities were mostly the 
identified go-getters and select elders. Self-
selection was inevitable since the workshop 
required a commitment of more than two days. A 
variety of age groups and occupations were also 
included.

KEY PRINCIPLES

‣ Seeing the importance of finding a good way to 
a good place

‣ Making decisions by consensus
‣ Working out conflicts in a good way

GOALS

‣ To learn about consensus and how to settle 
conflicts in a good way

‣ To develop a set of principles for engagement, 
and a charter for working together

‣ To begin to connect external partners with 
communities

The skills learned in the Leadership Development 
Workshop were used in subsequent workshops 
and while working on Community Action Projects. 

While this Leadership Development Workshop 
involved representatives from three communities, 
the workshop would work just as well for one 
community, with stories from other communities 
being shared to illustrate similar journeys. 

DAY 1

INITIATIVE INTRODUCTION

The workshop kicked off on a Friday evening in 
the boardroom at the Tseshaht Band Office.  The 
initiating partners of Ahp-cii-uk spoke about their 
involvement in the Initiative and the new approach 
it represented.

One of the partners, who had been involved with 
the Initiative over the past 3 years, said we were 
weaving a basket together. The Initiating Partners 
had woven the bottom, and now all the partners 
could weave the sides together.

The evening took an easy pace. The facilitators 
told us they had seen countless projects fail 
because participants rushed into action too 
quickly without paying enough attention to how to 
work together. They spoke about how getting to a 
good place requires beginning and proceeding in 
a good way. Process determines outcome, and if 
a good outcome is desired, a process that 
respects everyone’s input, and deals with 
differences through relationship building, is 
essential. As one facilitator put it, “This is how 
people did it before there were disposable people 
— when everyone was necessary for survival.” 

Facilitators also stressed that Initiative staff were 
not there to direct, but to move the conversation 
forward and be open to comments and 
suggestions.
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PERSONAL INTRODUCTIONS

Introductions around the table were kept brief, 
with about 50 people having the opportunity to 
speak. 

Everyone was asked to pair off with someone 
they didn’t know, to find out who that person was 
and to discover one thing that person was 
passionate about. The pairs also asked each 
other, “What would success of this Initiative mean 
to you?” 

People then introduced each other to the rest of 
the group. Not surprisingly, external partners and 
community members were keen to talk to each 
other, and relationships began to form at this early 
stage. 

After the introductions was a brief recap of what 
happened at the Community Dialogue(s), 
reminding people that we were working from  a 
position of strength and hope. 

A delicious meal was served which gave people 
time to socialize and chat with their new friends. 
When the meal was over, some Nuu-chah-nulth 
dancers shared some of their culture with the 
assembled group. It truly was a festive evening 
and everyone was happy and relaxed as they 
made new friends.

PRIMING EXERCISE

After dinner, participants were introduced to some 
of the material to be covered during the rest of the 
workshop. 

They were then asked to think of a past 
experience that involved conflict with others, but 
ended well for all. Specifically, they were asked: 

‣ What made it good?
‣ What did you do that made it good?
‣ What did others do that made it good?

These questions were to be revisited the following 
day.

DAY 2

BEGINNING THE DAY

The following morning brought participants back 
together after a night of reflection upon past 
conflicts. At the morning check in participants 
were asked to identify:
‣ How can we be helpful in moving the Initiative 

forward — what are the most important issues 
to address?

The answers were captured on flip charts for 
reporting purposes later on. 

POSITIVE OUTCOMES FROM CONFLICT

The Leadership Development Workshop focused 
on how building and sustaining relationships is 
the first and most necessary step toward any 
successful project. 

The evening before, participants were asked to 
think of a conflict in their lives that had ended 
well, and to reflect on why that was so. In thinking 
about these conflicts, participants began picking 
out the characteristics, of good conflict resolution 
the behaviours and ski l ls of successful 
engagement and relationship building. People 
wrote two or three of the things that had made 
these events positive and then shared them with 
the group. 

STORY TELLING

To explain the importance of establishing good 
ways of working together, facilitators told several 
compelling stories about projects that had failed 
because the time was not taken to figure out how 
to work together and relationships had not been 
built.

One story compared the development efforts in 
Papua New Guinea to those in South Africa after 
the fall of apartheid. Papua New Guinea had lots 
of money and did not engage in relationship 
building, while South Africa spent much effort in 
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relationship building with little money. Papua New 
Guinea’s efforts resulted in a disaster; South 
Africa a relative success. 

When invited to do so, elders contributed their 
own stories to illustrate the need to find good 
ways of working together. Others in the group 
began to share their experiences as well, and 
everyone began to recognize the need to engage 
positive principles when working in a group.

After the stories, participants were asked to 
identify the elements of the stories that had 
created good outcomes. These were captured on 
flip charts and the facilitators began to categorize 
the elements.

REACHING CONSENSUS

Good conflict resolution is a necessary part of 
consensus decision making. Once participants 
had laid a good framework of what was involved 
in good conflict resolution, the facilitators moved 
on to defining consensus decision making in 
general. 

Facilitators explained that in reaching consensus 
the parties look for a solution that everyone “can 
live with”. During negotiations everyone’s voice is 
heard and their interests taken into consideration 
while searching for a solution. Sometimes the 
solution will  not reflect what a given party had 
originally wanted. This doesn’t mean that their 
interests were not met, just that the solution 
represents a different way to meet interests.

The facilitators performed a brief skit to illustrate 
consensus decision making. Two paddlers, Alan 
and Pete, head out on a canoe journey, but 
disagree on where to go. Alan wants to go to 
Harley Bay. Pete wants to go to Barley Bay. An 
argument begins. Both men want to camp for one 
night and return the next day. Upon discussion, it 
turns out Alan wants to bring home lots of fish and 
he knows a good fishing spot near Harley Bay. 
Pete reveals that he wishes to see his 
grandfather ’s birthplace. Further into the 
discussion and drilling down of the particular 

interests of each man, Pete concedes that as long 
as he can see Barley Bay from the canoe, he will 
meet his interest. Alan also concedes there is 
another fishing spot that is also very good, close 
to Barley Bay. They make an agreement that is 
acceptable to both of them by questioning and 
listening to the deeper interests of each other.

PARTICIPANT SKIT 

After the facilitators had shared their skit about 
consensus decision making, the participants were 
given a hypothetical  scenario to consider: Their 
parents are tragically killed in a car accident. They 
have 4 brothers and sisters with whom they must 
split the fishing boat and the house left by their 
parents. Each sibling wants something different to 
be done with the assets, according to their own 
interests. 

The room was divided into groups of 5 and each 
member of the group assumed the role of a 
sibling with a different position of what they 
wanted done with the assets. One person acted 
as the documenter of the group and was asked to 
record what each participant wanted and why 
they wanted it.

The “siblings” then sat down to discuss how they 
could come to an agreement they could all live 
with. The elements of good conflict resolution 
were left up on the wall to remind people of them. 
The documenter wrote down the highlights of how 
consensus was reached including how the conflict 
was resolved and what each person did to help 
come to a good decision. 

When all  the groups reached consensus, they 
discussed what the documenter had written down, 
and agreed to 3-5 key points on how consensus 
was reached successfully.

The facilitators read the responses and led a 
discussion about the values being expressed.
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BREAKS

Several breaks were taken throughout the 
day,and these offered the external partners and 
the community members an opportunity to get to 
know one-another better. One charismatic  elder 
freely gave impromptu lessons in language and 
culture. Laughter was a large part of both the 
breaks and the sessions. Even though this was a 
skill-building workshop, everyone seemed to have 
a lot of fun and feel a sense of positive 
expectancy about working together further.

ENDING THE DAY

By the end of the day the group had a list of 
qualities, skills and behaviours that were 
important to exercise during conflict. They also 
had a documented set of ideas on how to 
successfully arrive at a decision through 
consensus.

In the closing circle, people were asked to 
describe one positive feeling, experience, or 
revelation they had from the day. The responses 
were hugely positive, as many people had never 
experienced constructive conflict resolution 
training. People were elated to learn the material 
and this helped fuel  their enthusiasm for the 
Initiative.

The facilitators asked participants to consider the 
following questions over dinner:
‣ What will a successful process look like?
‣ How do we build and sustain a relationship 

through this — as a necessity to building and 
sustaining successful projects?

DAY 3

BEGINNING THE DAY

Comments from the day before or thoughts on the 
homework were solicited. People were free to 
choose what they wanted to talk about. A night of 
rest seemed to have gelled some of the ideas and 
stimulated deeper thought about the issues.

During the check-in, a list began to form on what 
would be necessary for the Ahp-cii-uk Initiative to 
move forward in a good way. This list would be 
added to and refined in the next exercise.

PRINCIPLES FOR ENGAGEMENT

Just as there are many ways to create a shawl 
from the fabric, sequins, thread and buttons, there 
are many ways to weave together the principles 
of a good process. 

As Ahp-cii-uk, The Nuu-chah-nulth Leadership 
Initiative, evolved, more Nuu-chah-nulth ways of 
doing things were woven into the fabric of 
interactions. 

The document “Principles for Engagement” lays 
out the qualities for good conflict resolution and 
consensus decision making. The general 
statements of how we choose to interact are listed 
and serve to remind participants of the positive 
human values they identified as contributing to “a 
good way to a good place”.
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CREATING PRINCIPLES FOR ENGAGEMENT

Overnight the facilitators came up with a list of 
common ideas developed the previous day for 
how to work together. The facilitators repeated the 
questions: 
‣ What will a successful process look like?
‣ How do we build and sustain relationships 

through this — as a necessity to building and 
sustaining successful projects?

Participants spent approximately an hour in 
groups and discussed the questions posed by the 
facilitators. 

At the end of this exercise the groups reported 
their ideas while facilitators refined and 
categorized the ideas expressed. A list of ten or 
so Principles for Engagement was created.

These principles are often referred to at meetings, 
reminding people of how they agreed to work 
together in a good way. 

Elders are often instrumental in helping to draft 
this document. They can remember more 
traditional ways of working together that may work 
better for the community. 

Here are the Principles for Engagement 
arrived at by Ahp‐cii‐uk — The Nuu‐chah‐
nulth Leadership IniIaIve:

MulI‐sectoral involvement

Partnership across sectors

Clarity why different sectors are involved

Consistent involvement

Informed by needs in community

Inclusive & broad‐based involvement 

Continuous open-door policy 

Everyone feels invited

Reach out to diverse groups

Partners champion internally & externally

Keep asking, “Is everyone we need here?”

Voluntary parIcipaIon

Maintain the power to say no

Share the problem

Self‐design

We share decision making & responsibility

Seek a range of views & perspectives

Our culture is important

Flexibility

Stages of projects & external conditions 
change

Ways of working & priorities may need to 
change also

As we learn, our goals may evolve

Respect

Respect differences & work for common 
understanding

Respect for diverse interests

Respect that everything is connected

Accountability

Both personal & organizational

If you disagree with a decision, speak up & 
explain for consensus to work

Accountability varies by roles & organizational 
cultures

Set timelines & milestones

Celebrate milestones

Good ImplementaIon

Who needs to be involved: who’s going to 
carry the ball?

Realistic plan needed

ReflecIve Learning

We are always reflecting on what has 
happened & what we are learning

We take our learning with us to the next 
meeting
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CREATING A GUIDING CHARTER

Now that the group had a list of characteristics of 
good conflict resolution, consensus decision 
making, and finally, Principles for Engagement, 
they could turn their attention to creating specific 
understanding of how their work together would 
proceed. 

The “Guiding Charter” is a detailed document 
outlining roles within the Working Group, how 
internal  and external  communication will  take 
place, how decisions will  be reached and conflict 
resolved, and how project planning will proceed.

Appendix III has a list of suggested questions a 
Working Group could discuss to define its day-to-
day work. Arriving at this charter was a good 
exercise in consensus building as participants 
applied their new skill set. The Guiding Charter 
serves as a solid foundation for future activity. It is 
to be reviewed and revised on a regular basis.

ENDING THE DAY

At the end of the day people were asked to reflect 
on the learning that took place over the past two 
and a half days. People spoke of hope for the 
future, a confidence in the way the Initiative 
worked, and hope that the Initiative would be 
sustained with funding over the long-term.

WHAT SUCCESS LOOKS LIKE

At the end of the Leadership Development 
Workshop, the group had come up with four 
documents to refer to and guide them through the 
next stages of the Initiative.
‣ A categorized list of characteristics of good 

conflict resolution
‣ A list of principles for consensus based deci-

sion making
‣ Principles for Engagement to broadly guide the 

work of the Initiative
‣ A Guiding Charter to create clear expectations 

around roles and responsibilities and the way in 
which the group will work together over the life 
of the project

The work done over the three days helped 
everyone come to a common understanding of 
how we were going to work together, both broadly 
and specifically.

External  partners had a better idea of the 
challenges facing each community and formed 
the beginnings of relationships with community 
members. By the end of this workshop, external 
partners had some idea of which community they 
were drawn to work with. Over the following 
weeks, Ahp-cii-uk staff helped communities and 
partners solidify their matches based on partner 
and community preference.
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WORKING SESSION 1

In the Working Sessions, external partners and 
community members got to know one another 
better and began building a trusting relationship 
around the development of one or two Community 
Action Projects. These projects are tools to 
promote the higher goals of increased self-
reliance, greater capacity, and strengthened 
communities. The good way these projects are 
selected and worked on together is as important 
as their completion.

The first Working Session was an exiting time of 
visioning and playing with different project ideas 
to test their fit. In this session, participants 
brainstormed ideas about what kinds of projects 
the community might engage in and began to 
work with that list of possible projects.

KEY PRINCIPLES

‣ Considering community strengths and things 
that would make the most difference

‣ Working on projects together as a means to 
finding good ways to work together

‣ Playing with project ideas to discover more 
about them

GOALS

‣ Brainstorm a large list of possible projects
‣ Identify up to six possible projects and build 

project teams
‣ Determine a set of criteria for project selection

DAY 1

REVIEW

The thirty-year visions and community strengths 
created at the Community Dialogues were 
brought out for review. These were graphically 

depicted on posters the communities could keep 
and refer to. The Principles for Engagement and 
the Guiding Charter from the Leadership 
Development Workshop were also displayed. The 
day started off with a discussion about how 
getting to a good place means going in a good 
way.

BRAINSTORMING IDEAS

Brainstorming project ideas was one of the most 
fun parts of the Working Session. With community 
strengths and visions in mind, people were asked 
to come up with as many ideas as possible for 
Community Action Projects with either an 
economic or social development orientation. 

Both community members and external partners 
participated in this exercise and ideas were not 
limited to a narrow view of what’s possible for the 
community. All ideas were welcome, no matter 
how wild or ludicrous they first appeared. 

In Ehattesaht this worked particularly well. A 
ridiculous project suggestion was made right off 
the bat to loosen up the group and inject some 
humor into the exercise. The facilitator suggested 
a community pig farm. After this, many silly ideas 
followed, as did many serious ideas. The little 
community of Ehattesaht came up with over 100 
possible project ideas. 

Dur ing bra ins torming the ideas f lowed 
uninterrupted. Consideration of the ideas was left 
until later. 

PROJECT OVERLAP

Many of the brainstormed projects overlapped 
and connected with one another. Several 
categories were chosen that most of the ideas 
could f i t under. These differed between 
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communities, but examples were headings like: 
‘Tourism’, ‘Culture’, or ‘Recreation’. 

Participants grouped the project ideas under one 
of the headings. This exercise revealed that a few 
separate projects could actually be one larger 
project. For instance, skydiving, mountain biking, 
kayaking and rock-climbing projects were joined 
to create an extreme sport festival. This exercise 
tended to expand everyone’s ideas of what is 
possible. 

SHORT LIST OF IDEAS

With project ideas written on flip chart pages, 
discussion was invited on various ideas as they 
came up. The facilitators would circle ideas that 
popped up in conversation. 

Then, the list of community strengths and 
statements about “What would make the most 
difference” were reviewed. The conversation that 
was invited also included a discussion about what 
kind of projects would benefit the community 
most.

When these issues had been talked through, 
people were invited to suggest how to narrow 
down the list of possible projects to a list of four to 
six. In one community, people were invited to 
place a mark beside their favorite two projects. 
The four projects with the highest number of 
marks were recorded. 

The choice of four to six projects helped focus 
thinking on what kind of project would have the 
most impact, which kinds of projects people would 
actually be willing to put energy into, and how 
decision making would proceed to choose a 
project. 

IDEA DEVELOPMENT

For the next exercise, participants were split into 
equal groups and given a brainstormed project to 
explore in more depth. With a facilitator or staff 
person in each group, people sat down with large 
sheets of paper and felt pens to write and sketch 

what the potential  projects would actually look 
like.

Sometimes participants were tempted to think 
through projects in an unstructured manner 
jumping from idea to idea and not overlapping or 
building on others’ thoughts. Other groups chose 
a who/what/when/where/why/how approach to 
help root conversations. By delving into project 
particulars, groups turned vague ideas into vibrant 
and lively project descriptions. 

When everyone was done, the groups presented 
their ideas. Usually they had made colourful 
drawings of the idea with some words to back up 
the pictures.

CLOSING

In closing, the group discussed what each person 
learned about the ideas generated and what they 
learned about how the group worked together. 

DAY 2

As people walked into the room for the day’s 
session, the pictures and descriptions from the 
previous day’s work were on the wall, and people 
gathered around the posters to discuss the ideas. 
The morning check-in gave participants a chance 
to share further reflections from the day before.

FURTHER IDEA DEVELOPMENT

After checking in for the day, participants sat 
down in groups again to discuss what other ideas, 
they thought were worth exploring. Some groups 
wanted to further flesh out the project ideas from 
the previous day, while others wanted to set to 
work on a new idea. Some more traditional 
planning came out of this exercise from the 
groups that wanted to work out how a project 
could actually be implemented. 
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SKITS

Participants were asked to switch to a different 
project idea for this exercise. They were 
challenged to develop and perform a skit on one 
of the projects. This allowed participants to 
explore alternative ways to plan and develop an 
idea; prompted participants to imagine what 
projects would actually look like; and allowed 
scenarios to be tested. The process of developing 
a skit on a different project helped participants 
develop fluidity between projects and showed the 
potential viability of them all.

At first many people were highly skeptical of 
creating a skit and were not thrilled to participate. 
But this turned out to be one of the most fun-filled 
parts of the day as even resistant participants 
delved into their roles with relish. In the end, 
excitement in the project ideas jumped a level as 
they came to life. 

SELECTION CRITERIA

Much of the discussion up to this point in the day 
had touched on various aspects of what criteria 
would be used to select projects, and how a 
decision would be made. These comments had 
been captured by the facilitators and were 

brought out now for further discussion. This part 
of the day brought forward a good opportunity to 
use consensus to arrive at some decisions. 

The room was broken into teams to hold a brief 
discussion around a set of criteria for project 
selection. The groups returned and reported to 
everyone. A facilitator recorded and put the ideas 
into categories on flip charts. In the ensuing 
conversation, with the whole group, a set of 
criteria was settled on.

TEAMS

With four to six projects identified, participants 
each selected a project team they wanted to work 
within to develop the ideas at future meetings. 
Each of the projects was written on a flip chart 
sheet. Most people signed up for one, but some 
people volunteered for more than one. Teams 
were encouraged to be flexible and adaptive, 
allowing people to switch teams and encouraging 
new people to join in along the way. It was 
important to create a sharing atmosphere so that 
if a particular project was not selected, people on 
that team were not lost to the Initiative. 

NEXT STEPS

Team meetings followed with people planning the 
next steps they would take before the next 
Working Session. 

Participants planned out:
‣ The way they were going to work together, 

who, what, when, where, why and how
‣ External partners were encouraged to stay in 

touch and a conference call number was given 
for teams to make use of

‣ Teams were also encouraged to brainstorm 
criteria to eventually select the Community Ac-
tion Projects

Before the group broke up for the day, each team 
had a plan for moving forward
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WORKING SESSION 2

Working Session 2 built on the work done in the 
first Working Session. Exercises completed by 
teams since that last session varied and so did 
what needed to be worked on. As a result, there 
was more flexibility in this Working Session.

KEY PRINCIPLES

‣ Benefiting the community as a whole
‣ Consulting the community at each new decision 

point
‣ Going slow to go long

GOALS

‣ Select one or two projects for development
‣ Determine the process for community consulta-

tion and moving forward
‣ Begin thinking about planning and communica-

tion

DAY 1

CHECK‐IN AND RE‐CAP

The check in was an opportunity to gauge the 
enthusiasm of people and so direct the day 
appropriately. With all the Ahp-cii-uk workshops, 
flexibility was required of the facilitators and 
agendas were changed to suit the needs of each 
group.

After check-in, teams gave the group a quick re-
cap of what they had done since the last session. 
For some groups this involved actual research on 
the feasibility of an idea. Other groups had not 
had a chance to meet.

COMMUNITY BENEFITS

Depending on where teams were in their planning 
process, they were asked to get together in their 

groups and write and/or draw a representation of 
the benefits of their project to the community. 

Presentations were made on each of the project 
ideas. In some of these planning sessions, the 
solidarity between partners and community 
members began to really take root as they took 
turns standing and speaking. When each group 
had made its presentation, people were 
encouraged to ask questions of the teams.

Benefits to the community had been identified as 
one of the selection criteria for projects, so it was 
important to be able to state what those benefits 
would be for each of the possible projects. Other 
selection criteria were similarly outlined for each 
project in this way. These varied by community.

WHAT WILL IT TAKE? 

The next exercise had teams delve ever more 
deeply into developing action plans by exploring: 
‣ Activities
‣ Responsibilities
‣ Time lines 
‣ Resources and actions required to sustain the 

project over time
‣ How community individuals and partners will 

work together

The relatively linear approach to planning and 
managing projects common in some parts of the 
corporate world may not fit with expectations and 
capacities in First Nations communities. At times 
the facilitator slowed the process down to make 
sure everyone was comfortable with the decisions 
being made. Sometimes a facilitator would ask, 
“How would this kind of decision be made in your 
family or your community?” as a way of ensuring 
First Nations traditions were not ignored. 
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DAY 2

CHOOSING PROJECTS

Each project now had a general description, a 
description of how it stacked up against the 
selection criteria, and an outline of what would be 
needed to make the project go. 

Working from these resources, the group as a 
whole was able to discuss the merits of choosing 
each project. Ultimately, some of the projects 
people had explored in previous meetings would 
not be selected. From this discussion a decision 
to choose one or two projects was reached. The 
decision was one everyone had to feel 
comfortable with, and preferably, one everyone 
would be willing to work on — although this isn’t 
always so. In the case of one community, time ran 
out and another Working Session was needed to 
reach consensus.

Once a decision was made on what project(s) to 
work on, plans to figure out what needed to 
happen next were hammered out. Community 
consultation has been an important aspect of 
planning in all  three communities. Updating 
people who have not attended Ahp-cii-uk 
meetings and getting feedback has given a real 
sense of community ownership to the Ahp-cii-uk 
projects. Everyone has had a chance to 
contribute.

RE‐VISITING THE GUIDING CHARTER

After choosing the projects, the Guiding Charter 
was re-visited to refine and complete previously 

unanswered questions. The Charter has proven to 
be an important document as difficulties have 
arisen, and where it has been referred to and kept 
alive inevitable problems have been resolved 
more easily.

NEXT STEPS

In most cases, one social development and one 
economic  development project was chosen at this 
stage. In the time left for this workshop, 
participants chose which project they were most 
interested in being part of and planned next steps. 
This was a simple as deciding when the next 
meeting would be or as complex as assigning 
research tasks to everyone for the next meeting.

WHAT SUCCESS LOOKS LIKE

By the end of Working Sessions 1 and 2 
community members were gaining project 
development skills, discovering methods to flesh 
out projects ideas, feeling empowered in decision 
making, and starting to see the imperative of 
finding good ways to work together. 

At the end of Working Session 2 everyone 
understood the next steps (who is doing what by 
when) of each project enough to continue to work 
on project development. 

External partners played an active role in project 
development — by making suggestions, and 
providing links to outside people and resources — 
and learned a great deal  from and about the 
communities and their members. 
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KEEPING THINGS GOING 

All the big community workshops were just the 
beginning of Ahp-cii-uk. After the Working 
Sessions, communities and partners met on a 
regular basis in person and by telephone in 
Working Groups. A community coordinator was 
hired to assist these groups with organization and 
execution. We also found it useful  for a 
community liaison from outside the community to 
work closely with and support the coordinator. 
More details on each of these roles will  be 
covered in a later chapter.

To discover what happened after the big sessions 
in one community, let’s listen in on a lunchtime 
conversation between Ahp-cii-uk community 
coordinator, Eve, and community liaison, Roy. 

MEETINGS

“Another beautiful day on the sunny West Coast!” 
Eve remarks sarcastically as rain smashes 
sideways onto the window of the cafe. “Yes, they 
don’t call it liquid sunshine for nothing,” Roy 
confirms as he studies the still  harbour flattened 
by the pelting precipitation. 

“Now that we’re finished our lunch, should we talk 
about the upcoming Ahp-cii-uk community 
meeting?” Roy suggests. While cooling a 
steaming hot cup of tea with gentle blows Eve 
nods in agreement. 

“Great,” says Roy. “As we discussed on the last 
conference call  with the rest of the Working 
Group, we will  be holding the next community 
meeting the day before the community AGM so 
we can update the whole community on what we 
have accomplished over the past few months. 
Since the big community sessions, our Working 
Group has met every three months and has held 
conference calls every two weeks. It would be 
good to share with the community our challenges 
and successes. Let’s brainstorm what the next 
meeting should involve.” 

“That’s a good idea. Also, although we have had 
about ten community members and six outside 
partners at each meeting, I have been finding it 
tough to keep community members interested in 
coming to meetings that are just about planning,” 
Eve admits as the waitress clears their plates. “It 
would be great to think about new approaches we 
can take to keep things interesting.” 

“You’re right, it’s tough to 
keep people interested in 
being involved. Should we 
first review the notes we 
have been making on how 
to run a good meeting, 
then talk about how to 
make our meeting really 
interesting?” asks Roy. 

“Sure!” Eve replies. As a 
seagull swirls on the wind 
overhead, Roy begins to 
read their notes: 

“Book meetings with plenty 
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of advanced notice so there’s every opportunity 
for people to make it. Setting meeting dates two 
or three months in advance allows busy 
community members and external partners to 
comfortably dedicate a few days to our Initiative.

“Meeting dates may need to be moved around 
events in the community, such as the loss of a 
community member. We aim to understand and 
respect community traditions and reschedule 
when appropriate.

“It’s okay to start meetings late. We should feel 
the rhythm of the community and schedule 
meetings based on when community members 
will most likely arrive.

“Provide plenty of food. Cooking and eating a 
meal  together is a vital part of relationship 
building.

“Incorporate fun time into meetings, such as 
hosting a language lesson, taking time out to go 
for a walk or hike, or singing and dancing.

“Get the community coordinator to hit the streets 
the week before a meeting to get people excited 
and try hosting meetings in a location viewed as 
neutral in the community, like a youth or health 
centre.

“Last, regularly scheduled conference calls are 
vital  to plan meetings and keep things on track 
and it is good to ensure external partners are on 
the same page before community meetings, so 
that everyone is headed in the right direction.

“Phew, that’s a lot of things to remember,” Roy 
says now slightly out of breath. 

“You bet. It’s good to reflect on all we have 
learned about keeping things going and hosting 
events. For the next meeting I think we should 
play a game to see who can best describe what 
Ahp-cii-uk and our community project is all  about. 
The winner should get a prize. Also, let’s show a 
video of an Aboriginal  children’s story as a way to 
unwind after a hearty dinner. I like to brainstorm 
ways to make meetings exciting and innovative to 

try and generate interest in the community,” says 
Eve. 

“Fantastic  idea! Let’s hold a contest and show a 
movie at the next meeting,” Roy confirms, as he 
scribbles her ideas onto a napkin. 

COMMUNITY COORDINATOR

“Next, I want to review your job description to see 
if there is anything that I, or any other partner, can 
assist you with. As you know my job is to support 
you in your role. The external partners are always 
available for a call to give advice or to bounce 
ideas off,” Roy reminds. 

“Sounds good,” says Eve. “Recently, with my 
cousin passing away, I have not been focused on 
my work and it is a bit unclear what I should be 
working on, so a review would be good.” 

“Great, let’s spend five minutes to review then. 
So, as you know, you act as the ‘face’ of the 
project in the community and your job is to:
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Relationship Building

One summer an Ahp-cii-uk partner and 
his girlfriend decided to spend a week 
camping on a trail which a community 
was trying to turn into a premier 
ecotourism destination. The partner 
thought it would be a good idea to 
experience camping on the trail and to 
use that experience to inform project 
planning.

Several community members expressed 
how much it meant to the community 
that the partner included his family 
spending time on the land in their 
traditional territory. The partner’s trip 
built trust with the community and 
showed he cared about the community, 
significantly advancing the progress of 
the Working Group.



“Inform external partners of community events, 
celebrations, band meetings, and community 
spirit and help partners understand community 
expectations and protocols.

“Coordinate community meetings, set-up travel 
arrangements, write meeting agendas and notes, 
and develop innovative ways to get people 
involved.

“Keep updating community members and 
partners on challenges and progress and follow-
up with people to ensure commitments are 
fulfilled.

“Fulfill more specific roles as projects develop 
such as encouraging community members to 
apply for jobs or educational programs.

“Do you need clarification on any aspect of your 
role? I want to make sure you are completely 
comfortable with what you are doing. I also want 
to ensure you have all the tools to complete the 
tasks you are given or decide to take on,” Roy 
offers. 

“Well, as you know I am shy and it’s tough for me 
to ask people to lend a hand in our project. I get 
nervous asking friends and family to come to a 
meeting. Any suggestions on things I can do to 
get people interested?” Eve asks with a blush.

“From my experience, coordinators can generate 
excitement by chatting with people on the streets 
and in coffee shops; updating Chief and Council 
and band administrators, and attending band 
meetings; talking with people informally at 
gatherings and putting up posters.” Eve’s face 
lights up a bit as new ideas of how to get people 
engaged swirl in her mind like the seagull 
frolicking in the wind above the harbour. 

“I never thought about handing out flyers, that’s a 
great idea. I will  draft up a flyer and send it to the 
Working Group for feedback,” she promises. 
“Hopefully having something that I can give to 
people will give me courage to ask people to get 
involved.”

“Alright, I look forward to seeing the flyer. Lastly, I 
wanted to recognize you for the great work you 
are doing. At the next community meeting I want 
to showcase your new skills and confidence you 
have built up over the past few months. How 
would you feel about addressing the Working 
Group and say a few words.”

“Well, okay. I can give it a try,” Eve smiles shyly. 
As they continue talking in the small  coffee shop 
overlooking the harbour, we will  pause to explore 
the role of Roy, the Community Liaison. 

COMMUNITY LIAISON

Establishing an ongoing presence that links the 
community to outside partners and resources has 
proven to be important for Ahp-cii-uk success. An 
outsider can ask questions and act as a 
cheerleader for the project in ways that might be 
difficult for a community member. Also, the fact 
that an outsider would consistently spend time in 
a community is a gesture of interest and respect 
that carries its own meaning. For trust to be 
established between partners there needs to be 
someone who is genuinely interested in spending 
a considerable amount of time in the community, 
going to cultural events, exploring traditional 
territories and working with the local coordinator.

For these reasons Ahp-cii-uk has a community 
liaison who:
‣ Oversees and supports coordinators and de-

velops coordinator capacity
‣ Keeps things moving forward, updates part-

ners, and gets people interested in projects
‣ Executes Working Group wishes and follows up 

with people who committed to take action

Checking-in with Roy and Eve, it appears they 
have gotten side-tracked talking about the 
productivity of the salmon runs this year, so let’s 
take another few minutes to explore what it took 
to get to the point where Roy, Eve and the rest of 
their Working Group were holding regular 
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meetings and conference calls to work on their 
community project. 

COMMUNITY INVOLVEMENT

To generate community involvement in the 
Initiative, Ahp-cii-uk staff had to get involved in 
Eve’s community. As the selected projects were 
taking shape, the community liaison and other 
Ahp-cii-uk staff walked around the community, 
attended family and community meals and 
participated in cultural 
events . They asked 
community members 
who attended the big 
community sessions to 
be further involved in the 
hope that many would 
return to continue the 
work they started. 

To get people interested 
it helped to explain that 
this is not a program that 
will  quickly come and go, 
rather the intention is for 
outside partners and 
community members to 
w o r k t o w a r d t h e 
community’s dreams for 
years to come. Although 
many people in Eve’s 
community were excited 
about the project, it was 
important for Ahp-cii-uk 
staff and partners to 
h a v e r e a s o n a b l e 
e x p e c t a t i o n s a b o u t 
community involvement 
as First Nation community members are often 
extremely busy with family, community, social, 
volunteer and work commitments. 

Many people will volunteer a day or two for a 
worthy cause, but few jump at the opportunity to 

be involved in the long term planning process that 
many projects demand. Although it’s probably 
reassuring for people to know this is not a 
program that quickly passes through, only a small 
core group of people could be regularly engaged. 
Involving people in tangible ways with limited 
expectations of future involvement was a good 
approach to get people interested in the 
community projects and to break down barriers to 
participation. For instance, a logo contest, a meal, 
or a basketball game were creative ideas used to 
invite and energize people. 

In Eve’s community a 
few people wanted to be  
p a r t o f l o n g t e r m 
planning, others came 
out for a dinner, and lots 
of people, who were not 
ready or able to be 
involved in a deeper way, 
have stayed up-to-date 
behind the scenes. 

A significantly smaller 
n u m b e r o f p e o p l e 
a t t e n d e d t h e f i r s t 
m e e t i n g s a f t e r t h e 
Community Dialogue and 
Leadership Development 
Workshop. For example, 
in Eve’s community of 
seven hundred people 
100 people attended the 
Community Dialogue and 
15 attended the first 
Working Group meeting. 
In following meetings, 
participation ranged from 
3 to 30 people and a 

core group of community 
members began to come out to most meetings or 
events.
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Intra-Community Conflict

In one community a conflict between 
the local coordinator and a Working 
Group member was pulled into all 
aspects of the Initiative. 

Some partners and council members 
were pulled in to take sides. The Chief 
was understandably upset and the 
Initiative was in danger for a brief 
time of being pulled from the 
community.

In Ahp-cii-uk we have an opportunity 
to work out our differences in a 
constructive and supportive way.

Personal conflict, not related to the 
Initiative, can creep into the Working 
Group. By not taking sides or getting 
involved in personal conflicts, everyone 
has the opportunity to learn how to 
communicate with respect and to move 
past personal issues and work with the 
principles of good conflict resolution.



WORKING WITH CHIEF & COUNCIL

After the Community Dialogue and Leadership 
Development Workshop in Eve’s community, it 
was important for Ahp-cii-uk to keep Chief and 
Council in mind because, as is the case in most 
communities, little happens that’s not sanctioned 
by Chief and Council. Ideally, Council  sees the 
Initiative as a useful way to mobilize community 
members around key issues. Few Initiatives can 
succeed without at least tacit acceptance by 
Council, but this kind of Initiative is about grass 
roots involvement. It’s important that Council 
accepts and supports the Initiative generally 
without trying to take it over or dictate how it 
should proceed. 

Periodic meetings with Council were valuable to: 
‣ keep lines of communication open so they have 

full awareness of what the Initiative is up to and 
what it is trying to achieve

‣ provide opportunities to hear what they are 
working on

‣ explore ways they can help out. 

The Councils were incredibly open to sharing their 
collective body of knowledge and would often link 
the Initiative to other things going on in the 
community. 

In each community a Council  member or a band 
staff person were asked to regularly update 
Council on behalf of the project. Relationships 
with band administrators were also developed, as 
band administrators are often important movers 
and shakers in the community. 

Traditional Chief’s involvement in community life 
varies with each community, but it’s important to 
figure out when they need to be consulted with 
activities in their hahuulthi  (traditional territory). 
Spec i f ic  pro jects requ i re more Ha’wi ih 
involvement than others. For example, when 
planning the carving and raising of a twelve foot 
Welcome Figure in Ahousaht, talking with the 
Chief in charge of welcoming was very important 

to get permission to go ahead with the project and 
to ensure traditional protocol was adhered to. 

YOUTH ENGAGEMENT

After the Community Dialogue and the Leadership 
Development Workshop, Ahp-cii-uk worked to 
keep existing, and create new, connections with 
youth. In the communities we worked in, getting 
youth active and involved was one of the highest 
priorities. Youth engagement was either focused 
with select discrete activities and events, or was a 
long-term process that supported youth reaching 
their dreams and deciding how they wanted to 
contribute to their community. 

We found when we put considerable effort into a 
select number of youth events that are fun, 
interesting, and make youth want to be 
increasingly involved; we had more success than 
when a variety of events with moderate effort 
were planned. 

When asking youth what they would like for their 
community a diverse range of interests came up: 
hip-hop singing and dancing, the creation of a 
youth council, trips to youth meetings, the building 
of a youth centre, etc. Activities that sometimes 
sat well outside of the scope of the chosen 
project(s) would have taken a take a great deal  of 
effort to do properly. In situations like these we 
determined if youth projects were part of the 
larger project or whether they were separate spin 
off activities.

It was sometimes challenging to find out how to 
involve youth in meaningful  ways One thing we 
determined: meetings with adults are the most 
boring things in the world to youth.

EXTERNAL PARTNERS

Let’s check back with Eve and Roy to see if they 
have finished their discussion on fisheries. 
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“Thanks again for a great lunch Roy,” Eve says as 
she brings some sweets from her kitchen. It looks 
like Eve and Roy have finished their salmon 
daydreaming and have migrated from the coffee 
shop to Eve’s house in order to get back to work. 

“No worries, the pleasure was all mine,” insists 
Roy as he grabs a cupcake from her tray of 
delicacies. 

“Roy I wanted to talk to you about partner 
Rebecca Smith from the Credit Union. She does 
not show up much to meetings and on conference 
calls she barely says a word. On calls I wonder 
whether she joins the call  then goes into the next 
room to have a bath or something. What should 
we do?” Eve probes. 

“The best ways to keep partners active is to 
continually update and check-in with them,” says 
Roy. “Knowing what is going on and having an 
opportunity to put their two cents in draws people 
in. We can also ask people like Rebecca to 

contribute in specific ways if she does not have 
enough time to be involved in all  the business of 
our group. She could help us out with a specific 
marketing piece or her company could sponsor 
shirts for us to raffle off,” Roy suggests as crumbs 
tumble from the cupcake onto his shirt.

Offering Roy a napkin Eve answers, “I guess you 
are right. People’s level of participation ebbs and 
flows and I’m beginning to understand that her 
involvement is valuable today, and who knows 
how much she will be involved in the future. And I 
know what it’s like to be in her position. 
Sometimes I can’t make it to dance practice for a 
few months, but I still like to know how it’s going 
and I am planning to dance a lot more next year.”

“Exactly. By the way, when am I going to get a 
chance on the dance floor to show my moves? I 
could do a...well...a seagull dance” Roy utters 
with a smirk. “Seagulls are under-appreciated you 
know. Everyone talks about the mighty eagle and 
mischievous raven while no one talks about the 
glorious seagull,” Roy jokes. 

SHIFTING PROJECTS & EXPECTATIONS

As Eve laughs at the thought of Roy dancing in an 
all  white outfit with a bright yellow beak, she 
wonders whether it would be a good idea to bring 
up something one of the external partners told her 
on the phone last week.

“Roy, before you and others joined the conference 
call  last week, Terry Braher from the Island 
Energy Corporation said he was concerned with 
the pace of our work. He thought it seemed like 
we were still just talking about stuff and we have 
been continually switching projects. He thinks we 
should have immediately picked one project and 
got it done. I did not know what to say. Can you 
talk with him?” 

“Sure thing,” says Roy. “I know Terry has been 
getting very revved up and ready to go. This is a 
good thing. But what Terry needs to understand is 
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that project itself is not the most important thing; 
the project is only a vehicle for engaging people in 
the community and partners in a process of 
working together. For example, we started out 
wanting to do a complex community project with 
an elders’ centre, but in working toward that 
project community members realized we needed 
to enhance our collective capacity before we 
could work on such an ambitious project. So, we 
had to switch to a more modest project. If the end 
goal  was only to get an elders’ centre built, we 
could have had that completed in a few months 
by shipping in a standard modular building. Much 
of the benefit of the Initiative is to involve people 
in building things with their hands so they 
understand what it takes to get a project like this 
completed by the community and they feel a 
sense of pride in it. 

“I think it’s important we work with partners and 
community members to assist them in adjusting 
their expectations around pace and progress. I 
also think its vital  we celebrate our successes and 

acknowledge our progress so people know we 
are moving forward. Let’s talk to Terry together.” 

As Eve sifts through notes to find Terry’s phone 
number, Roy notices a woven cedar hat on the 
top of a bookcase. “Did you make that?” Roy 
probes.

“Yes, my grandmother taught me to weave. I 
started when I was eight and have been doing it 
ever since. I teach youth at the youth centre how 
to make headbands, hats and baskets. When it’s 
nice out and not raining like it is today I sit outside 
by the playground with friends and we laugh away 
as we weave and talk.”

“Wow, you do incredible work. Is there any way 
you could teach me how to weave something very 
simple. I don’t have the steadiest hands but I 
would love to try,” Roy asks.

As Eve shows Roy how to weave, they drift into a 
discussion on carving, dancing, and traditional 
protocols. Outside, a Raven calls loudly and 
persistently.
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RAVEN’S PEOPLE

Exploring the realm where ocean and land 
become one, I look back to inspect the tracks I’ve 
been forging across the damp sand. As the rising 
tide erases my footprints with a gentle wave, a 
ƛusmit (herring) is washed ashore. Flipping and 
flopping down the beach it lands between my feet. 
What a great gift! I fling the ƛusmit into my mouth, 
swallow it whole, and savour the sensation the 
slippery fish makes as it slides down my throat. 
Yum! If a ƛusmit washes onto the beach I have 
the privilege of enjoying it, and any other food that 
is found at the waters edge, before everyone else; 
this is my right for stealing the light of day. 

But I don’t explore the beach only when I’m 
hungry. I also find it a great place to think. Before 
the ƛusmit gave itself to me I was reflecting on 
how good it is to see that my communities are 
dreaming more about their futures. I know dreams 
don’t turn into reality on their own, but dreaming is 
a vital step along the journey of making things 
better. 

I also know that turning dreams into reality takes 
great effort and preparation. My people used to 
hunt whales and prepared for the challenge for up 
to five years by fasting, praying, and isolating 
themselves from friends and family. 

Today, I see my people preparing for a different 
kind of momentous endeavour: learning together 
how to make their communities great places to 
raise healthy Nuu-chah-nulth children. Like the 
whale hunt, today’s challenge will  take years of 
preparation and dedication by the people to reach 
their goal. 

Sometimes you have to experiment before you 
get things right. Like when I was trying to steal the 
light of day from the Chief across the water who 
held it in the box. I transformed into a salmon to 
be caught by the Chief’s nets. But I made myself 
way too big and people knew it was me, so my 

plan did not work. As with my plan to steal the 
light of day, my people will need to experiment 
until they find ways that work best for them in their 
journey of making their communities the way they 
want them to be. 

In another attempt to steal the light I made myself 
into a tiny leaf to be swallowed by the Chief’s 
daughter, making her pregnant. When I was born, 
no one knew the boy was really me. Even though 
I grew quickly, it took a long time for me to be old 
enough to play in the canoes in order to carry out 
my plan to steal the day box. I had to have a lot of 
patience, not one of my stronger traits. But with 
the help of my friends, I finally succeeded.

In my experience, when trying to turn dreams and 
hopes into reality it helps to be part of a team. I 
had mice and my friend Wren to help me out. 
Wren, the wise one, gave me great advice and 
mice chewed holes in people’s canoes so they 
could not chase me when I eventually stole the 
light of day. Without these friends my people 
might still  live in darkness. Building new 
relationships with outsiders and finding new ways 
for people of different walks of life to work 
together will help my communities move forward.

Recently, while gliding about, I have heard people 
use the expression “ahp-cii-uk”, meaning going 
the r igh t way. Ahp-c i i -uk expresses a 
transformation I am seeing in my people: They 
are escaping from dependency; focusing on 
community strengths; working together in new 
ways ; and fos te r ing commun i t y p r ide . 
Transformation can take a long time and careful 
preparation even if it seems to occur quite 
suddenly. Whether it’s learning to morph into 
another shape or changing into a healthy, 
prospering community, transformation often takes 
humility, strength, practice, and patience.
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Although my people are indeed beginning to ahp-
cii-uk, I do not know exactly what the future has in 
store. But from what I have seen in the past few 
years, my communities are working towards being 
healthy places to raise Nuu-chah-nulth children. 
And although the community of the future I visited 
before still may be a way off, I know this vision 
can eventually be created. I also believe.... 
SPLASH! Awww shucks. That’s what I get for 
thinking too much!!

Dripping from a wave that drenched him from 
head to toe, Raven chuckles as he flaps his wings 

to shake off the salty moisture coating his 
feathers. He watches the next wave to make sure 
he does not get caught off guard again. Then 
suddenly, he is once more surprised by the 
ocean, but this time it’s a good surprise. A 
speckled brown ṕuuḥu  (flounder) washes up on 
the shore directly in front of him, it’s white belly 
now exposed to the air and to the sky. Raven 
smiles as he starts to eat the fish for breakfast as 
the morning sun leisurely rising above the 
horizon. 
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AHP‐CII‐UK ADMINISTRATION

ROLES THAT NEED FILLING

Once an invitation had been extended, finding the 
right people to fill  all  the roles required by Ahp-cii-
uk was not too difficult.

The roles may be filled by different individuals, in 
combinat ion or s ingular ly. Each set of 
circumstances will be unique to each community. 

PROJECT DIRECTION

Ahp-cii-uk gained momentum with the hiring of a 
project director who brought with him a cadre of 
experienced facilitators and helped find a project 
l eader to beg in o rgan iz ing commun i ty 
involvement. 

The project director’s role was to manage the 
process of designing and building the Initiative 
from the ground up. 

PROJECT MANAGEMENT/LEADERSHIP

The project manager, or project leader, managed 
a n d c o o r d i n a t e d t h e a d m i n i s t r a t i o n , 
communication and finances of the Initiative in the 
start up phase. 

If one community is working on its own, the local 
coordinator, depending on that person’s capacity, 
may fill the role of project manager/leader. If more 
than one community is participating, the project 
manager can work on behalf of them all.

In the Ahp-cii-uk pilot project, the project leader 
kept contact lists and communicated regularly 
with the other people fulfilling roles in the 
Initiative. She kept track of the budget and 
finances and hired the local  coordinators. In 
reality, because this Initiative was a pilot and there 
were many unknowns, the project director helped 
significantly with project management and also 
hired the facilitators. In another Initiative, the 

project manager would most likely coordinate all 
management functions.

FACILITATION

The role of facilitator is to lead participants 
through the workshops. Ideally, this role will  be 
filled by someone familiar working with a 
consensus based decision making model.

Three facilitators led Ahp-cii-uk participants 
through the workshops described later on in this 
handbook. The facilitators told many stories that 
both entertained and stimulated reflective thought. 
They were able to get at the heart of what people 
said, and find similarities and synergies between 
them. 

The facilitators collaborated on the design of the 
workshops and relied upon their many years of 
experience working with First Nations as well as 
their experience in conflict resolution, consensus 
based training, and the facilitation of workshops of 
many kinds. 

The facilitators were occasionally called upon to 
manage difficulties. Intra-community conflicts, 
unrelated to Ahp-cii-uk, did arise. Sometimes 
these were longstanding or even mult i-
generational. In these cases, facilitators were 
sensitive enough to recognize these before they 
erupted and worked to keep participants on track. 
On one occasion this was not possible, and the 
facilitator’s flexibility was the key to bringing the 
process back to a good place.

Facilitators also took primary responsibility for 
high-level  communications with Chief and Council 
and with local businesses as the Initiative 
progressed.
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LOCAL COORDINATION

Local  coordinators were hired as soon as the 
project leader was familiar with the communities. 
Having someone who intimately knew the 
community was essential for finding the go-
getters and getting the word out about the 
Initiative. 

In one community, a capable coordinator took the 
role and has held it for 2 years. In the other 
communities there has been some turnover due 
to changing life circumstances. 

These energetic  people have helped organize 
meet ings, worked d i rec t ly on pro jects , 
encouraged community members to get involved, 
and managed the administration of things like 
budgets for local events, travel arrangements, 
catering, and many other details. 

The coordinators were given laptop computers to 
work from and generally worked either from 
home, their business, or the band office. There 
has been an excellent opportunity with some of 
the coordinators to build capacity in conjunction 
with either the project manager or the community 
l iaison. In this case, both parties have 
experienced a high level of growth.

Finding and keeping local  coordinators was one 
of the challenges faced by Ahp-cii-uk. Band 
members with well  developed organizational and 
office skills were often already employed. In these 
cases someone wanting to train in these areas 
was hired.

An Ahp-cii-uk staff member was required to 
support the local coordinator and move projects 
forward. The role of community liaison is the 
bridge between Ahp-cii-uk management and the 
loca l coo rd ina to r. Beyond he lp ing the 
coordinators, the community liaison was a 
reminder of Ahp-cii-uk’s commitment to the 
community.

LIAISING WITH THE COMMUNITY

The community liaison establishes an ongoing 
presence that links the community to outside 
partners and resources. 

During the start of Ahp-cii-uk the project leader 
liaised with communities, but we learned that a 
more consistent presence was desirable in the 
communities and so a new position was created 
in the second year. The community liaison now 
travels from community to community on a regular 
basis. The fact that he shows up consistently has 
not been lost on the communities who appreciate 
his dedication. 

The community liaison also supports the local 
coordinators in their jobs when required. He 
shows an interest in the culture and acts as a 
cheerleader for the project in ways that might be 
difficult for a community member. He also helps 
with technical and administrative support and 
communication in the communities.

PARTNER RECRUITMENT

This role can be done by anyone involved in the 
project who is comfortable talking to business 
owners and executives. We found receptive 
external partners who wanted to learn about 

Ahp‐c i i ‐uk  — A Handbook  for  Creat ing Last ing Change  in  F i rst  Nat ion Communit ies

34



engaging with First Nations in a low-risk way. 
Contacts in the corporate, non-profit and 
government realms were approached and asked 
to participate. A $10,000 donation was requested 
where it seemed appropriate. Most organizations 
also chose to contribute 10 - 20 days of staff time 
to work directly with the community in project 
development.

FUND‐RAISING

Funding to plan, implement and document this 
pilot Initiative was provided by Health Canada and 
the BC Ministry of Aboriginal Relations and 
Reconciliation. Fundraising from corporations and 
foundations was done as part of the partner 
recruitment. 

In some communities close to major industries, 
corporations may be approached to fund a 
community development process. 

The Ahp-cii-uk Society can be contacted to 
discuss options for funding.

CULTURAL GUIDANCE

Our cultural guide was a professional Nuu-chah-
nulth woman from Ahousaht. While she currently 
lives away from home, she seems to know, or at 
least know about, every Nuu-chah-nulth person. 

Since non-Aboriginal people filled several  of the 
roles, it was important to have an insider to the 
culture to answer questions and help guide 
actions. External  partners also appreciated having 
s o m e o n e t h e y c o u l d a s k a b o u t t h e 
appropriateness of their ideas or actions. 

GOVERNANCE

The Nuu-chah-nulth Leadership Initiative made 
governance decisions through a committee of the 
initiating partners and project managers. These 
include design of the Initiative, budget and 
expenditures, and hiring of staff.

Having a committee make decisions was not 
without difficulties, but also had its benefits. 
Different perspectives had to be taken into 
account as everyone learned about consensus 
decision making in a very hands-on way. This 
group also helped raise funds and awareness, 
find appropriate partners, and act as a sounding 
board about community issues.

The governing body may simply be the people 
employed by the Initiative. However, a broader 
community of advisors may be desired.

AHP‐CII‐UK SOCIETY

The Ahp-cii-uk Society provides support for 
communities wanting to engage in a community 
development process modeled around Ahp-cii-uk. 

Along with providing guidance and support, the 
Ahp-cii-uk Society can help find qualified 
facilitators and managers. If more than one 
community wants to band together, a community 
liaison can be found to support the local 
coordinator. 

Community Action Fund

After extensive fundraising, we had a 
CAP fund of $300,000 to be split 
between the three communities. 

To avoid the appearance or reality of 
nepotism, the fund could not be used 
to hire band members to work on a 
project. It could be used as seed 
money to help locate other sources of 
funding for hiring, and for other 
planning and developing purposes. 
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FINANCES & BUDGET

Observing a few principles about expenses 
helped us keep things uncomplicated. 

‣ External partners pay their own expenses to 
travel to meetings or participate in any way.

‣ The Community Action Fund can be accessed 
by producing an action plan with a budget. 

The Initiative is independent of Chief and Council 
and the budget did not go through the band 
council in any way.

BUDGET BASICS

In the beginning managers and facilitators are 
required to get the Initiative off the ground. They 
help communities define their projects and learn 

to work in a good way. As the Community Action 
Projects  begin, local coordinators begin to take 
on more of the work and the balance begins to 
shift away from mangers and facilitators. External 
partners also begin to leverage their connections 
to provide needed goods and services. As the 
direct costs of the Initiative falls, contributions to 
Community Action Projects rise.

The external partners’ travel and wages were paid 
by their organizations. No dedicated Ahp-cii-uk 
office was kept so salaries included the use of the 
private offices of personnel. If hired personnel are 
found close to the communities, traveling costs 
can be kept low. If more than one community is 
being engaged, certain costs can be shared. 

The budget below represents an estimate for one 
community with staff living relatively close by.
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First year budgetFirst year budgetFirst year budget
Project Management $60,000 2 days per week @ $500/day. $5,000 travel.

Facilitation $24,000 20 days @ $1000 per day. $4,000 travel.

Local Coordination $20,000 20 hours per week @ $20 per hour. 

Community Liaison $24,000 4 days per month @ $250 per day. $10,000 travel.

Cultural Advisor $6,000 12 days @ $500 per day.

Fundraising $5,000 10 days @ $500 per day.

Partner Recruitment $5,000 10 days @ $500 per day.

Computer Equipment $3,000 For local coordinator

Catering $10,000 For meetings

Communications $5,000 Posters, brochures, newsletters, conference call line.

Community Action Fund $50,000 Raised from partner participation

Total First Year Budget $206,000
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Second year budgetSecond year budgetSecond year budget
Project Management $30,000 1 day per week @ $500/day. $4,000 travel.

Facilitation $12,000 10 days @ $1000 per day. $2,000 travel.

Local Coordination $20,000 20 hours per week @ $20 per hour. 

Community Liaison $24,000 4 days per month @ $250 per day. $10,000 travel.

Cultural Advisor $1,000 2 days @ $500 per day.

Fundraising $2,500 5 days @ $500 per day.

Partner Recruitment $2,500 5 days @ $500 per day.

Catering $10,000

Communications $5,000 Posters, brochures, newsletters, conference call line.

Community Action Fund $50,000 Raised from partner participation

Total Second Year Budget $157,000



HOW‐TO SUMMARY

PRINCIPLES TO OBSERVE

‣ Use a good way to a good place

‣ Go slow to go long

‣ We are all in this canoe together

FILLING NECESSARY ROLES

‣ Fill the roles of project manager, facilitator, local 
coordinator, partner recruitment, community 
liaison and cultural advisor

PRE‐WORKSHOP COMMUNITY WORK 

‣ Gain an invitation to the community

‣ Meet with Chief and Council to clear the ground 
for grassroots community work

‣ Spend time in the community to meet people 
and tell them about the Initiative

PARTNER RECRUITMENT

‣ Approach potential partners in government, 
corporations & other organizations

‣ Where appropriate, ask them to contribute a 
staff member to work with the community and a 
financial contribution for the Community Action 
Fund

WORKING WITH CHIEF & COUNCIL

‣ Council are usually supportive and appreciate 
updates

‣ Chief and Council can be kept informed 
through regular contact

‣ Council may need to be reminded the Initiative 
is led by the grassroots and is not a tool of 
council 

COMMUNITY INVOLVEMENT

‣ Many community members are motivated to 
help improve the lives of their people

‣ Reach out to elders, youth, professionals, SA 
recipients, and band staff

‣ Ensure everyone feels welcome and their input 
appreciated

PARTNER ENGAGEMENT

‣ Hold a meeting to orient external partners to 
the First Nation & to Ahp-cii-uk

‣ Keep partners engaged by asking them for 
specific ways they might contribute

‣ Keep partners informed of upcoming meetings 

ORGANIZING WORKSHOPS

‣ Use all vehicles of community communication 
to let people know about meetings

‣ Give plenty of notice so external partners can 
clear their schedules

‣ Plan meals and cultural activities to help break 
up the meetings

‣ Hold regular meetings when the workshops are 
completed

ADMINISTRATION 

‣ Consider forming a governance board

‣ Quarterly reports are recommended to docu-
ment activity

‣ Keeping a close watch on budgets will help en-
sure the longevity of the Initiative

Ahp‐c i i ‐uk  — A Handbook  for  Creat ing Last ing Change  in  F i rst  Nat ion Communit ies

38



APPENDICES

Ahp‐c i i ‐uk  — A Handbook  for  Creat ing Last ing Change  in  F i rst  Nat ion Communit ies

39



APPENDIX I — WHAT IS AHP‐CII‐UK DOING?

Ahp-cii-uk is a unique approach to economic and 
social development in First Nation communities. 
There are many good reasons to use this 
approach. Its grass-roots approach builds 
capacity, uses consensus decision making and 
focuses on community strengths. Ours is an 
emergent theory of change that has taken 
inspiration and direction from the communities in 
which it operates as well  as the partners who 
contribute their time. 

RESPECTING NUU‐CHAH‐NULTH 

CULTURE

Ahp-cii-uk began with a commitment to help three 
Nuu-chah-nulth communities become better 
places to raise children and to see whether 
progress towards this goal  could be enhanced by 
involving a range of different people with different 
backgrounds, access to resources and ways of 
viewing the world. Ahp-cii-uk adapted a 
methodology successfully used in other contexts 
that involves people with different backgrounds 
and uses consensus based decision making to 
share the responsibility and accountability for 
designing the process of working together and 
achieving outcomes with the community.

By sharing the responsibility of how we work 
together, Ahp-cii-uk has been able to incorporate 
some key Nuu-chah-nulth ideas in the way it 
operates. At the core of our emergent theory of 
change is the Nuu-chah-nul th pr incip le 
Heshookish tsawalk, or everything is one. What 
this means in practice is that all aspects of life in 
c o m m u n i t i e s a r e i n t e r c o n n e c t e d a n d 
interdependent. There is no single issue which, if 
addressed, will  by itself result in lasting change. 
Housing, poverty, health, education, employment 
and governance are all  important, but they need 

to be addressed in a holistic way that recognizes 
their interdependence. Instead of being a new 
program designed to address only one aspect of 
communities’ challenges, Ahp-cii-uk helps 
communities reweave their social fabric, 
overcome internal differences, create access to 
opportunities, and rebuild a sense of respect, trust 
and hope. These last four mentioned priorities are 
essential  parts of dealing with the most 
fundamental challenge facing First Nation 
communities which is a culture of dependency. 
While there are exceptions, too few people in 
these communities feel they have the power and 
opportunities to build better lives for themselves, 
their children, and their grandchildren. Flexible 
Initiatives, encouraging people to take action in 
this regard, is a step in “the right way.”

Ahp-cii-uk builds on another principle common to 
many indigenous cultures, expressed by the Nuu-
chah-nulth as wii-tsiki-ach-cu. In the Ahp-cii-uk 
context wii-tsiki-ach-cu means when making 
decisions or taking action, you pause to consider 
options for moving forward. Through the act of 
pausing you are better able to move forward with 
iisaak — respect. The idea is to act carefully and 
deliberately to ensure long-term success, rather 
than make hurried, incomplete or partially 
informed decisions, or generate a lot of ineffective 
activity. Becoming attuned to this principle has 
been an important step for those from outside the 
communities who may need to learn to work 
differently around schedules, community and 
personal priorities, and ways of working on 
projects. Failure to understand and do justice to 
this principle, as well as the failure to understand 
the significance of the interconnectedness of all 
aspects of community life, may be part of the 
reason why so many efforts to help First Nation 
communities have failed to produce lasting 
change.
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OUTCOMES

With the principles of Heshookish tsawalk and wii-
tsiki-ach-cu in mind, Ahp-cii-uk focuses on two 
aspects of capacity building. One is helping 
people in communities develop capacities 
essential to improving their communities, from 
mundane but important activities such as 
organizing meetings, to learning to manage 
projects and finding constructive ways of dealing 
with differences. The second aspect is building 
external partner capacity to operate effectively 
and respectfully with First Nations. Having 
outsiders show interest in observing proper 
protocols and demonstrating understanding of 
some aspects of a community’s culture indicates 
respect for their special qualities. Also, a 
continued presence in communities over a multi-
year per iod bu i lds t rus t , demonst ra tes 
commitment and gives partners the freedom to 
experiment with new ways of doing business.

The vehicles for change in each community are 
projects that have been identified by community 
members as being significant in making 
communities stronger. The projects are at least as 
important for what they accomplish along the way 
as they are for delivering concrete outcomes. 

One project which focuses on the renewal of a 
trail  for economic benefit as well as historical and 
cultural resurgence can be used as an example. 
Planning the trail redevelopment spurred many 
people from the community to go out on the trail 
which reconnected them to significant parts of 
their traditional  territory. People gained income 
and experience through the jobs created. 
Longstanding differences between the community 
and provincial authorities with responsibilities for 
sections of the trail  were overcome to the extent 
that cooperative projects could be undertaken. 
Partners from outside, as well as those from 
inside the community, learned about the protocols 
around carving and raising a welcome figure that 
elders said was important to doing things the right 
way. Young people participated in a contest to 

create a logo for the trail. Contributions of money 
and in-kind support from a range of private and 
public sector sources demonstrated commitment 
and solidarity with the community’s goals. This 
was reinforced by a celebration attended by many 
people from the community, community members 
who live elsewhere, and outsiders to mark the 
raising of a welcome figure. 

In all, the pride felt by the community, especially 
by those who were recognized for their 
contributions, was more important than any 
increase in revenue to the community through 
tourism. The learning experienced by people 
involved in the project was more important than 
the physical improvements to the trail. The fact 
that more than one hundred people were involved 
in some way and took some initiative to apply for 
a job, enter a contest or get involved in planning a 
community celebration is perhaps the clearest 
measure of the impact of this project on the 
“culture of dependency”. In addition, the 
relationships built in the process provide an 
important platform for further actions, some of 
which are already under way.

The value of Ahp-cii-uk is not easy to take in “at a 
glance” or to measure with a pre-determined set 
of indicators. Its value is as much in the process 
and activities as in the concrete outcomes; Ahp-
cii-uk can be looked at in a different light through 
the lens of Nuu-chah-nulth concepts. While its 
ultimate objectives have to do with making the 
communities good places to raise a healthy Nuu-
chah-nulth child, its immediate impacts are 
necessarily going to be in terms of individuals 
feeling differently about themselves, being willing 
to take initiative even in small ways such as 
sharing with others a goal they have for 
themselves or their community, or responding to 
an invitation to take part in project planning. Just 
as important is the understanding and respect 
developed in outside partners who are learning 
how to participate in a way that builds on the 
strengths of the community at a pace that the 
community believes is appropriate.
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 THE OVERALL CONTEXT

There is an unconscionable gap between the 
health, education and income levels of First 
Nations communities and those of other 
Canadians. Unfortunately, there are many 
obstacles to the success of programs (as 
conventionally offered) aimed at closing these 
gaps. Ahp-cii-uk complements the many existing 
programs intended to assist First Nations by 
providing some discretionary funding as well  as 
access to specialized knowledge and resources 
that can be used to assist communities develop 
their own agendas for change.

Lack of jobs, overcrowded homes, poor diets, 
poor water and community infrastructure, isolation 
from other communities, family intergenerational 
conflict, and short governance cycles create 
conditions where many government programs are 
under-utilized.

Struggling communities with the greatest needs 
may have the least capacity to access and use 
programs effectively. More critically, programs are 
usually targeted at specific  issues like mold 
remediation or youth suicide reduction, but the 
problems are interconnected. 

The way economic and social resources are 
controlled is affected by dependence on 
government, and lack of capacity and tools to 
engage in a society that does not recognize the 
worth of traditional  Aboriginal values. This is 
compounded by the effects of colonization and 
residential school  trauma at an individual and 
community level.

At the same time, a number of Canadian 
corporations are suffering from labour shortages 
while many First Nations people are under-
employed. The corporate sector may often lack 
clarity on how best to engage Aboriginal 
communities and has little knowledge about how 
to bui ld and sustain re lat ionships wi th 
communities once engaged. 

First Nation leaders and senior civil servants 
agree that conventional programs targeted at 
addressing community challenges are not helping 
communities become more resilient, healthier 
places. Ahp-cii-uk is an alternative to a “program 
approach” way of fixing problems in First Nation 
communities. Instead, it builds relationships, 
conflict resolution, confidence, and trust while 
finding ways to weave together community 
priorities with access to needed resources. 

BEYOND CURRENT LEADERSHIP

Chief and Council are busy with meetings and 
decision making in the community often while 
be ing fu l l y employed e lsewhere. Band 
administration personnel are often the most 
knowledgeable and capable of making things 
happen, but are stretched to their limits managing 
existing programs and reporting to funders. Many 
communities lack the capacity to access needed 
programs. 

Because band administrators or councilors almost 
always negotiate for programs, individual 
community members have little sense of 
ownership over the programs and are inclined to 
act as passive recipients, even when the 
programs are intended to help break down cycles 
of dependency.

AHP‐CII‐UK’S STRENGTHS

The Ahp-cii-uk Nuu-chah-nulth Leadership 
Initiative proved that a holistic approach to 
Aboriginal community economic and social 
development could partner outsiders with 
communities to form bonds of friendship and 
mutual  learning. These partnerships have made 
significant in-roads to creating a wide variety of 
community benefits.

An independent evaluation was conducted after 
one year of activity and demonstrated that while 
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each community had a long way to go, all  the 
communities were benefiting from the Ahp-cii-uk 
experience (see Appendix III).

CONSIDERED APPROACH

 The init ial approach of Ahp-cii-uk was 
collaboration between the Initiating Partners and 
the management team at Simon Fraser 
University’s Learning Strategies Group. The 
Initiating Partners included representatives from 
the Nuu-chah-nulth Tribal Council, BC Ministry of 
Aboriginal Relations and Reconciliation, Health 
Canada, and Synergos Institute, an anti-poverty 
charity specializing in multi sectoral partnerships. 
The team from Simon Fraser University included 
a team of facilitators with extensive experience in 
designing processes to address challenges faced 
in First Nations communities.

One important principle of Ahp-cii-uk is reflective 
learning, and the Ahp-cii-uk team learned a great 
deal  from field-testing this Initiative. Changes 
have been made to the approach based on what 
was learned. Some of the recommendations of 
this manual are what the team considers the best 
choice for moving forward and are not necessarily 
what happened during the pilot phase of the 
project.

What has not changed are the three key 
principles guiding the development and 
implementation of Ahp-cii-uk.

AHP‐CII‐UK PRINCIPLES

CONSENSUS

Consensus based decision making is central  to 
the way Ahp-cii-uk works, and why it works so 
well. Consensus decision making is more like 
traditional ways of community decision making 
than voting is. 

In consensus decision making, everyone’s opinion 
can be heard. Disagreements are discussed and 
mutual ly sat isfying solut ions are found. 
Sometimes the decision arrived at is not ideal  for 
one or more parties. However, everyone is asked 
to be flexible enough to decide if they can live 
with a given choice. If a member of the team or 
community can’t live with a choice, the decision is 
not carried forward.

Consensus in the Working Groups ensures 
equality between community members and 
external partners. It leads to cohesion rather than 
fragmentation. Since everyone must agree for a 
proposal to become a decision, no one’s interests 
are ignored unless they are unwilling to speak up.

Seeking consensus extends to decisions that 
affect the community as a whole, as consultation 
to gain the consensus of the community as a 
whole is sought . Regular updates and 
communication from the Working Group to the 
general community are part of how Ahp-cii-uk 
keeps everyone informed and involved.

COMMUNITY STRENGTHS

Ahp-cii-uk focuses on community strengths and 
opportunities the community believes will  make a 
difference. Community members are invited to 
express the strengths of their community. They 
also discuss and determine the changes they 
think will  best contribute to creating the kind of 
community they want to pass on to future 
generations. This future orientation helps develop 
hope and the belief that community strengths can 
make a difference to the future of the community. 

Focusing on strengths brings people together 
rather than providing an excuse for airing 
grievances. Like all communities, First Nation 
communities contain many simmering feuds 
between families and individuals, some hundreds 
of years old. 
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CAPACITY BUILDING

Ahp-cii-uk builds the capacity of community 
members and partners to advance community 
development and the way in which organizations 
work with First Nations. 

For Aboriginal communities this approach to 
development may take longer than hiring 
consultants to develop and implement a business 
plan. However, the effect is cascading when the 
learning from one project or phase of a project is 
used again and again in subsequent projects. As 
the capacity of communities grow, potential  for 
positive development expands. 

Developing the capacity of external partners 
benefits both their organizations and First Nations 
communities. Organizations are enriched by the 
knowledge their personnel  have in working with 
First Nations. They gain the potential to engage 
Aboriginal communities more effectively on 
projects they wish to initiate. First Nations benefit 
by being understood and respected on their own 
terms, without enduring a lengthy and often 
difficult adjustment period.

Meanwhile, there are people in the community 
who want to get things done but have no avenue 
available to work with. They lack access to skills, 
money, and other resources with which to pursue 
their vision. 

Developing the capacity of others in the 
community makes good sense for community 
development. Community work is spread between 
more people and more gets done. The investment 
in time pays off in the long run as more and more 
people have the capacity and confidence to make 
things happen. 

There are many people outside Aboriginal 
communities who wish to help. Many corporations 
and other organizations are seeking to learn how 
to work collaboratively with First Nations in order 
to pursue their interests. Many individuals within 
these organizations are caring people who are 
looking for some way to contribute their skills; 

they have a genuine interest in learning about 
First Nations cultures. These people also see the 
need within their organizations for a new way of 
relating to First Nations and seek to change some 
of the attitudes and ways of doing business.

EXPERIENTIAL & REFLECTIVE LEARNING

Learning by working on projects, and taking time 
to think about how we work together, guides all 
activities. Inclusivity becomes especially important 
to reiterate because community members often 
think missing a meeting is a barrier to 
participation. People believe they fall behind if 
they miss a meeting and they may not be 
welcomed back. In Ahp-cii-uk, people can always 
join and participate. Time limits are a tricky 
principal to uphold. Although time guidelines help 
keep the ball  rolling and ensure milestones are 
reached, be prepared to start late and take much 
more time for each exercise than expected. Do 
not be let down if the carefully crafted schedule 
needs to be overhauled on the fly. 

INNOVATION FOR SUCCESS

Ahp-cii-uk is effective in addressing community 
concerns and aspirations in innovative ways. Ahp-
cii-uk:

‣ Builds long-term relationships with multiple 
partners and draws on new financial and other 
resources from non-traditional sources

‣ Works with interested individuals and elected 
council to make effective decisions and man-
age projects

‣ Takes a holistic approach (sometimes called a 
place-based approach)

‣ First Nations are eager to strengthen their 
communities through a renewed tradition of 
self-sustaining economic development and so-
cial programming. 

‣ Brings together bold and visionary new part-
nerships between First Nations, business, the 
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Federal and Provincial governments, and phil-
anthropic organizations. 

‣ Supports communities in finding new paths to 
self-sufficiency and wellness, and building skills 
and entrepreneurial attitudes

‣ Identifies and implements new ways to improve 
the quality of life of Aboriginal people and to 
enhance the relationship between Aboriginal 
and non-Aboriginal societies

‣ Is a systemic response to break the pattern of 
dependency and hopelessness

AHP‐CII‐UK GOALS

‣ Ahp-cii-uk is creating positive social and eco-
nomic change in First Nations through partner-
ships with government, corporations and other 
organizations.

‣ External partners are learning new ways of 
working with First Nations communities.

‣ By building capacity in First Nations, Ahp-cii-uk 
is strengthening self-reliance and the creation 
of healthy communities. 

‣ This model of friendship and partnership is 
spreading across British Columbia and Can-
ada.

AHP‐CII‐UK OBJECTIVES

‣ Ahp-cii-uk partners with government, business 
and the civil sector to work with First Nation 
communities in planning and implementing pri-
ority projects.

‣ Ahp-cii-uk supports social action and economic 
action projects in communities by building ca-
pacity of community participants in relationship 
with external partners.

‣ Early facilitated sessions build skills in consen-
sus decision making and conflict resolution. 

‣ Community members come together to identify 
the strengths of their communities and the 
changes they think would create the most sig-
nificant positive changes for them.

‣ Communities come together to identify possible 
projects, both social and economic, that could 
help build the basis for these changes. 

‣ Regular meetings between community mem-
bers, external partners, and facilitators develop 
and implement plans for these projects. 

‣ Each meeting between partners further deep-
ens the relationships that are developing and 
trust is building between Aboriginal and non-
Aboriginal participants.
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APPENDIX II — CONSENSUS DECISION MAKING

FOUNDATION PRINCIPLES

Every consensus process is unique 
Every situation, every organization, every area 
has differences in approaches, reporting 
relationships, information management and 
decision-making procedures.  As a result, every 
consensus process will be different and needs to 
be custom-designed to meet the unique factors 
and particular characteristics present in each 
area.

The principles and steps of a consensus 
process should be applied
While each consensus process is unique, 
experience points to a number of underlying 
principles and stages of development. A major 
national  collaborative initiative (under the 
leadership of a National  Task Force) involving the 
thirteen multi-stakeholder Canadian Round Tables 
and the Canadian Council  of the Ministers of 
Environment developed what is widely regarded 
as perhaps the most concise, comprehensive, 
and authoritative statement of these principles.  
The document “Building Consensus for a 
Sustainable Future: Guiding Principles” (1993) 
which resulted, reflects the approaches to, and 
definition of, collaboration and consensus building 
that the Facilitation Team adopts in its practice 
and training programs.

‣ A consensus process is one in which all those 
who have a stake in the outcome aim to reach 
agreement on actions and outcomes that re-
solve or advance issues of importance to the 
parties.

‣ In a consensus process, participants work to-
gether to design a process that maximizes their 
ability to resolve their differences.  Although 
they may not agree with all aspects of the 
agreement, consensus is reached if all partici-

pants are willing to live with "the total package".  
As such, it encourages discourse and under-
standing among the parties, and creates a fo-
rum in which the importance of reconciling 
competing interests is both understood and 
addressed.

‣ Consensus processes do not avoid decisions 
or require abdication of leadership on the part 
of the traditional decision-makers.  However, it 
does call on leaders to forge partnerships that 
work toward developing solutions.  A consen-
sus process provides an opportunity for partici-
pants to work together to realize acceptable 
actions or outcomes without imposing the views 
or authority of one group over another.

‣ There are many forms that a consensus proc-
ess can take.  Each situation, issue or problem 
prompts the need for participants to design a 
process specifically suited to their circum-
stances, issues, and interests.

‣ Consensus can be defined in a number of 
ways.  Participants in a consensus process are 
free to define the term in any way they wish, 
provided that there is unanimous agreement to 
that decision.

‣ Members of all sectors participate willingly. 
Seeking consensus brings together all sectors, 
non-governmental stakeholders and govern-
mental authorities, to work together in a coop-
erative forum. Most importantly, it facilitates the 
achievement of two primary objectives: a 
shared commitment to the outcome achieved 
through negotiations and the development of a 
long term working relationship.

BASIC BUILDING BLOCKS

The following are the “building block” concepts of 
our approach – in our practice and our training 
programs.
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The purpose of negoIaIons is to find 
agreement
Central to effect ive negot iat ions is the 
understanding that it is intended to find 
agreements between the conflicting or competing 
interests—not to defeat or overpower. A critical 
skill is the ability to focus on the need to find 
areas of mutual interest and to remember that the 
real measure of "success" is how well  those 
interests are met. Indeed, it is often in the self-
interest of each participant to help ensure that all 
participants achieve their essential  interests if the 
agreements reached are to be s tab le . 
Nevertheless, while the purpose is to find 
agreement, the participants need always be 
aware they neither must nor should reach 
agreements that do not meet their interests.

The use of "interest‐based" negoIaIons
One of the basic concepts that underlies such a 
perspective is the ability to focus on the "interests" 
or basic  concerns and needs of the parties rather 
than the "positions" or the particular means of 
satisfying those needs that a party may 
independently devise. Careful  discussion of the 
issues will  often reveal that while interests may 
not be the same, they are not necessarily 
contradictory, and there may be means of 
achieving the interests that are less onerous or 
even positive for other parties.

The process should fit the dispute.
Many disputes are characterized by the wrong 
participants addressing the wrong issues in the 
wrong forum. Administrative or procedural  matters 
are challenged not because that is the basic 
concern but because they are issues that can be 
raised in existing forums. Scientific questions are 
debated not because a party is concerned about 
the answer but because they provide a means of 
gaining the attention of the other side and/or a 
broader public. There are a variety of adjudicative, 
consultative and negotiative forums that can be 
devised which contribute to finding the common 
ground, but they must be carefully and explicitly 

crafted if the outcome of the process is to be 
perceived as legitimate.

Agreement on the process is essenIal
Many attempts to resolve conflicts fail  not 
because of a lack of will to agree or a lack of 
skills, but because the participants have failed to 
define and agree upon a process that specifies 
their mutual expectations, actions and outcomes. 
A written set of ground rules ensures that the 
participants are acting from a common set of 
expectations, but provide the opportunity to begin 
substantive discussions based on an initial set of 
common understandings reached by the parties. 

Building consensus and resolving conflict is a 
central responsibility of the manager's job
This is especially true in ministries and 
departments where the public  manager must 
interact with stakeholders outside of government. 
Indeed, a significant amount of a public 
manager’s time is often spent in some form of 
negotiation or preparing for negotiations.

NegoIaIon and relaIonships.
Most negotiations will involve persons and 
organizations who will have further interactions on 
this or other matters. Therefore, it is necessary to 
develop approaches and skills that improve 
relationships and build the kinds of understanding 
necessary for the actual implementation of 
agreements reached. 

The negoIator as representaIve
Unfortunately, many training programs on conflict 
resolution focus on "table manners" and reaching 
agreement between those "at-the-table". In reality 
this is often the least difficult area of negotiations. 
Far more problematic  is the ability of those 
involved in negotiations to accurately reflect the 
interests and expectations of their principals and 
to shape those expectations in a manner that is 
conducive to reaching and supporting mutual 
agreements. Critical  skills include the ability to 
develop a negotiating team and an internal 
support and communication mechanism that 
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ensures that agreements reached externally are 
supported by the organization.

ESTABLISHING GROUND RULES

With a commitment by the parties to move into 
negotiations, the first step is to establish clear and 
shared expectations as to the purpose, roles, and 
responsibilities, and procedures – confirmed in an 
explicit set of understandings. This is key to 
ensuring that if and when issues arise when the 
substantive matters are being discussed, the 
parties have thought about how to deal with them 
and have considered and adopted procedures or 
protocols that can then be implemented. Many 
processes flounder on issues that could have 
been resolved if the potential for them arising had 
been considered at the outset. This would include 
matters such as:

‣ Clearly defining the issues to be considered
‣ Defining and agreeing on the goals and objec-

tives of the process
‣ Determining "milestones" and timelines
‣ The possibility of adding an issue or factor into 

the discussions that had not been considered 
at the outset

‣ The possibility of adding another organization 
or group to the discussions

‣ Dealing with media
‣ The management of sub-committees and 

groups
‣ The designation of alternatives and representa-

tives
‣ Involvement of legal counsel and technical ad-

visors

This is done through the collective development 
of "ground rules" which will be discussed, revised 
and then adopted by the parties. They then serve 
as a kind of "constitution" for the subsequent 
discussions in the following respects:

ClarificaIon of involved parIes and 
commitment of representaIves
Also, as part of this initial development, the 
parties to the discussions and how they will be 
represented will be dealt with. 

Establishing and agreeing to the objecIves 
and expected outcomes of the discussions
Defining and agreeing on the purpose of the 
discussions, and the expected outcomes, is 
essential at the outset to avoid problems later.

Clear definiIon of issues
Similarly, the time to define the issues that are 
part of the discussion, and those that are not, 
should occur early in the process.

Sharing of informaIon, support
It is at this point that the need for assistance in 
attending, or in the timing, conduct and location of 
the meetings, and any resourcing considerations, 
are likely to be discussed.

Developing the detailed schedule, deadlines 
and milestones
One of the most important tasks for this step of 
the process is to set a schedule of meetings and 
a number of concrete milestones and deadlines. 
This would include the opportunity for all of the 
parties to assess progress to date and ask 
whether it is in their collective interest to continue.

If agreement cannot be reached 
If it becomes apparent that the parties cannot 
agree on the issues to be included, the parties, or 
the timetable, the manner in which the 
discussions will proceed, etc., then the likelihood 
of the resolution of the more substantive issues is 
highly unlikely, and the process would end here. 
The result then would depend on the dynamics of 
the discussions and the reasons for which the 
process could not proceed.

Reprinted with permission from The CSE Group. 
glennsigurdson.com, cse@direct.ca
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APPENDIX III — CREATING A GUIDING CHARTER

QUESTIONS TO ANSWER

The goal of the discussion with respect to the 
guiding charter will  be to create clear expectations 
around roles and responsibilities and the way in 
which the group will work together over the life of 
the project.

Below are the kinds of questions that can help 
guide these discussions. Freely add others as 
needed.

WORKING GROUP COMPOSITION

‣ Who is part of the project group? 

‣ Can others be added from time to time? Will 
adding people to the group require those al-
ready in the group to agree? 

‣ Are there whole groups of people who are not 
included inadvertently? For example, are work-
ing people excluded by meeting schedules? 

‣ What can we do to involve youth and elders?

‣ Are there other people not in the group who 
need to be kept informed or consulted from 
time to time? 

‣ Can some people be included for a specific 
purpose like a "sub-Working Group" even if not 
involved in the full work of the Working Group?

LIAISON WITH OTHERS IN THE INITIATIVE

‣ What are the role and expectations of the 
community co-coordinator? 

‣ How will each project team connect with the 
overall Initiative? 

‣ How will this Working Group connect with other 
Working Groups?

WORKING GROUP COMMUNICATION 

‣ Have we all agreed on how we are going to 
describe what we are doing? 

‣ If we shared that vision with someone not part 
of the project would they understand it?

‣ How will we work together most effectively? 

‣ How will we keep in regular contact? 

‣ How often will we meet?

‣ If someone is unable to attend a meeting, how 
will they have an opportunity to provide input? 

‣ How will they be updated after the meeting on 
what took place?

‣ Who calls a meeting? The community co-
coordinator? Any member of the team? 

‣ Will there be agendas that outline points or 
questions to be discussed before each meet-
ing? 

‣ Who prepares those? Does the person(s) who 
prepares them have to consult with the mem-
bers of the team in preparing the agenda? 

‣ Will notes be prepared summarizing the points 
discussed and actions agreed to be taken? 

‣ Who will receive those notes?

‣ How will the project team communicate with 
others within the community and their organiza-
tion about the work of the project? 

‣ Are there others who need to know? Or would 
be interested in knowing?

DECISION‐MAKING AND CONFLICT

‣ Since decisions will be made by consensus, 
how does the group understand consensus?

‣ What are the kinds of challenges and concerns 
that may be ahead of us that we may need to 
discuss and agree upon as we go forward? 

‣ What will happen if there are disagreements 
within the group? How will they be dealt with?

‣ What will the group do to minimize the likeli-
hood of disagreements? 
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‣ If strong differences do arise, what steps can 
be agreed upon in advance to deal with them? 

‣ Who might that be? What else?

TIMELINES AND MILESTONES

‣ How will we manage "time"? 

‣ Will we sit down together to review our pro-
gress at certain times? 

‣ How often? 

‣ When we agree on an action, will we agree on 
a time by which it is to be completed? 

‣ Can we identify "key milestones"?

‣ How will we manage project planning? 

‣ How will we manage assessments of feasibil-
ity? 

‣ How will we manage budgets? Will they be re-
viewed on a regular basis? 

OUTSIDE COMMUNICATIONS

‣ Who will speak for the group? 

‣ If the newspaper or TV were doing an interview, 
who would speak for the group? 

‣ Would the group give them any guidance be-
forehand? 

‣ How will the "history" of the project be main-
tained so that the story will be captured and 
told?

OTHER QUESTIONS?

‣ How often will we re-visit this Guiding Charter?

‣ How will we record this charter for everyone to 
read and understand?
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APPENDIX IV — COMMUNITY DIALOGUE CIRCLE
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APPENDIX V — EVALUATION 

Ahp-cii-uk’s evaluation framework was designed 
by Dal Brodhead of the New Economy 
Development Group. Also included are the 
questions asked of community members and 
external partners when Mr. Brodhead conducted 
his review of the Initiative after one year.

Evaluation is recommended to help keep the 
Initiative on track and as a tool  to help gain 
support for it from funders and other decision 
makers.

EVALUATION FRAMEWORK

In the preparation of this evaluation framework, 
the consultant has benefitted from participating in 
the April, 2008 meeting of the Ahp-cii-uk (AHP) 
partnership group and subsequent conference 
calls and communications. In addition, he was 
immeasurably helped to understand the content 
and dynamics of the AHP by being present in Port 
Alberni at the second Integration Session held 
June 16 & 17, 2008.

With the recent signing of a contract, the New 
Economy Development Group (New Economy) 
has undertaken the process of designing an 
appropriate evaluation framework for AHP. In 
order to fully reflect the views of the partnership 
group and the community stakeholders, further 
iteration of this framework outline is planned. 
Thus this document is a work-in-progress, but 
nevertheless it is intended to be sufficient for the 
purposes of the project’s planned deliverable – an 
evaluation framework. Its further development will 
incorporate subsequent Initiatives aimed at 
engaging stakeholders. 

BACKGROUND

Ahp-cii-uk is an innovative multi-stakeholder 
Initiative designed to build local capacity and 
support the efforts of three First Nation 
communities of the Nuu-chah-nulth people to 
improve their quality of life; it is imperative that the 
experience be understood. To obtain the 
maximum benefit from this collaborative, multi-
year community development effort, all  the 
stakeholders need to learn from the approach and 
its implementation. The opportunity to strategically 
involve a cross-sectoral  constituency in helping 
support a locally-driven process of this nature 
opens up a learning opportunity which has the 
potential to explore instructive/best practices, 
adaptation and future replication. 

APPROACH

It is a developmental and participatory evaluation 
framework with elements of rapid appraisal 
methodology which is required to appropriately 
support the AHP process. The evaluation needs 
to be seen by stakeholders, especially local ones, 
as positive, rather than punitive and as a 
collective input into a mutual learning process. 
Developmental evaluation is intended to assist 
participants to be clear about where they started, 
what forks in the road were taken and why, what 
was learned along the way and where the project 
ended up. Elements of a rapid appraisal approach 
which stress quick, low-cost ways to obtain the 
views and feedback of beneficiaries and other 
stakeholders will be utilized. At its heart, the 
evaluation should be participatory in nature. It 
should seek to build on existing data collection 
processes where available and to aid project 
participants in creating additional capacity to 
document the work without loading them down 
with onerous, unnecessary reporting. It should 
balance the requirement for accountability to all 
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stakeholders and investors with an understanding 
of the value of community-driven self-assessment 
techniques and locally identified indicators. At the 
same time, a collective interest in obtaining and 
measuring results in both quantitative and 
qualitative terms should be developed.

In an Aboriginal  context, the process of project 
development, implementation and assessment 
needs to build on the underlying community 
cultural values and practices. It needs to 
recognize the strengths and the challenges the 
past brings to the present and the future. The 
extent to which the community and i ts 
development partners are enabled to fully 
comprehend these factors and their implications 
is vital to take into account in implementing and 
evaluating the development process and its 
results.

Consistent with the approach described, the role 
of the evaluator needs to be supportive and 
questioning at the same time with a view to 
teasing out the learning and to contributing to the 
strategic  thinking during the course of the project. 
Rather than waiting for midterm or final  reports to 
be produced, the feedback obtained while 
learning and monitoring the process should be 
continually shared, and when needed, should 
contribute to mid-course corrections and 
adaptation of the work underway. In that sense, 
the evaluator needs to be an active participant 
during the project, not simply an objective 
outsider and, where helpful, an advisor to build in-
community capacity to monitor, report, analyze 
and review the progress and the results of the 
work.

Our understanding of the partnership building 
process, and working with community-based 
organizations and agencies, suggests that the 
approach to this project needs to stress the 
principles of inclusion, mult i-stakeholder 
engagement and participation. The evaluation 
needs to be grounded in the perspectives and 
needs of the different stakeholders, and to reflect 
the di fferent working environments and 

communication and learning needs of each of 
these groups.

Central to the approach will be a learning strategy 
involving regular communication with key 
stakeholder groups, concerning project updates, 
progress toward deliverables, and evaluation data 
collection. It will  be the evaluator’s responsibility 
to establish an on-going liaison process with the 
key stakeholders that includes the implementation 
team and the various community participants to 
encourage the development of a rigorous 
information gathering framework; to advise on the 
use of practical  information and data gathering 
tools which are relevant; and to ensure ongoing 
k n o w l e d g e e x c h a n g e a n d i n f o r m a t i o n 
dissemination at every stage of the project. 

METHODOLOGY

The evaluation can be broken into four distinct but 
interrelated phases: Issue Refinement and 
Scoping; Environmental Scan; Development of 
M o n i t o r i n g a p p r o a c h ; a n d E v a l u a t i o n 
Assessment.

Evaluation will take place at several distinct 
levels: at the level of the individuals and 
commun i t i es i nvo lved , as we l l  as the 
implementation team and the partnership group. 
Each of the constituent phases will  need to reflect 
data and information requirements at each of 
these levels if it is to be meaningful and useful. 
The purpose will  be to develop evaluation issues 
and questions, outcomes and indicators that are 
generic  enough to be useful. The following data 
collection methods have been identified for 
potential use for this project:

‣ Project document review
‣ Key informant interviews
‣ Discussions with internal and external stake-

holders
‣ Review and analysis of secondary data 
‣ Focused discussion groups with internal and 

external stakeholders
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The phases identified above are further broken 
down into their component parts in the 
paragraphs that follow. Wherever possible the 
ac t i v i t i es i den t i f i ed w i l l be conduc ted 
simultaneously.

Issue Refinement and Scoping
The purpose of this phase of the project is to 
ensure that appropriate key issues and questions 
are identified for the evaluation and that the 
proposed information collection methods will 
support these issues and questions. It will  be 
important to ground the Evaluation Framework in 
the perspectives of key stakeholders. To that end, 
New Economy would use a combination of a 
series of key informant interviews and focused 
community discussion groups. Outcome areas of 
interest may include social, economic, political, 
health, and environmental dimensions.

To develop a useful evaluation and monitoring 
framework, it will be essential to understand the 
types of information and data already being 
collected, or that could be collected. Part of the 
information to be collected in the proposed key 
informant interviews, and focused discussion 
groups identified above, would include an 
examination of the range and quality of existing 
information and data and the capacity of the staff 
and community stakeholders to undertake 
information and data collection.

Monitoring 
A monitoring plan must reflect the needs of the 
client and capacity of the organizations being 
evaluated. New Economy will conduct an on-
going document review to track progress and will 
use a series of key informant interviews and 
focused discussion groups. As noted above, 
wherever possible these activities will be 
conducted simultaneously with other phases of 
the evaluation.

The monitoring process will  be based on a 
number of objectives including:

‣ Enhancing context-specific understanding 

‣ Generating learning
‣ Involving and engaging stakeholders in all the 

phases of project 
‣ Tracking the internal team and partnership 

group functioning, and
‣ Being flexible enough to allow for the monitor-

ing of objectives and goals as the project 
evolves

EvaluaIon
The evaluation contract specifies the need for 
ongoing evaluation planning, support and 
reporting which will complement (not duplicate) 
initiatives already being undertaken by the project 
implementation team with key stakeholders. The 
work will be iterative in nature, building on 
discussions with the key internal and external 
s takeholders and especia l ly communi ty 
participants. It will include several on-site 
community visits, an ongoing review of project 
reports and documents, as well as three quarterly 
reports and one end of year summary report.

SCOPE

Although subject to further discussion, there are a 
number of aspects of the AHP project which 
deserve attention in defining the scope of the 
evaluation. The topics to be identified as the focus 
of the evaluation and documentation may include 
the following:

‣ Impact and change (individual, group, commu-
nity & institutional)

‣ Relevance and appropriateness
‣ Community engagement, inclusiveness and 

ownership
‣ Leadership development and outreach
‣ Local assets and capacity built
‣ Process and governance
‣ Alignment and adaptation
‣ Planned goals and results 
‣ Investment and leverage
‣ Sustainability and replication
‣ Management and implementation

Ahp‐c i i ‐uk  — A Handbook  for  Creat ing Last ing Change  in  F i rst  Nat ion Communit ies

54



‣ Documentation, reporting, mentoring and as-
sessment

‣ Learning and knowledge dissemination
‣ Strategic multi-stakeholder participation

Discussions with a few stakeholders have taken 
place and a number of aspects of the AHP have 
been identified as important to track and assess. 
In order to establish a sense of the relative priority 
and weighting of these areas of interest, further 
discussions are planned to take place with the 
project and community stakeholders. The same 
point holds for the identification of specific 
indicators to mark the progress made and the 
results obtained. 

Areas of Interest and Indicators IdenIfied to 
date:

Individual

‣ People taking ownership
‣ Improved self confidence
‣ Developing a voice/being heard
‣ Leadership skills strengthened 
‣ Capacity to make decisions
‣ Cooperation with others

First NaIons

‣ First Nations being able to identify strengths 
and weaknesses

‣ Being able to understand (and contribute to) 
the process

‣ Able to identify what needs to be done
‣ Restores some of the cultural vitality
‣ Merges with some of the Western practices

CommuniIes

‣ Looking for collaboration
‣ Capacity built
‣ Discussing/talking without conflict
‣ Developing mutual respect
‣ Looking at community not just individual benefit

Leadership Impact & RedefiniIon

‣ On decision making

‣ Understanding policy
‣ Communications
‣ Self-confidence
‣ Learning to listen
‣ Undertaking to facilitate
‣ Obtaining participation and attention of Chiefs
‣ Capacity is built/strengthened

Training

‣ Curriculum is developed to develop Initiative
‣ Need to develop innovative models
‣ Need to demonstrate/implement new models

Governments

‣ Horizontality is improved

Project Partnership

‣ The functioning of the Project team 
‣ The role and impact of external players
‣ Relevance of the development process
‣ The administrative/contractual process

DisseminaIon/CommunicaIons

‣ Sharing the learning and the information with 
the leadership and other interested stakehold-
ers

‣ Sharing the learning during the process/
feedback

Other Topics

‣ Moving away from dependency towards self 
reliance important

‣ Individual recovery and community recovery
‣ Creating a positive momentum
‣ Building trust
‣ Building new networks
‣ The networks will inform and involve outsiders
‣ Identifying the characteristics of a positive in-

vestment environment
‣ Staying home because of a positive environ-

ment

Other

‣ Capturing the differences/the changes
‣ Creating a new foundation of understanding
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‣ Establishing safer ground/predictability/stability
‣ Success is not to be measured by the devel-

opment of projects
‣ The projects are the tools

Partnership ExpectaIons

‣ A range of perspectives and expectations to be 
identified

‣ Applying the learning elsewhere. (adaptability)
‣ Policy implications
‣ Addressing systemic issues
‣ Shared learning amongst the partners
‣ Establishment of a trusting relationship

SUMMARY

In order to assess progress toward the goals and 
specific objectives of this Initiative, a holistic  and 

strategic  development approach is needed – a 
non-traditional approach. Such is also the case 
for the evaluation of such an Initiative. Thus a 
developmental, participatory approach has been 
proposed which incorporates qualitative and 
quantitative measures to assess progress. Implicit 
in this methodology is an ongoing monitoring and 
feedback process that can enable the project 
stakeholders to make use of evaluation material 
to adapt the project and make strategic mid-
course corrections if needed. It is clearly a long 
term, intentional, strategic  and iterative process 
geared to practical results and learning.
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FIRST NATIONS COMMUNITY MEMBER EVALUATION QUESTIONS

(Confidential Information to be separated from interview information)

RESPONDENT NUMBER:

RESPONDENT’S NAME:

RESPONDENT’S DEPARTMENT:

RESPONDENT’S CONTACT INFORMATION:

TELEPHONE:

E‐MAIL ADDRESS:

INTERVIEWER NAME:

Thank you for agreeing to participate in this interview. It is part of the Evaluation of the Ahp-cii-uk 
Initiative.

The purpose of this questionnaire is to gain an understanding of the experiences of First Nations 
community members in the Ahp-cii-uk Initiative. We are interested in hearing about your 
experiences with Initiative activities, and how these experiences have affected your life. Your 
answers will  be used to help understand what is working well, and to help improve the Initiative as 
it moves into the next phase of activities.

Your participation is an important part of the evaluation. There are no right or wrong answers: we 
are interested in the experience that you had, and in any insights or comments that you can offer.

Your identity will  be kept confidential. No one will be able to link any information in our report with 
your name.

INTERVIEWER: Before we start, do you have any questions?

RESPONDENT INVOLVEMENT IN INITIATIVE ACTIVITIES

The first set of questions asks you about how you have been involved in the Ahp-cii-uk Initiative.

What Ahp-cii-uk Initiative activities have you participated in?

What did you expect when you began participating in the Initiative?

Is the Ahp-cii-uk Initiative making a difference in your life? How?

How did these activities make you feel  about your community? Did they make you feel  more 
hopeful? Fearful? Why?
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Have you established new or different relationships in your community as a result of your 
involvement in Ahp-cii-uk? Give examples (such as working with others, in groups, etc).

Have you made new contacts or developed new relationships with people outside your 
community as a result of the activities of Ahp-cii-uk? How? Give examples. 

What have you learned through your participation in the Ahp-cii-uk activities? (E.g. New 
perspectives, new attitudes, new skills).

How is the Ahp-cii-uk Initiative different from other community Initiatives you have been involved 
in? Give examples.

Could your involvement in the Initiative be strengthened? How?

OUTCOMES

This next section asks you to think about some preliminary outcomes that have emerged as a 
result of designing and implementing Ahp-cii-uk. 

Community RelaIonships

How are Initiative activities helping you to build relationships with other people in your 
community? Give examples.

How has being involved with the Ahp-cii-uk Initiative changed your knowledge and understanding 
of how to work effectively in your community and on a project? 

What have you learned about working with members of your community as a result of the 
Initiative? 

How have the Ahp-cii-uk Initiative activities developed trust within your community to date? 
Please be specific with your examples.

Based on your experience to date, do you see the relationships that you have developed through 
the Initiative with community members continuing into the future?

Do you plan to continue to participate in Ahp-cii-uk activities in your community?

RelaIonships with External Partners

How are Initiative activities helping you to build relationships with resource people from outside of 
your community? Give some examples.

How do you feel about the new relationships that you have formed with these outside resource 
people? Do you think they will continue into the future?

What have you learned about working with these outside resource people as a result of the 
Initiative? 

How has involvement in the Initiative helped improve your contacts and understanding with other 
First Nations communities?

OTHER POINTS

What has been the best part about being involved in the Ahp-cii-uk Initiative to date?

Is there anything that you would change in order to make the Ahp-cii-uk Initiative more useful if it 
was to be extended to include other communities?

Finally, is there anything else that you would like to add that we have not already covered?
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EXTERNAL PARTNER EVALUATION QUESTIONS

(Confidential Information to be separated from interview information)

RESPONDENT NUMBER:

RESPONDENT’S NAME:

RESPONDENT’S DEPARTMENT:

RESPONDENT’S CONTACT INFORMATION:

TELEPHONE:

E‐MAIL ADDRESS:

INTERVIEWER NAME:

Thank you for agreeing to participate in this interview. It is part of the Evaluation of the Ahp-cii-uk 
Initiative.

The purpose of this questionnaire is to understand in greater detail external partner experiences 
in designing, managing and implementing the Ahp-cii-uk Initiative. We are interested in hearing 
about the challenges and opportunities with which you were faced, and the ways in which you 
managed these. Your answers will  be used to help understand the strengths of the Initiative, and 
to help improve the Initiative as it moves forward into the next phase of activities.

Your participation is an important part of the evaluation. There are no right or wrong answers: we 
are interested in the experience that you had, and in any insights or comments that you can offer.

Please note that these questions may not all apply to everyone; if this is the case for you, please 
report that you do not know. It is, however, important that we ask all  of the questions of everyone 
in order to make sure that we do not lose important information.

INTERVIEWER: Before we start, do you have any questions?

RESPONDENT BACKGROUND

The first set of questions asks you about your role in relation to the Ahp-cii-uk Initiative.

Please describe your relationship or role in the Ahp-cii-uk Initiative. 

What is the nature of the commitment you and your organization have made to the Ahp-cii-uk 
Initiative? (E.g. funds, staff time, other)

Why did you and your organization get involved in the Initiative and what were your initial 
expectations of that commitment?

What do you hope to accomplish by being involved with the Ahp-cii-uk Initiative? 

Prior to your involvement in the Ahp-cii-uk Initiative, how experienced was your organization in 
working with First Nations communities or organizations? 
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What types of projects or Initiatives did your organization previously work on with First Nations 
communities?

How would you describe the way that you worked with First Nations communities in those 
previous experiences? (I.e. approach, attitude, interest, etc)

How is the Ahp-cii-uk Initiative different from:

‣ Other community initiatives you have been involved with? 
‣ Other experiences you have had working with First Nations communities?

ORIGINS, RATIONALE, RELEVANCE

This next set of questions concerns the Ahp-cii-uk approach and strategies as they related to the 
role and involvement of external  partners. We are interested in the initial  process that led to the 
implementation of the Initiative and how it changed over time.

What was your understanding of the rationale for involving external partners in the Initiative?

What was your understanding of the approach being taken in the Ahp-cii-uk Initiative to engage 
external partners? 

Do you think that the community and external partners have a shared understanding of the 
Initiative and its potential to build relationships and undertake development? Explain.

Do you think that Initiative partners have a shared understanding of their own roles, and the roles 
of other partners? Are there other ways that they could be involved?

What strategies have been used to involve external  and community partners to facilitate the 
building of stronger relationships between the participants? How have they evolved since the start 
of your involvement?

How were the roles and responsibilities of each of the external  partners in the implementation of 
the Ahp-cii-uk Initiative developed? Could the approach have been strengthened in any way?

Have the reasons for involving external partners in the Ahp-cii-uk Initiative changed at all  since 
the Initiative began? Why? How?

IMPLEMENTATION

These next few questions ask about the implementation of the Ahp-cii-uk Initiative.

Have external and community partners been involved in the past or recent planning of the 
Initiative? How?

Do external  and community participants in the Initiative have a knowledge and understanding of 
the strategies being implemented? 

Has the strategic approach changed since the Initiative began? How?

Have new ways to build effective partnerships been developed or old ones adapted?

How could involvement in the Initiative by community and external partners be enhanced, if at all? 

To what extent would you characterize the Ahp-cii-uk Initiative as an effective partnership 
between the external  partners and First Nations people and communities? Are there ways it could 
be strengthened?
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Leadership Development Workshop identified “Principles for Engagement” to help guide the work 
of the partners. These principles are: Community improvement through multi-sectoral 
involvement; Inclusive; Voluntary; Self-design; Flexible; Accountable; Realistic and Practical; 
Reflective learning.

How well are these principles reflected in the way the Initiative is being implemented? 

How well  did Initiative activities, such as the Integration Sessions and Community Dialogues, help 
define a new way of working between external partners and First Nations communities?

Has there been a need to adapt these “Principles” during the Initiative? If so, how?

Are you aware or involved in the decision-making process at any level of the Initiative? How?

What was the process to solicit and select community economic  and social projects for 
involvement in the Initiative? How were you involved? 

Did the process to solicit and select community projects involve all the necessary community 
stakeholders? 

What steps were taken to make sure that this process was inclusive? 

Are there ways in which this process could have been strengthened?

OUTCOMES

This next section asks you to think about some preliminary outcomes that have emerged as a 
result of designing and implementing Ahp-cii-uk. 

How has being involved with the Ahp-cii-uk Initiative changed your organization’s knowledge and 
understanding of how to work with First Nations communities?

Although it is still early in the Initiative, has your relationship with First Nations community 
representatives improved as a result of your involvement with the Initiative? Please explain your 
answer: 

If so, in what ways? What Initiative activities have contributed most to that improvement?

If it has not improved, Why not? What are some of the ongoing challenges that this relationship is 
facing? Do you have any suggestions as to how to improve the relationship between external 
partners and First Nations communities?

Are there identifiable barriers within your organization that make working with First Nation’s 
communities difficult? (E.g. attitudes, practices, etc). Can Ahp-cii-uk do more to help address 
them in the future?

To what extent have the 3 communities demonstrated community ownership of the Initiative?

The next few questions ask you to reflect on your relationships with other external partners.

How has your involvement with the Ahp-cii-uk Initiative enabled your organization to build new, or 
strengthen existing, relationships with other external partners? 

Based on your limited experience to date, do you see these relationships with community 
members and external partners continuing into the future with other projects?

Overall, what other changes have you seen as a result of Ahp-cii-uk? These could include 
changes in your own organization, external partner organizations, or in the First Nations 
communities; these could also include changes in the relationships between any or all of these 
stakeholders.

Are there any outcomes that you would like to highlight that were unplanned, or unforeseen? For 
example, has Ahp-cii-uk worked with other projects to bring about change in other situations or 
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communities? Have the partnerships developed as part of this work led to other opportunities? 
Please be specific with your examples.

LESSONS LEARNED

This last section asks you to think broadly about lessons that you have learned as a result of your 
involvement with the Initiative.

What were some of the key challenges that Initiative stakeholders experienced in the design and 
early implementation of Ahp-cii-uk?

What adjustments were made to the Initiative in response to these challenges?

What did you learn overall as a result of meeting these challenges?

If you were to start the Ahp-cii-uk process over again, what would you do the same? What would 
you do differently?

THIS LAST QUESTION ASKS YOU TO DISCUSS ANYTHING THAT WE HAVE LEFT OUT

Finally, is there anything else that you would like to add that we have not already covered?
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