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Introduction

This volume presents in-depth case studies on the nature, function and impact of CLC implementation based on data from seven case study sites. It also includes a separate, in-depth case study on the adoption of the community learning centre approach in one particular school board―New Frontiers School Board. Between 2007 and 2010, each case study site was visited twice.  As part of these multiple-day visits, in-person interviews were conducted with the principal, CLC coordinator, focus groups and/or teachers and, when possible, with students, parents and community groups as well. These visits allowed for lengthy conversations and observations of the CLC and CLC activities. They also allowed us to talk to a wide array of stakeholders at each CLC. This section focuses on key themes from these visits. While some of the themes are also discussed in Volume 1 of the Final Evaluation Report, which examines the findings across the 22 CLCs, they are explored in greater detail and at the CLC level here. Each of the case studies was shared with the principal and coordinator of the CLC profiled. The New Frontiers School Board case study was shared with the St. Willibrord CLC staff and staff members at the board, including the director general. They were given the opportunity to raise questions and provide clarifications, corrections and other feedback. 

Each of the seven descriptive CLC case studies follows the same general outline:

· The CLC Context and Community

· Background

· Implementation Over Time

· Activities and Services

· Teacher Involvement

· Partnerships

· Understanding Implementation

· Outcomes and Impacts for Students, the School and Community

· Reflections

Before presenting each of the case studies, a brief overview of the case study sites is presented.

Overview of Case Study Sites
The seven case studies include Phase 1 and Phase 2 CLCs from six different school boards and consist of a mix of elementary and secondary schools, and one adult education centre. The schools reside in different communities, ranging from remote communities, to suburban communities to urban areas. The school sizes reflect the diversity of the communities, from just 50 students to over 850 students. The communities and schools themselves are quite different from each other. Those in suburban and rural areas tend to draw students from several communities over distances of up to 100 kilometers from the school. Those in urban areas tend to draw students from neighborhoods closer to their schools. The most remote CLC is located in a small English-speaking village and serves elementary students from that village as well as secondary school students from nearby villages. Only one CLC is located in an economically vibrant area, and three are in what could be described as economically depressed areas. In the economically depressed areas, there is high unemployment, or mostly seasonal employment, and in some of these areas factories or large employers have closed over the years. Only one of the case study CLCs is located in a primarily English-speaking area. The others are in either mixed or primarily French-speaking areas. Table 1 summarizes some of the characteristics of the case study CLCs. Table 2 summarizes the case studies by stage of implementation. Table 3 summarizes the organization and implementation characteristics of CLCs by stage of implementation. Table 4 summarizes the data collected from each site that was used in the development of the case studies presented here.

Table 1: Characteristics of Case Study CLCs
	
	Geographic Location
	School Level
	Approximate School Size
	Phase 1/Phase 2 CLC

	Eaton Valley 
	Rural
	Elementary school
	68
	Phase 1

	Gaspé-Percé 
	City and rural
	Secondary school with two partner elementary schools
	100 (secondary school)
	Phase 1

	Huntingdon
	Rural/suburban
	Adult education centre
	51
	Phase 1

	Mountainview
	Suburban
	Elementary school
	315
	Phase 2

	Netagamiou
	Remote, isolated village
	Elementary-secondary school
	50
	Phase 1

	Riverdale
	Urban
	Secondary school
	850
	Phase 1

	Riverview
	Urban
	Elementary school
	240
	Phase 2


Fixsen and colleagues (2005) developed a typology to describe program implementation which the evaluators modified and applied to analyze CLC implementation at the local level. The stages include, in increasing order of development: exploration and adoption, program installation, initial implementation, full operation, and innovation and sustainability. 

For the purpose of the CLC evaluation, evaluators view the stages as markers along a continuum of achievement. For example, based on the case site data that we examined, we believe that within a category, such as initial implementation, a CLC can be at the beginning of the stage, solidly in the middle, or at high implementation (i.e. almost at full operation). Using data from the case study sites, each was categorized as in initial implementation, high initial implementation or full operation. Table 2 below summarizes the stage of implementation for each case study site. To learn more about the typology, see Volume 1 of the Report. 

Table 2: Case Study Sites by Stage of Implementation
	
	Stage of Implementation

	Eaton Valley 
	Full Operation

	Gaspé-Percé 
	Initial

	Huntingdon
	High Initial

	Mountainview
	High Initial

	Netagamiou
	Full Operation

	Riverdale
	Full Operation

	Riverview
	Full Operation


Table 3: Implementation Characteristics of Case Study CLCs

	
	Full Operation

(4 case study sites)
	High Initial Implementation

(2 case study sites)
	Initial Implementation (1 case study site)

	Phase 1 CLC
	3
	1
	1

	Phase 2 CLC
	1
	1
	0

	Urban
	2
	1
	1

	Rural or Isolated
	2
	0
	0

	Suburban
	0
	1
	0

	Change in Principal
	1
	1
	1

	Change in coordinator
	2
	1
	1

	Uninterrupted Implementation Momentum
	3
	1
	0

	High Level of School Board Support
	2
	1
	0

	High Level of Principal Leadership
	2
	1
	0

	Medium or High Level of Teacher Buy-In
	4
	0
	1

	Defined Community
	4
	2
	1

	Mapped Needs and Assets
	4
	2
	1

	Offered Activities, Programs and/or Services
	4
	2
	1

	Developed a Theory of Change and/or Action Plan
	4
	2
	1

	Developed a Mission Statement 
	4
	2
	1

	Signed Partnership Agreements
	3
	1
	1

	Set up a Steering Committee or Partnership Table
	4
	2
	1

	Planned or Conducted Self-Evaluation
	4
	2
	1

	Hub
	2
	0
	0

	Primarily Student-Focused
	1
	1
	1

	Primarily Community-Focused
	0
	1
	0

	Equally Student- and Community-Focused
	3
	0
	0

	Integrated into School
	3
	1
	1

	Parallel
	1
	1
	0


Table 4: Overview of Case Study Data

	
	Site Visit Date
	Interviews and Focus Groups
	Documents
	Surveys

	Eaton Valley CLC
	January 2008 & October 2009
	Teachers, principal, students, steering committee, community volunteers and partners, school board representatives
	Activity and Partnership Inventory, Self-Evaluation Report, Eaton Valley CLC Action Plan, Steps in the Development of a Sustainable CLC for Eaton Valley
	2009 & 2010 Partner Surveys

2010 Parent Survey

2010 Student Survey

2010 Teacher and Staff Survey

	Gaspé-Percé CLC
	December 2007 & November 2009
	Principals, coordinator, teachers, students, partners, executive committee, school board representatives
	Annual reports, journals, Activity and Partnership Inventories, Self-Evaluation, Portrait of Gaspé
	2009 & 2010 Partner Surveys

2010 Parent Survey

2010 Student Survey

2010 Teacher and Staff Survey

	Huntingdon
	December 2007 & October 2009
	Teachers, principal, coordinator, students, steering committee, community volunteers and partners, school board representatives
	Self-Evaluation Report, Action Plan, Steps in the Development of a Sustainable CLC for Huntingdon
	2009 & 2010 Partner Surveys



	Mountainview
	December 2008 & February 2010
	Teachers, students, coordinator, principal, school board representative, Partnership Table
	Activity and Partnership Inventories, Self-Evaluation Report, Theory of Change,

Portrait of Otterburn Park (2007-2008) (prepared by H. Miller)
	2009 & 2010 Partner Surveys

2010 Parent Survey

2010 Teacher and Staff Survey

	Netagamiou
	January 2008 & May 2010
	Teachers, principal, students, steering committee, partners, coordinator, school board representative
	Activity and Partnership Inventories, Self-Evaluation Report
	2009 & 2010 Partner Surveys

2010 Parent Survey

2010 Teacher and Staff Survey

2010 Student Survey

	Riverdale
	November 2007 & May 2009
	Coordinator, principal, teachers, students, steering committee, partners, school board representative
	Riverdale High School CLC Self-Evaluation Report 2010, Action Plan, Theory of Change, Partners and Activities Inventories


	2009 & 2010 Partner Surveys

2010 Student Survey

	Riverview
	December 2008 & February 2010
	Coordinator, principal, teachers, parents, staff, steering committee
	Action Plan, Theory of Change, Activity and Partnership Inventories, Self-Evaluation Report


	2009 & 2010 Partner Surveys

2010 Parent Survey

2010 Teacher and Staff Survey

2010 Student Survey


Summary and Conclusions of CLC Case Study Sites

The seven CLC case study sites differ on many factors, such as implementation stage, location (urban/rural), school size, school type and receipt of initial funding (Phase I or Phase II). It is not surprising that each of the seven sites presents unique characteristics in how it has chosen to implement the CLC in its school and community. To summarize the patterns and findings across the case study sites, the following section is organized by:

· Principal and coordinator leadership 

· Steering committee function 

· Role of the school board 

· Key types of programs and activities 

· Partnerships, stakeholder involvement, impacts and sustainability

Principal and Coordinator Leadership
Strong principal support appears to be a key ingredient for continued implementation beyond initial implementation. In our classification, no CLC with low levels of principal leadership has achieved the full operation stage. In the case study CLCs with relatively low levels of principal involvement, principals generally leave all of the CLC work to the coordinator, providing only minimal oversight and approval, sometimes updating the school’s governing board about the CLC. In those case study CLCs where the principal is more involved, we still see that the coordinator is the day-to-day manager of the CLC, the key contact with partners and the key person organizing activities. However, the principal is involved in the CLC, for example, by participating on the steering committee, planning with the coordinator, meeting with partners, attending activities, organizing and suggesting activities and promoting and advocating for the CLC to teachers, the school board and others.
In all case study sites, the coordinator is the CLC’s day-to-day manager and director and therefore plays a key role in the CLC’s successful implementation. In many communities, people readily identify the coordinator with the CLC, and vice-versa.  In case study sites that have dealt with a turnover of coordinators, implementation was delayed when no coordinator was on staff. CLCs that have had the same coordinator over time have reached higher stages of implementation, moving beyond the provision of a few activities and partnerships to a more solid vision of what the CLC will be known for and the development of strategic partnerships and activities that support that vision.  

All of the CLC coordinators at the case study sites work part-time. Some coordinators also assume other functions in their schools or CLCs, such as supply teaching.  Four of the seven case study CLCs had changed coordinators at least once; three still had their original coordinators.  The part-time nature of the coordinator’s position is considered a major challenge by most principals, coordinators and partners. 
 Function of the Steering Committee 

Steering committees generally follow two different models in the case study sites. One model is the partnership table, which usually includes all of the partners involved in the CLC. The other model is a more traditional steering committee, which usually does not include all partners but rather a few key partners and other stakeholders―perhaps a parent, teacher and/or student representative. Over time, it appears that steering committees meet less often. Four case study sites reported that their steering committee or partnership table met regularly, from once a month to a few times a year. Two of the other three reported that their partnership tables met only once or not at all during the year. One notable observation is the lack of school staff representation, apart from the principal and coordinator, on the steering committees.  This is also a common finding across the 22 CLC sites.

Role of the School Board
All directors general reported being aware of their CLCs; however, the extent of their involvement with the CLC varied.  Each school board assigned a representative to liaise with coordinators and principals, and each approached this task differently. At most of the case study sites, the board offices are located far from the CLC schools, thus involvement is often by phone, e-mail or occasional meetings.  The New Frontiers Case Study Report illustrates how strong board support and the right person in the role of school board rep (a former CLC principal) can lead to high implementation and growth.  

Key Activities and Programs
All of the case study CLCs offered, or coordinated with partners, to provide activities and services. Most activities and services of the case study CLCs, like all CLCs, are aimed at and designed for students. This includes in-class and out-of-class activities and services, such as videoconferencing activities, after-school homework help, or one-time special events. 

The most frequent types of student activities are recreational after-school or lunch time clubs and activities, such as an Improv Club, cup stacking activities, dance, yoga, guitar lessons, badminton, basketball and other sports. Other frequent types of student activities are ones designed to support student academic success, such as tutoring or homework programs or clubs.

Activities geared specifically to parents include workshops on such topics as homework help, housing assistance, parenting and child development. Some CLCs organized special parent/child activities such as a parent/child cooking classes, kick-boxing and yoga classes and community garden projects. 

Activities for the general public, including parents, consisted of popular education courses, health information seminars (e.g. on tumours), travelling trunks of books and more. 

Stakeholder Involvement
It is evident from the case study reports that parents and the general community are the most difficult groups to reach and bring into the CLC. In the case studies, only Netagamiou had high levels of teacher buy-in and a core of parents participating. Parental involvement is now being addressed more seriously by some CLCs and is beginning to improve. Although teachers, in general, are also difficult to engage, a core group usually tends to use the CLC (e.g. the VCN), asks for specific assistance from the coordinator and/or participates in CLC activities. Below is a summary of stakeholder involvement across the case study sites:

· In four of the seven CLCs, students generally see the school and the CLC as the same thing, the only difference being that the school now offers more activities.

· Teachers at all of the case study sites are aware of the CLCs; however, only a small core group is involved. Six of the seven case study sites report little teacher involvement.

· Six of the seven CLC case study sites report that they struggle to engage parents and bring them into the school; the seventh is an adult education centre that does not attempt to engage parents.

· The involvement of community members varies widely across the seven case study CLCs, partly because of the CLC’s approach or focus and partly because of its location. At Eaton Valley and Netagamiou, two CLCs that are more community-focused, we see evidence that the community is knowledgeable about the CLC and involved in the activities offered by the CLC and its partners.

Partnerships

There is no one way to describe the nature and functioning of partnerships at the CLC case study sites.  At least initially, it was primarily the CLC coordinator and sometimes the principal who initiated contact with partners. Over time, more and more potential partners called the CLCs to offer collaboration, services, or present ideas of how to work together for their mutual benefit.
It is not typical for CLCs to obtain cash donations or contributions from their partners. For those that do, the donations or contributions are generally not large enough to cover regular operating expenses. Only one of the case study CLCs―Netagamiou―reported getting significant cash contributions from some of its partners. Rather than cash donations, CLCs more commonly receive in-kind donations of services or products for specific activities or events. For example, a bottling company donated beverages for many CLC activities, and Air Labrador transported the Travelling Trunks free of charge or at reduced rates.
According to partners, one of the primary reasons that they work with CLCs is that CLCs help them fulfill their mission. Many of the organizations have mandates to serve the local or regional English-speaking, or other minority, community and the CLCs allow them to access to a large market—students and their families.
Impacts
Each case study CLC identified impacts or outcomes for students, through self-report interviews, focus groups and surveys. Six of the seven case study sites mentioned an increase in the number and types of student activities as one of the most significant outcomes of becoming a CLC. Six of the case study sites also mentioned positive impacts on student engagement in school and student motivation. Four of the case study sites believed that the CLC had positively impacted students through student participation in academic support programs, such as the homework and tutoring programs that many offer. One CLC without a homework or tutoring program reported a dramatic increase in the number of students on the honour roll since the CLC’s inception, an outcome it attributed in part to the change the CLC has brought to the school culture. Four CLCs cited healthy living and life success as outcomes of health information sessions and increased opportunities for physical activities, such as lunchtime or after-school activities like yoga and kickboxing.

Reported or perceived impacts on parents, however, are limited. Few CLC activities and services are directed specifically at parents, although some CLCs have offered parenting workshops.  All of the case study CLCs reported challenges in engaging parents.

The most frequently mentioned impact of CLCs on communities is that CLCs give community members a place to go to, more specifically a place to go to do activities and get services in English. In fact, two of the case study sites were identified as being “hubs” in their communities.  One remote CLC in particular reported that the CLC has rallied the community and given a declining community a sense of hope.

Planning for Sustainability
After three years, the likelihood of sustainability at the case study sites is still difficult to predict. Most of the case study CLCs have established strong and mutually beneficial partnerships that provide activities and services to students and/or community members. Principals, coordinators and partners overwhelmingly report a desire to see the CLCs continue after the grant funding ends; only one of the seven case study principals seemed ambivalent about whether the CLC will continue. School boards, however, are far more uncertain about the CLCs future. Only two school boards strongly support CLC continuation. The others, while verbally committed to the idea of the CLC, have done little to support this commitment. Most principals, coordinators and partners believe that continued funding should come at least partly from the school boards. 
The seven case studies suggest that the work of turning a school into a CLC, while challenging, is feasible. According to perceptual data from a broad group of stakeholders directly involved in the CLCs, there are many benefits and potential positive impacts on students, schools and communities. The following seven individual case study reports describe the development and evolution of the CLCs over a two-to-three year period, as well as the perceived impacts and outcomes for students and others. The separate case study on New Frontiers School Board illustrates the steps taken, the successes, the challenges and the perceived benefits of taking a community learning centre concept to scale across an entire school board. 
Eaton Valley CLC Case Study

The CLC Context and Community

The Eaton Valley Community Learning Center is located at Pope Memorial Elementary School in Bury, Québec. Bury is a very rural community of about 1200 people, about half of whom are anglophone and half of whom are francophone. In Bury itself, there are no restaurants and only a few businesses and services: a general store, a post office, a bank, a fish hatchery and an elementary school. While the CLC is located in an elementary school in Bury, it serves a larger collection of towns that are either primarily or historically English-speaking.

Communities served by the CLC: Bury, Dudswell (Bishopton, Marbleton, St-Adolphe), Hampden, La Patrie, Lingwich (Gould), Scotstown, Weedon (Saint-Gérard, Fontainebleau) and Westbury.

Extended communities: Ascot Corner, Johnville, Chartierville, Cookshire-Eaton, East Angus, Newport, Sawyerville, Saint-Isidore-de-Clifton

The school serves about 60 students in Kindergarten through Elementary Cycle 3. There is a “CLC room” in the school that houses the VCN and hosts events such as the Internet café. The school is the only English school in town. After elementary school, students commute to a small town about 30 minutes away for secondary school. 

Background

Pope Memorial Elementary School is the home of the CLC in Bury. The CLC was originally a partnership between the Pope Memorial School in Bury and the New Horizons Adult Education Centre in Sherbrooke. This partnership never quite developed and, while the coordinator did try to involve the Adult Education Centre, the CLC clearly became associated with and located in Pope Memorial and Bury. The role of the New Horizons Centre has decreased over time and is currently nonexistent.
The mission of the Eaton Valley CLC is “to support locally driven initiatives leading to a healthy, dynamic, and sustainable community. Our CLC works with the community to build a culture of lifelong learning. The community learning centre’s vision is to have a viable, healthy community that values and supports lifelong learning” (Eaton Valley CLC Implementation and Evaluation Report). 

The former principal of Pope Memorial, who in the spring of 2010 was transferred to another school, describes the purposes of the CLC in this way: “to instill lifelong learning … bring the community closer and into the school. The purpose was to increase student success; a sense of belonging and feeling good about school would mean they would take education more seriously.” The coordinator’s understanding of the purposes of the CLC is similar but is more community- than student-focused. She describes the purpose of the CLC in this way: “It is an English Language initiative, reaching out to the community, make our school more than a school for students, a place for community to go to gain knowledge, to take courses, have fun. The goal is to get as many people involved, coming here because it is fun. The goals have become more defined, at first it was about getting the community members into the school, now it is purposeful, how will we do it, set plans.”

One recent development is the opening of a satellite CLC site in Sawyerville, about 20 minutes from Bury. This site will provide classes and other services. The idea is that having a satellite CLC in Sawyerville will serve the anglophone population there. The plan is to rotate classes and events between the two sites so that they can reach more people. The reason for this is that, although the people in Bury seem to be using the CLC, it finds it difficult to draw in people from farther away. Using the school in Sawyerville to host classes and events will draw more people to that school and to the CLC. The same steering committee and coordinator will run the Sawyerville branch of the CLC; however, the coordinator will not be spending as much time coordinating the satellite site. Instead, she will provide the school and partners with materials she has already created and will provide advice or guidance as needed.

The goals of the CLC are “to address student health and academic success and to provide information and services to the community members” (Eaton Valley CLC Implementation and Evaluation Report). Specifically, the Eaton Valley CLC action plan identifies the following intended impacts through the activities described below:

Student Impacts. Healthier students, increased confidence, increased tolerance, improved youth leadership abilities, organizational skills, and responsibility.

· Dance your socks off CNSSN grant

· Horse/pony club

· Health week
Community Impacts. Healthier community members, better informed individuals.

· Pilates

· Badminton

· Telehealth videoconferences

Implementation Over Time

Initial implementation of the CLC began in 2007-2008. The original coordinator remained in place during the first two years of implementation. She initially approached implementation from a community development perspective and from the perspective of having some early visible activities even before engaging in long-term planning. The CLC partnered with several organizations in the area to provide activities and services. Many of these partnerships have lasted through the three years. When the original coordinator left, the change was not disruptive to the school or CLC because the new coordinator had held the position when the original coordinator was on maternity leave. 

Since its inception, the CLC has been run by a coordinator and the principal who are both at the school only a few days a week. At the time of the 2009 site visit they shared an office in the school. The coordinator described her role in this way, “I reach out and do the planning, I am the first line.” Community groups and individuals might come to her with ideas for activities or courses, and she also reaches out with ideas. For example, the coordinator was approached by a woman who runs a home daycare centre and needed some training. She approached the CLC as a potential place for the courses to be offered. 

The principal is very involved in the CLC. He sits on the steering committee and has general oversight of the CLC. He is the CLC’s director and oversees the budget. While he is not in charge of day-to-day operations, he contributes ideas for CLC activities and direction. The principal describes his role this way: “My role is to keep it [the CLC] alive and talk about it as often as I can. Promote it, encourage people to take part and to believe in it. I believe in it.” In June 2010, the principal was transferred to another school.

The steering committee consists of eight to ten members and meets two or three times per year. Although it is not actively involved in setting the direction of the CLC, it is usually kept up to date by the coordinator. During the 2009 site visit, the coordinator expressed some concern that the steering committee was not being used for the right or best purpose and wondered whether the meetings were an effective use of time. One unique feature of the steering committee is that it has a task force of volunteers looking into financial sustainability issues. Originally the Eaton Valley CLC had discussed a number of possible sustainability plans, such as a restaurant project in Bury. However, after hiring a consultant (with grant money raised by the CLC), the financial task force and steering committee decided this idea was not feasible. The task force does meet regularly and is currently working on a 2011 calendar that will feature artwork from local artists. As mentioned in the Implementation and Evaluation Report, “though this project will not sustain the CLC, it will increase visibility.”
The school’s governing board does not play a large role in the CLC. There are teachers who sit on the governing board and they know what is going on with the CLC. The coordinator does not attend the governing board meetings. The principal keeps the governing board updated about the CLC. As the principal said, “They approved that we are a CLC...I try to make it more simple. We keep them updated. Governing board are mostly parents, teachers, they know what is going on. I don’t ask for permission from them, just update them.”

In this particular CLC, the regional school board liaison or representative is supportive. His role, however, is passive support. The principal or coordinator sends him information and, occasionally, the liaison will meet with them. 
Activities and Services

In the first full year of implementation, in 2007-2008, the activities of the CLC were aimed at bringing the community members into the school.  Some of the activities implemented included a weekly Internet Café, Telehealth Videoconferences to provide health information to community members (using VCN), badminton and other sports activities offered in the school gym in the evenings, lifelong learning collection of books to promote adult literacy, community kitchen, computer courses, a water painting course taught by a local artist, a sewing workshop, Pilates, scrapbooking, a caregivers’ support group, and the Farms Alive Project. The Farms Alive Project was a grant-funded program that connected youth and seniors in the community to create learning clusters around traditional agriculture and rural life skills. This project was funded through December 2008.

The 2008-2009 school year continued in a similar way, offering more activities for parents, community members and students.  The popular evening activity offered at the school continued to be the Internet Café. Both community members and students attended the Café often, as many did not have an Internet connection at home. A volunteer ran the Internet Café, and students often attended and helped by answering questions or troubleshooting, if necessary. The painting and computer courses continued and also proved popular. After-school programs for students as well as summer programs were also offered. Grandparents’ Day, a day for seniors to attend school and learn what their grandchildren do and what classes they take, was enjoyed by all the students and grandparents at the school. The school also participated in the multi-school National Entrepreneurship Day.

The 2008-2009 school year also brought changes to the Eaton Valley CLC. The original coordinator left to pursue another position and was replaced by the same person who had filled in when she had gone on maternity leave. The new coordinator had also served as the coordinator of the Farms Alive program and was a member of the CLC steering committee, and was therefore very familiar with the CLC. This made for a seamless transition and did not disrupt the momentum of the CLC.

Many of the programs and services listed above continued in 2009-2010. The after-school program started again in the late fall and included time for students to do on their homework as well as time for physical activity. Many one-time events were planned again. The VCN was used more by the teachers, as evident by the map in the CLC room showing all the places that students have “connected” with their classes, including the San Diego Zoo, a museum in Pittsburgh and a classroom in Spain. Literacy in Action continues to be a strong CLC partner funding the distribution of the Eaton Valley CLC Newsletter and providing book bags for children who participate in the summer reading program. The CLC coordinator is also helping adults in the community earn their secondary school diploma, allowing them to take courses and sit for exams at the CLC. 

The big change in 2009-2010 was the opening of a CLC satellite site in Sawyerville, about 20 minutes from Bury. The idea was that the CLC in Sawyerville would serve the population there. The plan was to rotate classes and events between the two sites so that more people could be reached. The reason for this is that, although people in Bury seemed to be using the CLC, it was hard to draw in people from so far away, so using the school in Sawyerville to host classes and events would draw more people to the school and the CLC.
Teacher Involvement

The teachers have supported the idea of the CLC from the beginning. During the 2008 site visit, teachers noted that the CLC is a “wonderful opportunity” for the community. At the time, some teachers expressed that the CLC was still very new and that they hadn’t had a chance to explore the many possibilities it offered. Some teachers were using the VCN, while others seemed hesitant about how to use the new technology and what to do if there was a problem. The teachers all recognized that the principal’s support had been a key factor in the CLC’s success and that the coordinator also played a key role in the CLC’s operation. Some teachers expressed concern about what would happen if the coordinator was no longer there. The teachers acknowledged how nice it was to see community members in the halls and to see the school used in the evening and only commented on positive changes in the school as a result of the CLC.
As the teachers become more comfortable with the VCN, they use it more and more for student learning. One teacher in particular uses the VCN often and has posted a map in the room where the VCN is located to tag all the places the students have visited virtually, including the San Diego Zoo, Hong Kong, a museum in Pittsburgh, a classroom in Spain, and others. Most of the ideas for using the VCN in the classroom come through the coordinator. This year the CLC has participated in theme weeks, and the PRT sends e-mails with information on the VCN, which the coordinator passes along to the teachers. Teachers also are thinking ahead and planning on how to integrate the VCN into their curriculum, which is a change from previous years.

Teachers are also involved in “community-based learning” activities through the CLC, even though teachers do not refer to them as such. The Farms Alive project, which brought together students and seniors in the community to learn about rural and agricultural skills, was an example of a community-based learning activity. These activities have been discontinued since the grant ended. Other examples of community-based learning that the teachers participate in include Grandparents’ Day and helping the students make prom dresses for a school dance.

Teachers are working together to develop programs that will enhance the CLC and the school. For example, the principal noted that “the French and physical education teacher put in for a grant to do a project in arts, circus, bringing this firm to come practice circus stuff with the kids and they put on a show.”  Teachers were also involved in the literacy camp, a CLC activity that takes place in the summer.

Partnerships

Since the Eaton Valley CLC was first implemented, partnerships with the Women’s Center and the Community Economic Development & Employability Committee (CEDEC) have been very strong. During the first site visit to the CLC, it was evident that the CLC served as a vehicle to expand the service reach of the Women’s Center―one of the original partners of the CLC― to Bury. During that visit, partners acknowledged that the role of the CLC has been to create opportunities for exchanges between community organizations, and it has helped bring organizations together to exchange ideas and work together. The partners also recognized the need for the coordinator to pull groups together and valued her role in coordinating partner participation in the CLC. Like many CLCs, the Eaton Valley CLC does not have formal partnership agreements, though they do have letters of support from some of their partners. Most of the partnerships were established by the original coordinator and originated because of the coordinator’s connections in the community. The current coordinator has also initiated partnerships. The level of involvement of each partner depends on the project. For example, Literacy in Action, a partner that sits on the CLC steering committee, has partnered with the CLC for a number of reading events including literacy camp over the summer, a book bag project, and a bookmark project. The CLC aims to attract partners that can offer services. At the time of the last site visit, the partners considered by the coordinator to be “highly involved” in the CLC included: Townshipper’s Association, Centre d’Action Benevole, Literacy in Action, Lennoxville & District Women’s Center and CEDEC. A complete list of partner is provided in the sidebar.

[image: image5.wmf]Nine Eaton Valley CLC partners participated in the 2009 CLC Community Partner Survey. Most of these partners identified themselves as nonprofit organizations, and all of them said they had been involved in the CLC for 13 or more months. How active and how much time each partner contributed to CLC-related activities varied: three said they spent less than one day a month on CLC activities, one said about one day a month, three said two to five days a month, and two said more than five days a month. When asked if they felt this time was productive for their organization, six partners said it was either very productive or productive. 

In 2009, most partners reported their involvement in the CLC consisted in “discussing the CLC with other community members.” Other activities in which partners reported being involved included planning or conducting CLC activities or services, promoting the CLC to stakeholders, attending events or donating space, time or materials. 

In 2010, only five people responded to the second CLC Community Partner Survey. The type of partnerships remained the same, as most identified themselves as a nonprofit or government community-based service organizations.  All of the partners were long-term CLC partners and had been involved in the CLC for more than three years, or between thirteen months and three years.  Of the partners who responded to the survey in 2010, four said they spent two to five days a month on CLC-related activities, and most indicated they were involved in delivering programs and services to parents and community members or students. 

The 2009 and 2010 Community Partner Surveys used some of the same questions in order to track changes in certain indicators over time. A comparison of the two survey results for Eaton Valley partners reveals the following similarities and differences:

	Eaton Valley CLC Partner Survey
	2009 (n=9)
	2010 (n=5)

	
	Strongly Agree or Agree
	Neither Agree nor Disagree
	Strongly Disagree or Disagree
	Strongly Agree or Agree
	Neither Agree nor Disagree
	Strongly Disagree or Disagree

	I feel informed about the CLC.
	88.8% (8)
	11.1% (1)
	0
	80.0% (4)
	20.0% (1)
	0

	I understand my organization's role in the CLC.
	88.9% (8)
	11.1% (!)
	0
	80.0% (4)
	20.0% (1)
	0

	I am included in making decisions about the direction of the CLC.
	42.9% (3)
	42.9% (3)
	14.3% (1)
	60.0% (3)
	0
	40.0% (2)

	A Steering Committee or Partnership Table guides the work of the CLC.
	Not asked
	100% (5)
	0
	0

	Becoming a CLC partner has benefited my organization.
	88.9% (8)
	11.1% (1)
	0
	100% (5)
	0
	0

	There is a shared sense of direction for the CLC among school and community partners.
	55.5% (5)
	44.4% (4)
	0
	40.0% (2)
	40.0% (2)
	20.0% (1)

	The Steering Committee or Partnership Table members represent all key stakeholders, including parents or family members, community residents, school staff, and community partners.
	Not asked
	20.0% (1)
	80.0% (4)
	0

	We share and exchange resources, such as personnel, space, materials, or funds.
	Not asked
	60.0% (3)
	40.0% (2)
	0

	There is a good working relationship between the CLC and my organization.
	Not asked
	100% (5)
	0
	0

	The principal provides good (in 2009 it was “strong”) leadership for the CLC.
	50.0% (4)
	50.0% (4)
	0
	0
	100% (5)
	0

	The CLC coordinator is effective in coordinating and facilitating the partnerships.
	75.0% (6)
	25/0% (2)
	0
	20.0% (1)
	80.0% (4)
	0

	The CLC has developed a plan to sustain itself in the future.
	25.0% (2)
	75.0% (6)
	0
	20.0% (1)
	80.0% (4)
	0

	The CLC is important to the future of the English-speaking community it serves.
	100% (9)
	0
	0
	100% (5)
	0
	0


All partners who responded to both the 2009 and 2010 surveys agreed that the CLC is important to the future of the English-speaking community.  When asked what the most significant changes the CLC brought to the English-speaking community, one respondent said “connectedness among the remote English communities.” Another responded that the CLC is “creating access to new learning opportunities for young and ‘mature’ alike. New learning paves the way for new ideas and opportunities to emerge.” Partners, for the most part, feel informed about the CLC and understand their role. However, partners seem less sure about the steering committee’s role and representation, with 80% responding they neither agrees nor disagreed that the steering committee represents all stakeholders.  Most neither agreed nor disagreed that the principal provided strong leadership or that the coordinator was effective. Overall, in both 2009 and 2010 most partners responding to the survey agreed or strongly agreed that the partnership with the CLC had benefited their organization.
Understanding Implementation

Implementation has gone smoothly and without interruption for the Eaton Valley CLC. Support from the school board, principal, teachers and community partners has been strong since the beginning and has allowed the CLC to gradually grow and expand. The change in coordinator midway through implementation did not seem to interrupt momentum as the new coordinator had been involved in the CLC as a steering committee member, and interim coordinator during the original coordinator’s maternity leave. The original coordinator had a number of community connections and was able to develop strong partnerships for the CLC that still exist today. New partners have come on board gradually and have been able to continue to contribute to the programs and services offered through the CLC. It took some time for the CLC to become known in the community and to engage the community in some of the activities in the school. The Internet Café was an immediate success and helped bring adults and community members into the school. The CLC expanded to include additional evening activities for adults and community members, and today there are a number of scheduled courses, recreational activities and services, such as the Internet Café that are ongoing.

The factors that helped Eaton Valley implement the CLC include a strong coordinator presence, strong support from the principal, support from school board, and support and technical assistance from the PRT.  The two coordinators that have worked at the CLC have developed strong relationships with partners and established a consistent offering of services and programs through the school. As one of the coordinators stated, “I have a lot of things that just work now, like the badminton, they get in touch with me at the end of August, a few phone calls got the volunteers lined up for the Internet café, another phone call got scrapbooking going, someone came to me about starting aerobics. A lot of things fell into place.” The coordinator attributes some of this success to the fact that she lives in the community and is known throughout Bury, “The nice part of living in the community is people know me and people ask me questions.” 

The coordinator commented on how important the support from the PRT has been to implementation, she also noted that the school board support has been important to the CLC’s success so far. “I could not do a lot of what I do if I didn’t have that, now I do know how to get things going, if I had not had that initial support there would have been a lot of stabs in the dark. Now I have a better idea of what will work.”

According to the principal, the coordinator(s) have been key to the implementation: “You have to have the coordinator. You don’t have to be there, they go ahead and do it, it makes it easier on me. The more independent they are, we have the same understanding of what the CLC is about, I hope it continues.” He also said the PRT has helped “…find a lot of stuff, have a lot of interesting projects even though we don’t participate in all of them, helpful workshops, sharing of documents, binder of possible grants we can get. Paule is very supportive, I call her if I need anything, it is easier when I have questions.”

The school staff, the school secretary and all the volunteers that run the programs were also mentioned as having helped in the implementation, although a lack of volunteers and time people can contribute to CLC activities was also mentioned as a challenge to implementation. The principal stated: “if I had a bank of those [volunteers] there would be more going on here. Even though I said we invited 125 volunteers [to a celebration at the school], there are some that come in and help with one event, but if everyone did it we could do more.”

Other challenges to implementation in Eaton Valley include lack of interest from the municipality. According to the coordinator, “The non-cooperation from the municipality, they could have been very helpful, we are still a non-entity. The support was not there. They could have included us in the newsletter, supported us, getting people to come check out the place. They go to conferences [in Montréal]. I have told them maybe they can do it through the VCN, but there is no interest. The fire department courses, instead of going to Montréal, maybe we can do it here. No interest. I think that is going to change with the election.” There are hopes that this will change in the future and that this will be partnership that will developed. 

Another challenge to implementation has been that the CLC does not offer any services or activities in French. According to the coordinator this has been an issue, and she has felt some resistance from the French community. “When we first started the financial task force, one of the comments made to me was that the community didn’t care about it [the CLC] because the CLC offered nothing in French. But my directive is to get things out to the English population who are in rural area, who do not have access to certain things.” She said in the beginning she put all the publicity in both French and English and now she only has time to do it in English. Grandparents’ Day was a good example of bringing both the French and English community together: “When I had grandparent’s day, many were francophone and did not speak much English… After, when they were leaving, their comments were, ‘they would never do this in a French school, thank you for inviting us, etc.’ Mostly the French grandparents that were thanking me when leaving, saying they have never been inside before, etc.” 

A recent expansion in the Eaton Valley CLC implementation is the new satellite site in Sawyerville. This comes as a result of wanting to offer CLC activities to people who live far from Bury, so they can participate in CLC activities closer to home.  It demonstrates the CLC is responsive to the needs of its communities, but it also poses challenges in terms of coordination and costs. The issue of costs and CLC sustainability is a major concern at this stage of implementation. The CLC organizes many activities, events and services, and the coordinator is valued by the school and community stakeholders for her work. The CLC established a financial task force, charged with looking into sustainability ideas. The task force worked closely with a consultant, through a grant, to explore the feasibility of a CLC sustainability plan to sell baked goods in the area. However, the consultant concluded that sustainability is not possible under their original plan due to a number of factors. Sustainability still remains a concern and challenge for future implementation at Eaton Valley and the new expanded site in Sawyerville.

Outcomes and Impacts

The coordinator and principal of the CLC had identified intended impacts they hoped to see on both students and community members. 

Intended outcomes for students: healthier students, improved youth leadership, increased tolerance, organizational skills, confidence, and responsibility

 Intended outcomes for community members: healthier community members, better informed individuals

As part of the second evaluation site visit, the evaluators asked stakeholders about the CLC’s perceived impacts and outcomes and its activities, programs and services. The partner, parent, teacher and student surveys also asked respondents about the impacts of the CLC.  Several impacts and outcomes emerge as common themes from these interviews and surveys, including that the CLC is perceived to have:

· increased student engagement in school

· increased student access to activities, programs and services

· increased community access to activities, programs and services and helped to meet the needs of the English-speaking community
Increased student engagement in school
According to the principal, the results from the Tell Them From Me survey indicated that 96% of students said they felt a sense of belonging to the school. It is hard to attribute this feeling directly to the CLC program, as the principal acknowledged, but it is important feedback. The principal, coordinator, teachers and parents all commented on the benefits of the after-school program. As the principal noted, “I know the kids like the after-school program, we are keeping them in school longer, that is a change from the past.” Students are also using the VCN as part of their classes, something they said they would miss if the CLC was no longer operating at their school. Below are highlights from the parent and student surveys:

· 66.7% of students said they had participated in lunchtime or after-school activities during the school year.

· 66.6% of students agreed or strongly agreed that they enjoy the extracurricular and after-school activities at their school.

· 77.8% of students have used or participated in a VCN session during class.

· 77.8% of students agreed or strongly agreed that they participate in more extracurricular activities since the school has become a CLC and that the environment of the school has improved since becoming a CLC.

· 100% of teachers agreed or strongly agreed that the CLC has increased the school’s capacity to promote positive child and youth development.

Increased student access to activities, programs and services

Increased student access to activities, programs and services relates largely to the above outcome on student engagement. Students have more opportunities to be in school when participating in after-school programs and summer programs such as literacy camp, coming to the Internet café, using the gym for recreation, using the VCN in class to talk to students around the world, engaging with seniors in the community by visiting the rest home, collaborating on the Farms Alive project, and hosting their grandparents on Grandparent’s day at school. These activities were not in place before the CLC. They are also significant because few activities and services are available for youth in English in the region. As the principal noted, “Children have more opportunity to collaborate on projects, made it easier to see the world through the VCN…moving forward and seeing changes, all positive.” Below are highlights from the surveys:

· 100% of teachers agreed or strongly agreed that “The CLC has introduced interesting new activities for students.”

· 100% of teachers agreed or strongly agreed that “The CLC offers activities that enhance students’ capacities to learn.”

·  92.3% of parents agreed or strongly agreed that “The school/CLC has provided my child with positive learning opportunities that were not available before.”

· 100% of parents agreed or strongly agreed that “The school/CLC has brought more resources and services to our school and community.”

· 88.9% of partners agreed or strongly agreed the “The CLC is providing beneficial opportunities and services to students.” 
· 77.8% of students agreed or strongly agreed they “participate in more extracurricular activities.”

· 88.9% of students agreed or strongly agreed that they “have more opportunities to socialize and have fun with other students.”

Increased community access to activities, programs and services and helped meet the needs of the English-speaking community

In interviews, focus groups and surveys, evaluation participants reported that the CLC had a positive impact on the community’s access to activities, programs and services. The fact that Eaton Valley CLC is opening a satellite CLC to allow for even more access to services in English is indicative of the value and impact the Eaton Valley CLC has had increasing these services to meet the needs of the English-speaking community. Below are highlights from the surveys:

· 100% of teachers agreed or strongly agreed that “Our school/CLC improves access to services that were not available before in our community.”

· 100% of parents agreed or strongly agreed that “The school/CLC is having a positive impact on our community.”

· 92.8% of parents agreed or strongly agreed that “The CLC is meeting the needs of our community.”

· 100% of parents agreed or strongly agreed that “The school/CLC has brought more resources and services to our school and community.”

· 100% of teachers agreed or strongly agreed that “The CLC is helping to meet the needs of our English-speaking community.”

· 60% of partners agreed or strongly agreed that “The CLC is helping to fill gaps in available programs and services.”

· 80% of partners agreed or strongly agreed that “The CLC provides lifelong learning opportunities for the community.”

As one of the teachers noted in a focus group, the CLC is “having an effect on the value of education, children are seeing all these courses going on and parents taking them. There have been three parents who have gone back to school.” One new activity of the CLC is to provide opportunities for parents to complete their secondary school education at the school so they do not have to travel far for these services in English. Another teacher noted that there is more participation at open house nights since the CLC has been implemented, “At open houses we have more people, feel more comfortable in the school, parents feel more comfortable.” 

Community members also noted some of the benefits of the health information services offered in English through the Telehealth VCN sessions in collaboration with the Community Health and Social Services Network (CHSSN). Community members also appreciated the caregivers’ support group at the CLC, another new service provided in English for people who are caring for family members.

Reflections
The Eaton Valley CLC is working hard to bring services and activities to the English Community in Bury and the surrounding towns. Its successes are evident in several ways, including that it is classified as having reached the full operation stage. There seem to be positive changes in how the community views the Pope Memorial Elementary school. It is now seen as a place where activities are offered for all members of the community. Evidence of this was seen at the recent Grandparents’ Day last year. Many of the students’ grandparents had never been to the school, and many only spoke French. They were so pleased to be invited to see the school and learn about what their grandchildren are doing. This is one of many efforts to engage the community in the school. Parents, seniors and other community members are using the school to take classes (Pilates, yoga, painting, etc), seniors are using the Telehealth videoconferencing sessions, and the school is used for a caregivers’ support group. 
Teachers and students know the CLC primarily because of the VCN, the after-school program and other school-related activities such as the Farms Alive program, where students worked with seniors in the community to learn different skills. There has also been a summer literacy program that students, teachers and parents have been involved in. Students seem to enjoy their experience using the VCN in class and have had the opportunity to connect with students in other countries, the San Diego Zoo and a museum in Pennsylvania. Teachers are now planning to use the VCN and integrating it into their curriculum. There is a map in the CLC room that marks all the places the students have “visited” through the VCN. The after-school program seems very popular among students and parents. The program offers time for both physical activities and for homework. Most of the students who participated in the focus group took part in this program and were looking forward to it starting up again in the fall.
At the time of the final site visit in October 2009, the Eaton Valley CLC was considered to be at the “full operation” stage. According to implementation expert Dean Fixsen and his colleagues (2005), when a new initiative–the CLC—is in full operation, the initiative becomes “common practice” and “the benefits or intended outcomes of the initiative begin to be realized.”  The Eaton Valley CLC is beginning to see positive changes in the students, parents, community members and teachers. The stakeholders have come to expect services and activities offered through the school, and the students and community are benefiting by having increased access to activities, programs and services. The addition of the new CLC satellite site in Sawyerville is testimony to the success of the Eaton Valley CLC and will serve as a model of how CLCs can expand their reach and impact.  

The CLC’s challenges, raised by both the principal and the coordinator, include sustainability and lack of support from the municipality of Bury. The municipality elections were held in the fall 2009, and there are high hopes that the new administration will help facilitate a positive partnership with the CLC in the future. This would allow the CLC to reach more people and work closely to support the CLC programs. The CLC’s sustainability has been challenging. The steering committee formed a subcommittee to look into how the CLC can sustain itself and even received a grant to hire an external person to review some of its ideas. However, the external review concluded that starting a business is not feasible and that sustainability will have to come from other sources. The steering committee is currently hoping to raise money by selling a calendar featuring local artists, but recognizes that this cannot be the CLC’s only source of funding. The change in principal at the end of the 2009-2010 school year may also affect continuity, but having reached the full operation stage, the CLC is in good position to weather the transition.
Gaspé-Percé CLC Case Study

The CLC Context and Community

The Gaspé-Percé CLC is a formal partnership of three schools in the Gaspé-Percé region of Québec. It is the only CLC in the network whose application included three partner schools: Gaspé Polyvalent, Belle Anse Elementary and Gaspé Elementary. The two elementary schools are feeder schools for the secondary school, the only English secondary school in the area. 

[image: image6.wmf]The CLC serves the Gaspé-Percé region, a large area with geographically dispersed English-speaking communities. Gaspé is a largish town of about 14 000 residents, less than 2 000 of whom identify as having English-only as their mother tongue. Percé is a much smaller town with less than 3 500 residents and an English-only population of about 500.
 The CLC serves the small communities and villages around these two areas. The sidebar lists the towns and villages from which the students at the three schools come. After secondary school, many young people move to the city to pursue studies in English CEGEPs or at the bilingual CEGEP in Gaspé. There is limited industry in Gaspé, and lobstering is a source of income or employment for many families in the region. There is a great deal of seasonal employment in the area. The school reports that many students live below the poverty line. The anglophone population in the area is older than that of the region overall.
 Students believe they have to leave the Gaspé area for education, career and cultural vitality. Indeed, in a focus group of eight students, most reported not wanting to stay or not likely to stay in Gaspé.  It seems that the young and enthusiastic mostly bilingual students do not see their future in Gaspé. This understanding of young people’s attitude that their future is not in Gaspé has informed one of the goals of the CLC―to help the English-speaking youth see Gaspé as a place for their future.

Background

By all accounts, the “Poly,” as the secondary school is known, is the main location of the CLC;  the videoconference (VCN) room, the community library and the coordinator’s office are all located there.  The school and the CLC are in a large building that houses a much larger francophone secondary school and the French adult education centre, as well as the smaller English-language Gaspé Poly. The building is “owned” by the French sector and is not seen as an English institution. The English Poly and the CLC occupy one corner of the top floor of the building. Gaspé Elementary is close by, and Belle Anse Elementary is a 20-30 minute drive away. The Poly has about 100 students; Gaspé Elementary, 109 students; and Belle Anse, 49 students. 
The CLC grant was initiated by the secondary school principal at the time and a lead partner agency, an English-language organization called Vision Gaspé-Percé Now. The CLC’s mission statement is: “The Community Learning Centre promotes the well-being of the English-speaking community of Gaspé-Percé through a focus on lifelong learning and inclusive collaboration of all linguistic and cultural partners.” The CLC’s vision is: “Whatever actions we undertake, we ask ourselves one simple question: Will this activity help our students achieve greater success in their lives? If so, by extension the community benefits.” The other formal partners in the CLC were the two elementary schools. The CLC’s original coordinator, who was also a part-time teacher at the secondary school, worked with the principal to begin planning for the implementation, identifying needs and resources, completing the Action Plan, and reaching out to partners. 

According to the Gaspé-Percé CLC Action Plan 2007-2009, the CLC aims to have three main impacts through activities, as described below:

Impact 1: To provide the necessary wrap-around services to complement academic components by removing barriers to learning

· Homework Program

· Videoconference Network Educational Outreach Program

· Literacy – CLC Library

Impact 2: CLC is a caring environment where students, parents and community partners come together to learn and share knowledge

· Youth Advisory Committee

· Youth Center

· Obesity in Youth Program (with McGill University)

· Workshops for students, parents and family members

· Breakfast Program

· Music and Dance

· Sports

Impact 3: The Gaspé/Percé region has a vibrant, committed English population
· French Second Language Instruction

· Website Information
Implementation Over Time

Initial implementation of the CLC began in the 2007-2008 school year. The original coordinator, who also taught at the school, left the position after less than a year. A new coordinator was hired to begin the new school year. The coordinator and secondary school principal had a good working relationship and worked together to plan for potential partnerships and activities. The principal had a clear vision for the CLC as being important to student success and strengthening the community.  The CLC’s primary focus was on support and extracurricular activities and services aimed at students; its secondary focus was on activities, programs and services aimed at the English-speaking community (e.g. providing a place to meet, enhancing communication and collaboration among English-language organizations). 

The coordinator and the principal of the secondary school are essentially the “leaders” of the CLC. The CLC originally worked with a partnership table that held periodic meetings with all the partners involved and the principals of the partner schools. However, over time, partner involvement waned, meetings became harder to schedule and fewer partners attended. The decision was made to change the structure to that of a steering committee or an executive team that would support planning and operations, and to hold a partnership table meeting with all the partners once or twice a year (though no meeting took place in the 2009-2010 school year). The steering committee is made up of the principals of the three schools, the coordinator, a teacher from Gaspé Elementary, a former city councillor/ supporter, and a few other members. This committee meets fairly regularly to plan events, activities and programs and to determine the general approach and focus of the CLC. The committee discusses partners, how to work with them, and how to develop new partnerships.  It also discusses advertising and how to get the word out about the CLC more generally. The coordinator prepares an agenda for the meetings and distributes meeting minutes after the meetings. The partnership table is used to sharing information about what the CLC has done. 

The school governing board does not actively plan or coordinate with the CLC; however, it is active in each of the partner schools. The secondary school principal reports to the governing board about what is going on with the CLC. During the 2008-2009 school year, the CLC coordinator sat on the governing board as a community representative and thus could represent the CLC in this way.
In February 2009, changes in the principals at two of the schools caused some disruption in implementation. The secondary school principal who initially applied for the grant became the principal of Belle Anse, one of the partner elementary schools; and the former principal of Belle Anse became the principal of the secondary school. According to the coordinator, this change in leadership, along with other challenges such as lack of leadership in a key partner, slowed the implementation of the CLC. The new secondary school principal was supportive, but understandably preoccupied with learning about and running the secondary school during the first few months on the job. The new principal and coordinator continue to work together as the CLC’s lead school. During the past two years, the coordinator’s hours have decreased. With part-time employment, the coordinator is challenged to find time to work with each of the schools, a fact which has led to decreased use of the CLC by the feeder schools.

Activities and Services

In 2007-2008, the first full year of implementation, the CLC organized a number of activities, events and programs for students and the community and established at least eight partnerships. The activities, programs and services for students included extracurricular and extended learning opportunities such as guitar lessons and museum memberships. They also included academic support activities and community-based learning opportunities, such as a project to build and monitor duck nesting boxes in the marshes in Barachois and an after-school homework program. Although the after-school homework program was well attended (about 10-20% of students), students and the coordinator reported that it was more socially focused than academically focused. Activities and services geared to both students and community members included Movie Nights (which showed English-language movies in the VCN room), Terry Fox Day and the community library. 

In 2008-2009, the CLC organized even more activities and services for students and the community and began assessing what was working well and what was not. Many activities were offered in the new school year and new ones also began.  New clubs and activities for students, including after-school and lunchtime activities, were organized.  Also popular with the students were two “theme” nights at Gaspé Elementary, each night focused on activities, fun and games for a particular cycle. Given the widely dispersed communities in the Gaspé-Percé region, the social aspect of schooling is especially important to the students. This was revealed in focus groups conducted by the evaluator but also through the CLC’s own self-evaluation, as well as interviews with other stakeholder and survey results. Indeed, in 2007-2008, the principal reported that, on average, 50% of students stayed after school to participate in some after-school activity, including about 20 students who regularly stayed for an after-school homework program. Extracurricular participation was facilitated by a late bus four times per week. During this time, the CLC also saw increased VCN use by teachers at the Poly.

In 2009-2010, the CLC began facing challenges concerning its ability to provide after-school activities for students and a lack of leadership in one of the CLC’s main partners. In the summer of 2009, the coordinator and a group of volunteers cleaned up, reorganized and updated the library at the Poly. It opened in the fall of 2009 as a community library, with newer English books for adults, teenagers and children. It is now a clean, large, well-lit space, with computers and a reading corner. The students enjoy coming to the library to hang out, but many use the computers more than the books. Both students and teachers report using the library to support classroom work. However, steering committee members find community use of the library disappointingly low. The library is open during the daytime as well as one or two evenings a week. It is staffed by the coordinator and sometimes by volunteers. The CLC’s self-evaluation and the evaluator’s observations document low community use of the library. There is some speculation that the low library use may be related to its location in the Poly, as the school and CLC take up only a small corner of a large French-language secondary school and adult education centre. It is believed that the English-speaking residents, especially older residents, are not comfortable in the Poly.

The start of the 2009-2010 school year saw a dramatic decrease in the CLC’s after-school activities and programs for students. Due to budget cuts, there is no longer a regular “late” bus to take students home from after-school activities. The lack of an after-school bus has meant the end of many of the regularly scheduled after-school activities, such as the Improv Club and the homework program. The principal does arrange for a late bus for specific after-school activities, such as special CLC and sporting events. The student body has, in the past, resisted organized lunchtime activities, seeing lunch as precious social time. However, in focus groups, students lamented the lack of extracurricular programming available during the year and all recognized that lack of transportation was the issue. The students have all participated in classroom activities, such as the Go Venture Entrepreneurship Challenge and VCNs. 

Secondary school students have been particularly enthusiastic about and supportive of the CLC. They students do not differentiate between school activities and the CLC. They really like the after-school activities and programs and missed them when they were no longer available. The students reported that the after-school activities were very important to them because most students live far from one another. The school is one of the only places to get together with friends and socialize. Students valued the CLC’s homework program, not because it allowed them to do their homework, but because it allowed them to socialize. As one student said, “People didn’t do their work, they socialized rather than do their homework, but there is a need for it. We think it is important.” Students are concerned about the cuts in extracurricular and after-school activities and the lack of transportation. 

Teacher Involvement

Teacher involvement and buy-in to the CLC really varies depending on the school. Across the schools, many teachers seem to vaguely understand what the CLC is about or what its purpose is. Some teachers were unsure about the CLC concept versus the traditional school concept. Teachers at the Belle Anse Elementary perceived their school as a community school even before the CLC was implemented, and some saw the CLC concept as a rebranding of what they were already doing. For example, they organized family fun days with baseball and food for the students’ families as well as a Thanksgiving dinner for students and their families, both before and after the CLC. Teachers saw the VCN as providing more opportunities to enhance their teaching and broaden the students’ horizons, but felt it required too much effort to get organized and take the students from Belle Anse to the Poly. These teachers said “We are not seeing benefits of the CLC day-to-day.” That is not to say that they don’t see benefits or engage with the CLC. One teacher has participated as a parent in a VCN, and another has worked with a few of the CLC partners organizing monthly trips for students. These teachers reported they are still in the process of shifting their thinking about the CLC from “the coordinator in his office trying to find things for us to do,” to thinking about the CLC as an approach to partnerships. As teachers at Belle Anse reported  in a November focus group, “Yes, the CLC is worthwhile to continue.” 

At Gaspé Elementary, two of teachers are very involved in the CLC, with one of them sitting on the executive committee. Teachers at this school participated in “theme nights” as volunteers and parents, and a few teachers occasionally used the VCN. 

At the Poly, teachers are mostly engaged through the VCN and would like to use it more, but need assistance to do so or someone to identify activities/events that they can integrate into their curriculum or units. Teachers reported that they were not likely to use the VCN, if it took a lot of work to integrate it into a lesson topic. When teachers have a successful VCN experience with their students, they are encouraged. They see the VCN’s potential for accessing resources outside the community and for engaging students. Teachers also see the CLC as helping to support the new principal’s Healthy Schools Approach, with its focus on healthy eating and physical activity. Teachers involved in the Work Opportunities Training Program make efforts to engage the students in the community. Several of the teachers have participated in CLC events as community members or teachers, taking a French class, for example; and a few others have offered courses, such as yoga, to students and the community through the CLC. 

Partnerships

In the period from 2007 to 2009, the school had several active partnerships with local community groups, provincial and national nonprofits and local businesses. The CLC’s key partner at this time was Vision Gaspé Percé Now, a relatively new community development organization working for the English-speaking communities in Côte-de-Gaspé and part of the MRC of Rocher-Percé. The organization was a key collaborator on the original CLC grant application. In addition to seniors’ health, one of the focuses of Vision is volunteerism and involvement in the schools.  Another early partner was the local Gaspesian Community Economic Development and Employability Committee (CEDEC), a group focused on entrepreneurship in the English-speaking communities. The partnership with CEDEC is in keeping with one of the CLC’s implicit goals―to have young English speakers see the Gaspé region as a place for their future. During this time, three of the partnerships involved local businesses―two banks and one local bottling company. The nature of these partnerships frequently consisted of donations from the businesses in exchange for publicity. In one case, a local business donated furniture for the VCN room and was allowed to use the VCN free of charge for its business purposes.  The local bottling company frequently donates drinks for CLC and school events, such as the Terry Fox Day. These relationships fit the traditional school-local business partnership model. During this time period, the nature and extent of the partnership and collaboration was somewhat limited to donations and use of space. Partners tend to assist with or conduct activities for students and/or the community through the CLC. For example, the Community Health and Social Services Network (CHSSN) might conduct informational VCN sessions on health issues for community members. Coordination and collaboration is centered on activities and events and not so much on goals, fundraising and approaches to meeting the CLC’s mission. 

The 2009 CLC partner survey provided insight into how partners experience working with the CLCs and their understanding of the benefits of doing so. Five Gaspé-Percé CLC partners responded to this survey. Because some of respondents were also involved in other CLCs, their responses may apply to more than the Gaspé-Percé CLC or may reflect their experiences as CLC partners in general.

The five partners who reported having partnered with the Gaspé-Percé CLC included both those who were active in the CLC (more than five days per month) and those who were less active (two days or less per month). At the time, partners reported assisting with, or conducting, CLC activities for students, parents and/or the community, as well as being involved in CLC planning. Two of the five reported donating time, space or materials to the CLC. The partners tended to report that the CLC is operating effectively and is meeting real needs in the community: it helps fill gaps in programs and services, provides lifelong learning opportunities, helps students become more involved, and provides more activities to students. In their opinion, the CLC is important to the English community’s future. For a partnership to be successful each party must benefit from it, otherwise there is no incentive to cooperate and collaborate. The CLC is seeking partners that will help it achieve its goals, such as improving student outcomes, enhancing student life, and supporting a vibrant English-speaking community. The partners were asked why they or their organization became involved with the CLC. Three of the partners responded that it helps them reach their goals, it’s an opportunity to improve the community, and there is potential in the CLC idea.

At the time of the 2009 survey, partners described the nature and extent of their involvement in the CLC primarily as participating in project or events and/or participating in partner meetings. This was corroborated in interviews. One of the partners was concerned about a perceived lack of collaboration and planning on the part of the CLC. However, three of the partners felt that they were well informed about the CLC, that there was good communication with the CLC, and that the coordinator was effective. 
The 2009 survey responses provided encouraging feedback about the CLC’s direction and areas for improvement. Over the course of the following year, the CLC increased the number and types of partners. By January 2010, the CLC identified about 20 partners including community organizations, nonprofits, government service agencies, local businesses, cultural and arts groups and more (see sidebar). In 2010, another partner survey was conducted. This time, ten partners (about half of the CLC’s partners) reported having partnered with one of the CLC’s three schools. The respondents included nonprofit organizations, community-based service organizations, government community-based organizations, a faith-based organization, as well as a provincial government organization. These organizations work in employment and entrepreneurship, child and youth development, education, arts and culture, health, community economic development and tourism. Some highlights from their responses, provided below, suggest that the partners are directly involved in providing activities and services to the students and community; and that their connection with the CLC facilitates their access the populations they are mandated to serve. The partners are beginning to see impacts on students and the community in terms of filling gaps in available services and needs and in reducing community isolation. 

The CLCs partners are not particularly active. Six partners said they spent less than one day a month on CLC-related activities, one spent about one day a month, and three spent two to five days a month on CLC activities. Their involvement may consist in providing direct services, activities or programs to students, parents and community members; working teachers; or recruiting volunteers. Four of the organizations said they donate time and materials, and two said they sat on the steering committee. The most frequent type of activity offered by partners involved use of the VCN, with half of partners organizing VCN workshops or meetings. Most partners (six) offered short-term activities (one time or a few times in total), and two offered project-based activities of short but frequent duration.  Three partners offered activities or services for periods of one year or more, including Carrefour Emploi Jeunesse, which provides a guidance counsellor onsite at the Poly one day a week. This is a significant, sustained partnership that provides direct services to students and allows the organization to access a population—English youth―which they had found challenging to reach. Even more telling about the value partners see in collaborating with the CLC is that all ten partners would like to be more involved in the CLC in the future. 

The 2009 and 2010 Community Partner Surveys used some of the same questions in order to track changes in certain indicators over time. A comparison of the two survey results reveals the following similarities and differences:

	Gaspé-Percé CLC Partner Survey
	2009 (n=6)
	2010 (n=10)

	
	Strongly Agree or Agree
	Neither Agree nor Disagree
	Strongly Disagree or Disagree
	Strongly Agree or Agree
	Neither Agree nor Disagree
	Strongly Disagree or Disagree

	I feel informed about the CLC.
	60% (3)
	20% (1)
	20% (1)
	70% (7)
	30% (3)
	0% (0)

	I understand my organization's role in the CLC.
	60% (3)
	20% (1)
	20% (1)
	80% (8)
	10% (1)
	10% (1)

	I am included in making decisions about the direction of the CLC.
	40% (2)
	0% (0)
	60% (4)
	20% (2)
	30% (3)
	50% (5)

	A Steering Committee or Partnership Table guides the work of the CLC.
	Not asked
	60% (6)
	30% (3)
	10% (1)

	Becoming a CLC partner has benefited my organization.
	60% (3)
	20% (1)
	20% (1)
	90% (95)
	10% (1)
	0% (0)

	There is a shared sense of direction for the CLC among school and community partners.
	60.0 % (3)
	0
	40.0% (2)
	50% (5)
	20% (2)
	30% (3)

	The Steering Committee or Partnership Table members represent all key stakeholders, including parents or family members, community residents, school staff, and community partners.
	Not asked
	50% (5)
	40% (4)
	10% (1)

	We share and exchange resources, such as personnel, space, materials, or funds.
	Not asked
	60% (6)
	20% (2)
	20% (2)

	There is a good working relationship between the CLC and my organization.
	Not asked
	80% (4)
	20% (2)
	0% (0)

	The principal provides good (in 2009 it was “strong”) leadership for the CLC.
	20% (2)
	40% (2)
	40% (2)
	40% (4)
	50% (5)
	10% (1)

	The CLC coordinator is effective in coordinating and facilitating the partnerships.
	60% (3)
	20% (1)
	20% (1)
	60% (6)
	40% (4)
	0% (0)

	The CLC has developed a plan to sustain itself in the future.
	20% (1)
	40% (2)
	40% (2)
	30% (3)
	50% (5)
	20% (2)

	The CLC is important to the future of the English-speaking community it serves.
	80% (4)
	0% (0)
	20% (1)
	90% (9)
	0% (0)
	10% (1)


* Note that some of the respondents also partner with other CLCs.

Understanding Implementation

Implementation has been uneven across the three school sites of the Gaspé-Percé CLC. The first coordinator, despite her and the principal’s enthusiasm and successful planning, was slow to get partnerships and activities off the ground. The current coordinator has worked really well with the initial secondary school principal, who was very involved in CLC planning. The current secondary school principal is also supportive of the CLC and the coordinator. Although she is involved in decision-making, she is less involved in its day-to-day planning and in building teacher buy-in. Most of the activities, programs and services take place at the Poly. The two partner elementary schools have been less central to implementation, but not inconsequential. One of the schools sees itself taking a community approach regardless of the CLC.  The principal of Gaspé Elementary and the CLC executive committee have expressed interest in making a room at the elementary school into a community room, used by both students and the community for events or after-school activities. Progress on preparing this room has been slow. Nevertheless, the two elementary schools have engaged in some CLC activities and some teachers have participated in VCN activities with their students. Indeed, all six teachers who responded to a survey indicated that they hope their school remains a CLC. The principals of all of three schools supported the vision that the CLC become a hub for the English-speaking communities in the Gaspé region and they all acknowledged that this vision has not yet been achieved for several reasons. One reason is that other organizations see themselves as having that role, and getting the partners to work together rather than being concerned about their “turf” takes time. Other reasons include the location of the CLC, the part-time status of the CLC coordinator, and the lack of after-school transportation, challenges that have slowed implementation and prevented the CLC from becoming a hub.

The CLC has found it challenging to engage community partners. Several partners or potential partners are going through organizational changes and thus find it difficult to collaborate at the present time. Several stakeholders mentioned that they are not sure community groups feel they will get something in return from their partnership with the CLC. There is also a perception that many community groups are “independent” and fear losing their identity and niche by partnering with the schools. 

However, as the most recent school year came to close, the CLC coordinator and the steering committee developed a plan for sustainability that builds on some of the CLC’s successes and addresses some of its challenges. This plan is also evidence of progress toward a culture of collaboration between the CLC’s schools and the community partners. The plan is to engage each of the key partners in the development of medium and long-term activities, programs or services that meet a need in the school and/or community, are funded in part by the partner, use CLC space, and help the partner meet its own goals and mission. For example, Vision Gaspé-Percé Now has provided a letter of continued support for Youth Development (guidance counselor) that they help fund in collaboration with other partners. Another key partner, the local CEDEC, wrote in its letter of support
 that it is committed to working with the CLC in order to:

· Help to develop long-term plans which can identify the activities and partnerships to help make the centre sustainable

· Use good practice from other CLCs with which we work across the province, to avoid potential errors and capitalize on opportunities

· Help to identify partners

· Promote the centre in the region

· Pledge to continue to use the site when we can for activities with the other regions across the province (i.e. National Entrepreneurship Day, annual report launch, etc.).

Location has been a challenge to implementation in several ways. Not everyone is sure that the Poly is the best location for the CLC, as it is in a big building housing a much larger francophone secondary school, the French Adult Education Centre and the smaller English Gaspé Poly. The building is “owned” by the French sector and is not seen as an English institution. In interviews and surveys, stakeholders consistently mentioned that many in the English community do not feel comfortable going into the French school for activities and services. Gaspé Elementary is located in a building that is owned by the English school board and is seen as an English institution in the area. There is some discussion as to whether the CLC should be headquartered there, but there is no agreement or plans for this change. The distance between Belle Anse and Gaspé has affected the extent to which it is involved in the CLC. The school had a reputation for being community-oriented even before the CLC was created, and the new principal there is thinking of ways to capitalize on that, but the teachers do not see the value of the CLC beyond the availability of the VCN.
Resource and geography issues are related challenges. There was a lack of funding for regular after-school transportation in the 2009-2010 school year. Given the large distances that many students travel to the school, participation in after-school activities is not feasible without transportation. The principals, coordinators, school board representative, teachers and students have identified the lack of regular after-school transportation as a barrier to implementation. It has stalled implementation to some extent. Teachers have also reported that the lack of regular “late” bus transportation has hindered implementation. One teacher, for example, noted the difference: “Last year, we had the busing, but this has really limited the CLC with no busing. We need a place for the kids to be social and academic and kids.” The school board representative noted that other CLCs have addressed the transportation issue by providing activities and services during the lunch hour. However, according to one of the principals, there is resistance from the students to give up their lunch time. Because school is one of the only places where friends can gather, students view their lunch as “sacred” social time. Distance also affects parent and general community participation. For many, the distance can be too much to travel, especially during winter months. 
Other factors influencing the CLC’s implementation include cuts in the coordinator’s hours. The coordinator’s hours decreased in 2009-2010, and will likely decrease further over the next years. The coordinator has made it clear that this has limited implementation somewhat. With fewer hours, he is less able to engage the two partner elementary schools because going there takes time. 
Outcomes and Impacts

Early in the CLC’s planning, CLC leaders identified three main impacts they hoped to achieve through activities, programs and services for students and the community. As part of the second evaluation site visit, the evaluators asked stakeholders about the CLC’s perceived impacts and outcomes and its activities, programs and services. The partner, parent, teacher, and student surveys also asked respondents about the impacts of the CLC. Several impacts and outcomes emerge as common themes from these interviews and surveys, including that the CLC is perceived to have: 

· increased student engagement in school

· increased student access to activities, programs and services

· increased student engagement in the community

· increased community access to activities, programs and services and helped meet the needs of the English-speaking community

· enhanced the partners’ ability to reach populations in the regions

Increased student engagement in school

One recurring theme in interviews, focus groups and surveys is that the CLC has increased student engagement in school. For example, teachers report that the VCN is engaging for students, especially when it is interactive. When asked to compare their school before and after it became a CLC, 67% of students who responded to the survey agreed or strongly agreed that they “participate more in class.”  Among the parents who responded to the survey, 75% of them agreed or strongly agreed that their “child enjoys the extracurricular and after-school programs offered.” Teachers also reported high levels of student engagement, with 50% of teachers agreeing or strongly agreeing that “Many students actively participate in the activities available.”

Related to student engagement is student achievement. One notable change in student outcomes mentioned by the coordinator, but perhaps not directly linked to the CLC, is a significant increase in the number of students on the honour roll this term. Usually 10 or 20 students make it on the honour roll, but during the term evaluated, there were 29 students. Students also reported enjoying the VCN and said it was engaging. 

Increased student access to activities, programs and services

Students and teachers remarked that students are isolated from one another when not at school. Many live in different towns scattered throughout the Gaspé-Percé area, and transportation is needed to participate in any activity. The availability of activities, programs and services at school is important to students. Students, parents, teachers and partners all report that the CLC has increased students’ access to activities, programs and services. Highlights from survey data support this finding:

· 66.7% of teachers agreed or strongly agreed that “The CLC has introduced interesting new activities for students.”

· 50% of teachers agreed or strongly agreed that “The CLC offers activities that enhance students’ capacities to learn.”

· 75% of parents agreed or strongly agreed that “The school/CLC has provided my child with positive learning opportunities that were not available before.”

· 62.5% of parents agreed or strongly agreed that “The school/CLC has brought more resources and services to our school and community.”

· 60% of partners agreed or strongly agreed that “The CLC is providing beneficial opportunities and services to students.” 
· 60% of students agreed or strongly agreed that they “participate in more extracurricular activities.”

· 86.6% of students agreed or strongly agreed that that they “have more opportunities to socialize and have fun with other students.”

The students at Gaspé Poly are enthusiastic about the arts and stated that they appreciated all of the performance arts, music opportunities and increased sports that the CLC had facilitated, from the guitar lessons and Improv Club to Gaspé Idol. In a focus group, one student reported: “We love to sing, guitars and piano. We are outgoing and we love our sports.” When asked what they would miss if the school was not a CLC, 8 of the 15 students surveyed said it would be the activities or sports. 

Increased student engagement in the community

A theme that emerged from the surveys is that the CLC has increased student engagement in the community. Interview data suggests this is due to community-based learning, increased volunteerism and connections made with local community groups. For example, students were involved in presentations with veterans as part of Remembrance Day ceremonies, and one teacher noted that she regularly brings her students to local senior centres to interact with residents. Survey data support this impact of the CLC:

· 66.7% of students agreed or strongly agreed that “The school connects me to my community.”

· 66.7% of students agreed or strongly agreed that “The school connects me to the English-speaking community.”

· 60% of student agreed or strongly agreed that since the school became a CLC “I feel that the school is more a part of my community.”

· 60% of partners agreed or strongly agreed that “The CLC has helped students to become more engaged with the community.”

· 66.7% of teachers agreed or strongly agreed that the “school is a centre for cultural activities, recreation, and learning for students.”

Parents were the only group who did not agree that the CLC had increased student engagement in the community. 
Increased community access to activities, programs and services and helped meet the needs of the English-speaking community

In interviews, focus groups and surveys, participants reported that the CLC had a positive impact on the community’s access to activities, programs and services. In a remote area like Gaspé, with little English language recreation, services and cultural activities, this impact is significant. Highlights from the survey data illustrate this impact:

· 83.4% of teachers agreed or strongly agreed that the “school/CLC improves access to services that were not available before in our community.”

· 37.5% of parents agreed or strongly agreed that “The school/CLC is having a positive impact on our community.”

· 37.5% of parents agreed or strongly agreed that “The CLC is meeting the needs of our community.”

· 62.5% of parents agreed or strongly agreed that “The school/CLC has brought more resources and services to our school and community.”

· 83.4% of teachers agreed or strongly agreed that “The CLC is helping to meet the needs of our English-speaking community.”

· 50% of partners agreed or strongly agreed that “The CLC is helping to fill gaps in available programs and services.”

· 60% of partners agreed or strongly agreed that “The CLC provides lifelong learning opportunities for the community.”

The CLC library was expected to have an impact on the community. The CLC library does provide a place where the community can meet and it is believed that the community will eventually see it as a huge resource. However, some worry that because of its location in the Poly, it will take time before the community feels comfortable going there.  As a CLC self-evaluation revealed, while students are reaping benefits, the community is not, as few people use the library. The library has therefore not had an impact on the community as of yet.
Enhanced partners’ ability to reach populations in the regions

The partner surveys and stakeholder interviews suggest that one of the CLC’s impacts has been to enhance the ability of English serving organizations across the province to reach target populations that may be located far from the organizations themselves. Many of these organizations are located in Montréal and struggle with how to serve English-speaking populations far from the city. Additionally, local community organizations may want to serve students. The CLC has facilitated both types of access, according to findings from the evaluation. For example, one partner reported that the CLC has “provided us with a means of gathering members of the ESC (English-speaking community) population together 2.5 hours away from our own office.” Another wrote, “We would simply not have been able to reach these students if we had not partnered with the local CLC.” 

Other impacts

Teachers also reported additional impacts that did not emerge as themes in the surveys and site visits, probably because they are specific to teachers. One of the reported impacts is “better communication with parents, getting them to come into the schools, encouraging teachers to phone home. That’s changing how the school is perceived.” Teachers also reported an increased availability and use of technology with the VCN to enhance teaching and broaden the horizons of students.

Another impact mentioned by several stakeholders is the benefit of having other adults―the coordinator and the counsellor from Carrefour Jeunesse Emploi―at the Poly. The coordinator is not a teacher, so the students have a different kind of relationship with him. Sometimes he is seen as more of a guidance or activity coordinator. Students will hang out in library and talk with the coordinator when he is working there. The coordinator and principal of the secondary school have also noted that having the Carrefour Jeunesse Emploi counsellor in the school on a regular basis has benefited the school. It allows the school to provide services that were previously unavailable to English-speaking students. It is too soon to say what the impact on students will be, but there are expectations that this service will be helpful to students and allow them to see Gaspé as a place where they can find meaningful employment as young adults.
Reflections

Implementation of the Gaspé-Percé CLC progressed quickly initially, providing activities, programs and services for students, and engaging with a few key partners who also worked with students and the general community. However, turnover in leadership at the schools and at one of the key partners, as well as lack of transportation, have caused the CLC to decrease activities for students. This has also stalled the development of partnerships, activities, programs and services. As a result, the CLC is considered to be at the initial stage of implementation.

The CLC is unique in that it involves three partner schools. It seems as if the nature and extent of the involvement of each of the partner schools could be clarified. Although the school principals and the coordinator all consider that the CLC serves all three schools, activities have primarily focused on students at the Poly. Teachers at the elementary schools are still uncertain about the CLC and how it relates to them and their school. The idea of involving the three schools in the CLC is compelling, as the two elementary schools are feeder schools of Gaspé Poly and many families have children attending one of the elementary schools and the Poly. However, it appears that the partnership between the schools could be enhanced.

At the time of the final site visit in November 2009, the CLC was described as being in the initial stage of implementation. According to implementation expert Dean Fixsen and colleagues (2005; 2009), when a new initiative –such as the CLC—is in initial implementation, we begin to see changes in operations and environment. This can be a difficult stage when a program is struggling to get started and confidence in the program is not yet achieved. The authors describe the implementation of a new program as “inherently difficult and complex.”  This indeed has been the case in Gaspé, where it has sometimes felt as if the CLC took two steps forward and one-step back. But as the 2009-2010 school year comes to an end, there appears to be a renewed effort to move implementation into the next stage―that of full operation― through a focus on planning, strategic partnerships and activities with measureable objectives. 
The CLC has not achieved its goal of becoming a community hub for English services, activities and information. Despite being at the initial stage of implementation, the CLC has had numerous perceived impacts, especially on students, according to all stakeholders involved. Encouraging for the CLC’s future is that stakeholders see real and potential benefits accruing from the CLC. Also encouraging is the renewed focus on planning and sustainability that is evident from the year-end reports and other CLC documents. The planning is strategic in that the CLC coordinator reached out to specific partners to garner formal organizational and financial support for particular programs and activities and several partners responded with commitment to the CLC and their joint programs or services. The principals, coordinator, teachers and other stakeholders to whom we spoke expressed a desire to sustain the CLC. The strategic focus is a change in the approach to sustainability. During the November 2009 site visit, the steering committee had begun to address the topic of sustainability. The approach at the time was to increase publicity and get people to know and use the CLC. The CLC was not planning its financial future. Their approach then was that if you become important enough to people, you become ingrained in the community, you’ll be too valuable to lose. 
Huntingdon CLC Case Study

The CLC Context and Community

The Huntingdon Adult Education and Community Centre is located in the town of Huntingdon, south west of Montréal near the New York border, in the MRC of Haut-Saint-Laurent. Huntingdon is a rural community with much of the land used for agriculture. According to the 2006 census, 2587 people live in Huntingdon. Most Huntingdon residents are bilingual, speaking both French and English, although over 50% of residents claim French as their mother tongue, and 38% of residents, English (2006 Statistics Canada Community Profile: Huntingdon, Quebec). This CLC is unique in that it is the only one in the province located in an adult education centre. The adult education centre is in what is described by the CLC coordinator as “a small rural agriculture-based community with an ageing anglophone population.”

 SHAPE  \* MERGEFORMAT 



The CLC is housed in a former English elementary school and is now used as a site for general education courses by the adult education centre. Vocational training courses are offered at the school’s other site in Ormstown, about 20 minutes away. The adult education centre serves about 80 students, many of whom dropped out of secondary school and are older than typical secondary school students are. It is important to note that the CLC began at the same time as the adult education centre moved their academic services to the Huntingdon site. The entire building is not used for academics; some of the space is used by CLC partners. 
Background

The Huntingdon Adult Education and Community Centre is part of the New Frontiers School Board, which has supported the CLC model. According to the Centre’s website, “The focus of the Huntingdon Adult Education & Community Centre is community based with an orientation to develop the individual, the family, the community and support the larger region in its economic development.” 
The CLC is very highly integrated into the adult education component of the Centre. The coordinator described the CLC and adult education centre as one, and this it is how it is presented to the students. The community also sees the school and CLC as one. 

The CLC’s school board, New Frontiers, is very supportive of, and very active in, the CLC.  The school board has taken the unique approach of having all of its schools adopt a community learning centre orientation (Hurley, 2010). The school board’s elected commissioners are given information about the CLC on an ongoing basis. The Assistant Director General at the school board is the former principal of the adult education centre, an individual who, with the coordinator, originated the CLC at this site. The CLC-school board liaison has a good understanding of the concept, vision, operation and needs of the CLC. The coordinator reported that school board support has been instrumental to the CLC’s success.  

The CLC coordinator, who has been with the CLC since its inception, runs both the CLC and the adult education centre. He is visible in the community, sitting on a number of committees such as the regional economic development committee and the CEDEC, and handles communication and outreach to partners and the community. Unlike many CLC coordinators, he is employed full time, though only half of his salary is funded through the CLC.  The coordinator describes his work in this way: “It’s like starting a business for me… I continue to develop the different services, both those happening and those under development. Working with the advisory board, working with the school board, half of my salary comes each. Because of the CLC, because the board adopted a policy of community connections, [schools have] to open up more to the community. I am a player in there, to explain and teach people what that means.”
According to the CLC’s action plan, the following are identified as the intended long-term outcomes of the initiative:

Quality Education and Lifelong Learning

· Secondary school dropout rate decreases.

· More students stay in school to complete their DES, DEP and upgrade for college and other training.

· All adult education teachers are active partners in the CLC.

· Students participating in Centre governance learn the value of teamwork, communication skills, prioritization and some management skills.

· Students realize they are not bystanders; they have a role to play in society (they participate in community events even on Saturdays).

· Classes of children from three elementary schools use the VCN.

· Literacy services to the community are stimulating and dynamic.

· VCN offers new alternatives to learning.

· Centre offers lifelong learning opportunities to all age groups and interests.

· Offer an alternative to students who have integration issues

Youth Development
· The Centre offers another avenue of skills and trade training corresponding to the agricultural character of the region.

· Student participation in Centre governance increases.

· Promotion of entrepreneurial skills builds self-confidence and a sense of purpose in the students.

· Children look up to the young adult students who then acquire a much better image of themselves and even some maturity.

Family Support

· Daycare services are offered all day to an increasing number of young parents, some of whom are students in our program. (improved access)

Family and Community Engagement

· Stimulating and quality early childhood development is the key for children to succeed their first years in school.

· The project [CLC] helps parents realize the importance that reading has on the development of their children.

Community Development

· The incubator is an asset to the CLC because it creates the link between economic development,  community development and training.

· A vocational program responding to the agricultural-based economy offers new perspective for development.

Recreation 

· In the evenings and on weekends the Centre is a “community centre.”

Implementation Over Time

Initial implementation of the CLC began in 2007-2008. The coordinator is located in the Huntingdon site, where the general education component of the adult education centre is also located. The principal of the adult education centre is at the Ormstown site, where the vocational programs are offered. Prior to the CLC initiative, both general education and vocation training were located at the Ormstown site. In August 2007, the general education programs were moved to Huntingdon and took over the space of a former English elementary school. The coordinator, who is also in charge of the general education program, manages the CLC from this new space. Because the general education component of the adult education centre moved to a new building in Huntingdon at the same time the CLC initiative was being implemented, there was initially some confusion in the community and among students and teachers as what the CLC was and how it differed from changes that were brought in because of the new building (and being newly separated from the vocational training centre in Ormstown). 

The CLC is currently run mainly by the coordinator. During the first two years of implementation, the principal at the adult centre was extremely supportive of the CLC model. That principal has since gone on to become the school board representative and the Assistant Director General, and is working to expand the CLC model to other schools in the school board. A new principal took over in August 2008 but went on maternity leave until August 2009, during which time the coordinator acted as both principal and coordinator. At the time of the case study visit in October 2009, the principal was still relatively new to her position. The CLC is run out of a different location than where the principal’s office is located. The principal is kept informed of activities, partnerships and programs but does not have day-to-day oversight of the CLC. 

The CLC has a 13-member steering committee, called the Advisory Committee, but as of the second site visit in October 2009, it is not very active. According to the coordinator, “We do not need to meet too often. I meet members of the committee who are also part of other community organizations. We talk and exchange ideas common to other activities, services, issues and projects in the community. We are mutual sounding boards. Most of the members are already partners in services and activities offered at the Centre.”  The Huntingdon Adult Education and Community Centre, like all public schools, has a governing board. The CLC is usually on the governing board’s agenda and provides information about its activities to the governing board. In addition, several governing board members are on the CLC Advisory Committee. 

As mentioned previously, the move of adult education to the former English elementary school in Huntingdon occurred at the same time as the creation of the CLC. This change caused some tension in the community and with the teachers because some were hurt or angry over the elementary school closing and by the forced relocation of teaching jobs from the Ormstown site to the new Huntingdon site. As of October 2009, some teachers remained unclear about the direction of the CLC and how it will impact students.

Despite these challenges, during 2008-2009 the CLC became rather adaptive and successful. It has taken root in the community and with partners and stakeholders in the region. Its original idea of an incubator project to create a local business did not work out, but based on local needs, the adult education centre/CLC is developing a new horticultural program, complete with a greenhouse. The CLC has a VCN room that is used for videoconferencing as well as other meetings and activities. Several key partners operate out of the CLC building, including a drop-in daycare centre, Québec Enfant, Emergent Literacy, Cardio Active, and an agricultural organization. Popular education (POP) courses are frequently offered at the CLC location in partnership with the municipality.  

Activities and Services

During the first year of implementation, the CLC faced some logistical challenges in starting up activities while adapting the former elementary school building. Renovations of the new VCN room were not completed until the winter of 2008. The CLC’s first activities were established in partnership with the Family Resource Centre, which occupied some of the space in the Centre. The Centre provided daycare and parenting courses to both the students of the adult education centre and to the community at large. During this first year of implementation, the CLC worked to establish partnerships with the Town of Huntingdon to develop popular adult education courses for the community and to provide agricultural courses through the Centre, and hoped to start a community kitchen incubator project. The incubator project did not come to fruition but the CLC focused on other ideas and projects in the years ahead.

Recently, the CLC has expanded both the partnerships and activities offered. It has continued to invite partners to share space at the Centre, bringing the community into the CLC and offering more services to the community. For example, the CLC established a partnership with Cardio Active which runs a fitness centre at the Centre. They have equipped a room that the community may use, that also caters to people who are recovering from an injury or illness. The students are also welcome to use the room when these other activities are not taking place. 

The CLC’s partnership with the Town of Huntingdon has improved over the years. According to the coordinator, “The Town of Huntingdon uses its name as the organizer, uses the space in the [Centre], helps with the pop education, cuts the grass, snow removal, advertises in the town paper…the relationship is getting better, not always easy to get in touch, but getting better.”
Most of the CLC activities and services are ongoing activities rather than one-time events; they include POP education courses offered at night, early childhood services, ongoing daycare services, an emergent literacy program, cardio training, agricultural training services, business courses, use of the gym by the community, and more. Some of these activities are run through partners that have space in the CLC/Centre building. Most of the activities are aimed at the students (e.g. the new horticultural program) or the community (e.g. family support, POP education, emergent literacy project).

Teacher Involvement

From the beginning of CLC implementation, the four teachers at the adult centre expressed concerns about the CLS’s purpose, their role in the CLC, and how the CLC would affect their role as teachers at the Centre. In 2007, teachers expressed concerns about bringing in community partners into the building and how that would affect the classrooms as far as noise, security issues and decreased privacy. The move from Ormstown to Huntingdon (a new building), and the separation between general education and vocational training programs exacerbated concerns in the 2007-2008 school year. 

According to the coordinator and teachers themselves, having the CLC has not changed teaching at the CLC. Teachers do not use the VCN very much, if at all, although community-based learning is an approach used by some teachers at the adult education centre. The current resources provided on the VCN are not viewed as relevant to the Centre’s population by the coordinator. 

 “We dismiss it [the VCN]; do not think about as we plan. We have to follow the books, they [students] have to finish these modules. I have looked at things that match, it doesn’t relate to my books. They are here for their books.” – a teacher
“I could use it in English and history. But the technology turned me off, every time it is being looked at it is being used….the room, not the VCN.” – a teacher

There was some lingering bitterness about the move from Ormstown to Huntingdon, as teachers associate the CLC with that move. These feelings may be hindering teacher participation. As during the first site visit in December 2007, teachers still expressed concern in October 2008 that there were so many other “groups” using the Centre. They felt they could not talk freely about the students and that the daycare and other groups caused some noise and disruption during Centre hours.  In some cases, teachers did see the benefits of the CLC. One teacher who was more involved in, and open to, the CLC noted, “I have a community class,  I have to reach to the community. We have made projects for the daycare centre; it is easier to connect [with the CLC]. It does make it easier.” Another teacher commented that bringing in partners to the Centre had benefited the students. For example, the teacher said “Having a male around – they enjoy having a positive male presence, that is very positive and he is here because of the CLC. Positive relationship with the boys.” 

Partnerships

According to the Huntingdon Adult Education and Community Centre presentation document, the CLC partners originally came from the Action Saint-Laurent group. This group was established after the local textile mills closed in the area. According to the presentation, “these partners formed the advisory committee of the centre very quickly. They helped us define the community needs, services to be offered as well as credibility to establish productive relationships with other community organizations.”

Since the CLC was first implemented in Huntingdon, the partnership with the Family Resource Centre has been strong.  The Family Resource Centre occupies space at the CLC. They use two rooms in the building--one for a drop-in daycare service and one for workshops on parenting skills. The daycare service allows students to attend classes at the Centre and have childcare provided in the same building. 

Other partners include the local action committee, the Town of Huntingdon, the coordinator of regional agricultural training, and Carrefour Jeunesse (for a complete list of partners, see sidebar). The local action committee provides early child development activities to the community as well as parent support and education. The coordinator of the local action committee has an office at the CLC and is focusing on emergent literacy issues. The partnership with the Town of Huntingdon allows the CLC to provide courses such as stained glass, painting, wreath making and zumba.  The “responsable en formation agricole” also has an office at the CLC and coordinates training and workshops on agriculture for the community. Carrefour Jeunesse helps students enroll at the adult education centre and assists them with transition issues.

Five Huntingdon CLC partners responded to the 2009 CLC Community Partner Survey. These partners identified themselves as being government community-based service organizations, provincial government agencies, or organizations from other sectors. Four of them said they had been involved in the CLC for more than 13 months and one had been involved, from 7 to 12 months. There was a range of how much time per month each partner contributed to CLC-related activities. Two said they spent one day a month on CLC activities, one said two to five days a month, and one said more than five days a month. When asked if they felt this time was productive for their organization, four responded that it was very productive. 

In 2009, the type of involvement most often cited by CLC partners included:

· Helping with the development of the CLC action plan

· Attending steering committee meetings

· Planning CLC activities or services for students

· Planning CLC activities or services for parents and other community members

· Discussing the CLC with other community members

· Attending CLC events or activities

Only four partners responded to the second CLC Community Partner Survey in 2010. The trend in partnership type was slightly different than in 2009. Two respondents were nonprofit organizations and two were government community-based organizations.  All of the partners were long-term CLC partners, indicating they had been involved in the CLC for more than 3 years, or at least 13 months to 3 years.  Of the partners who responded to the 2010 survey, three said they spent two to five days a month on the CLC, and one said less than one day a month.  Most indicated that they were involved in delivering programs and services for parents and community members or students. 

The 2009 and 2010 Community Partner Surveys used some of the same questions in order to track changes in certain indicators over time. A comparison of Huntingdon’s partner survey results reveals the following similarities and differences: 

	Huntington  CLC Partner Survey
	2009 (n=5)
	2010 (n=4)

	
	Strongly Agree or Agree
	Neither Agree nor Disagree
	Strongly Disagree or Disagree
	Strongly Agree or Agree
	Neither Agree nor Disagree
	Strongly Disagree or Disagree

	I feel informed about the CLC.
	100% (5)
	0
	0
	75.0% (3)
	25.0% (1)
	0

	I understand my organization's role in the CLC.
	100% (5)
	0
	0
	75.0% (3)
	25.0% (1)
	0

	I am included in making decisions about the direction of the CLC.
	100% (5)
	0
	0
	50.0% (2)
	0
	50.0% (2)

	A Steering Committee or Partnership Table guides the work of the CLC.
	Not asked
	100% (4)
	0
	0

	Becoming a CLC partner has benefited my organization.
	100% (5)
	0
	0
	100% (4)
	0
	0

	There is a shared sense of direction for the CLC among school and community partners.
	100% (5)
	
	
	25.0% (1)
	50.0% (2)
	25.0% (1)

	The Steering Committee or Partnership Table members represent all key stakeholders, including parents or family members, community residents, school staff, and community partners.
	Not asked
	25.0% (1)
	75.0% (3)
	0

	We share and exchange resources, such as personnel, space, materials, or funds.
	Not asked
	50.0% (2)
	50.0% (2)
	0

	There is a good working relationship between the CLC and my organization.
	Not asked
	100% (4)
	0
	0

	The principal provides good (in 2009 it was “strong”) leadership for the CLC.
	80.0% (4)
	20.0% (1)
	0
	0
	100% (4)
	0

	The CLC coordinator is effective in coordinating and facilitating the partnerships.
	100% (5)
	0
	0
	0
	100% (4)
	0

	The CLC has developed a plan to sustain itself in the future.
	80.0% (4)
	20.0% (1)
	0
	0
	100% (4)
	0

	The CLC is important to the future of the English-speaking community it serves.
	100% (5)
	0
	0
	100% (4)
	0
	0


All of the partners who responded to both the 2009 and 2010 surveys agreed that partnering with the CLC had benefited their organization.  When asked about the key successes of the partnership with the CLC, responses included, “A venue for community stakeholders to come together to develop CED initiatives and to learn.” Another partner said, “links to the communities with whom we might not otherwise have been able to connect with. Provision of library resources matched to specific local needs. Provision of VCN support for learning disabilities.” When results from the 2009 survey are compared to the 2010 survey, slightly fewer partners agreed that they were informed about the CLC, understood their organization’s role in the CLC, and felt included in decision making. The changes should be interpreted with caution, however, as the number of respondents/the sample size was very small and the respondents from 2009 may not be the same as those in 2010.  All of the partners responding to the 2009 and 2010 surveys agreed or strongly agreed that the CLC is important to the future of the English-speaking community it serves. 

Understanding Implementation

Implementation got off to a slow start in Huntingdon, mainly because the Adult Education Centre was relocating the academic portion of the program from Ormstown to Huntingdon. The new site in Huntingdon would also serve as the location for the CLC. 

The focus of the CLC has shifted slightly over time. During the site visit in October 2007, efforts to establish partnership were in the early stages. The partnership with the Family Resource Centre was a promising beginning as it brought a community organization into the Centre and provided a service for both the adult education students and the community at large. The logistics of a new building, renovation of the VCN room, and adapting to a new space in Huntingdon were a priority during the first year of the CLC. In the fall of 2009, the focus of the CLC had shifted to getting the horticultural program off the ground. Many of the POP education and family support services continued and were running smoothly. The new horticultural program was due to start soon, and a new greenhouse was planned at the time of the site visit. Overall, there appeared to be a more defined direction and focus for the CLC. The coordinator, and the revised CLC Action Plan, outlined four main goals and areas for the CLC in terms of activities, partnerships and services:

· Family support services and early childhood care and development 

· Youth and adult education training initiatives for lifelong learning

· Continuing education and community recreation, arts and leisure activities 

· Community and economic development 

The CLC and the adult education centre are perceived as one and the same by students, partners and many in the community. To students there is no difference between the CLC and the adult education centre. Students, when asked about the CLC, described everything about the Centre and CLC: “Adult education centre, English, math, fitness course, gym, daycare, food, great teachers ….” Similarly, community members see all of the activities, such as the evening POP education courses, the drop-in daycare and the cardio studio as all part of the adult education centre. While there is a VCN room, it is used more for community group meetings than for the VCN equipment. The VCN equipment in Huntingdon is not frequently used by community groups or by teachers. 

The coordinator attributes the implementation of the CLC at the Huntingdon Adult Education and Community Centre to several factors: the CLC Advisory Committee, teachers and staff and the community context. He noted that demand for adult education goes up when the economy goes down, as has recently been the case. Two other factors appear to have supported implementation: the school board and the coordinator’s skills. As the coordinator noted, “The school board is unique because the focus of the school board is community schools. There is extremely high support for the CLC in Huntingdon at the school board level. …the backing, not just saying it, it is there, you can feel it all the time.” The coordinator has a background in working with community groups and appears skilled at working with partners. He has begun serving on committees in the Huntingdon area and his visibility and community outreach have served the CLC well. 

Challenges to CLC implementation include funding--not so much for the coordinator’s position but for specific initiatives the CLC would like to undertake. For example, at the time of the October 2009 site visit, grant money for the horticultural program had not yet come in. Working with the elementary schools in the region and with teachers at the adult education centre also posed challenges. There was some resistance among elementary school teachers who had previously worked in the building now housing the CLC, as well as resentment from adult education teachers who had to move to the Huntingdon site. A lack of relevant VCN offerings also hampered teacher buy-in. The CLC also faced territorial issues from certain community groups who saw the CLC as a threat and were worried about overlapping missions.

Outcomes and Impacts 
The original action plan identified short- and long-term intended results or goals. The action plan outlined the goals and intended results in the following six categories: (1) Quality Education and Lifelong Learning, (2) Youth Development, (3) Family support, (4) Family and Community Engagement, (5) Community Development, and (6) Recreation, Arts and Culture. During the October 2009 site visit, the coordinator had refocused the main goal of the CLC to “serving the community and community development,” within the four focused categories discussed above.

The coordinator noted that they are working towards his ideal goal, which is, “Long term, I want this place busy and full 7 days a week.” Based on his observation of “increased traffic” at the Centre, he believes the CLC is on its way to achieving these goals.

The data below on impacts and outcomes are based on the perceptions of those interviewed during the evaluation and on document review of CLC reports. Although students, parents and teachers did not participate in the CLC evaluation survey, their perceptions are included, based on interviews and feedback, when possible.

Family Support Services/Early Childhood Care and Development

The CLC has established a number of services and programs that were previously unavailable and are now supporting families and early child development. The Family Resource Centre housed in the Centre has allowed students to continue their education or complete their secondary school degree while having their children cared for in the same location. According to the CLC evaluation presentation, “We had a mother of four that wished to return to school yet had no one to watch her two youngest children while she was taking her class. We were able to assist her in arranging for the children to be at the daycare while she was in class and she is now moving on to get her college degree.”

Families and young children in the community and at the Centre are offered parenting workshops to help prepare young children for kindergarten, and emergent literacy services are available to encourage young children to read. 

Other services aimed at families and children include early childhood stimulation workshops and the local action committee Québec Enfant. By adding these new services for families and children in the community, the CLC has also increased the number of people using the CLC as well as the adult education centre. 

Youth and Adult Education and Training/Lifelong Learning

Adult education at the Centre runs a 32-week general education program. The coordinator has noted an increased enrollment in the academic program, which the Centre hopes will lead to increased enrollment in vocational training as well. For example, the Centre has expanded vocational training offerings by adding a nine-month Horticultural and Garden Centre Operations program. The CLC has also established partnerships with the local secondary schools, the Maison des Jeunes of Huntingdon and the YMCA to encourage at-risk students to stay in school.  The coordinator noted, “Because the Centre is community-based, it opens up doors, it allows us to have people not directly involved in educational institutions to encourage perseverance with the students. Academic success is better and we will prove it as we go along. We are aiming at getting a good number into vocational training. This context helps our young adults acquire some maturity at a crucial time in their lives.”
Continuing Education/Community Recreation, Arts and Leisure 

The popular education courses offered through the CLC have been successful and are increasing community access to courses such as adult continuing education, Thai Chi, line dancing, stained glass, painting and cardio fitness. The number of POP education courses doubled in 2009-2010, showing an increase in interest and participation from the community. According to the CLC’s final presentation document, the CLC has “offered 18 classes frequented by 135 people.” This is, again, bringing more people into the Centre, keeping the Centre open for evening and weekend activities, and providing more services to the community. The Maison des jeunes and the Scouts and Guides also using the gym at the Centre for their events and programs. While some of these courses and programs may have been occurring in the past, the CLC has provided an opportunity to expand these activities and thus provides more activities and opportunities in English.

Community and Economic Development

A key outcome of the CLC is the establishment of relevant training courses for the community. Huntingdon is in a rural area and agriculture is one of the main industries. The CLC has partnered with the coordinator for regional agricultural training, who has established an office at the Centre. This has made it possible to offer several training workshops and has also helped the coordinator for regional agricultural training fulfill its mandate of providing relevant and up-to-date training workshops for the community.

Other anecdotal impacts of the CLC that were shared with evaluators include:

· Students have gotten jobs in places where they previously volunteered. As the school board liaison mentioned during the October 2009 visit, “Students have gotten jobs by volunteer…they get employment. Students that are successful here and go on to the vocational program, they are successful. Can I link that to [the] CLC? They are part of this involvement and culture.”
· When asked about the CLC in their Centre, students described everything that was offered in the Centre including the general education courses and the CLC services; they didn’t distinguish between the CLC and the Centre. As for working in the community, students said “fundraisers, bake sales, clothes donation, work with the eco centre.”

· People are coming to the Centre for activities and services because they are offered in English.

· The Centre offers services that were not available before, including the cardio facilities, the VCN, the conference room, and more POP courses in English.

· Increased enrollment in the vocational programs, which the coordinator attributes to the collaboration with CLC and the schools. 

· Some improvement in student behavior has been noted: “There is less vandalism and aggressive interactions among students. Students who had such issues when we were in Ormstown are more open here. There is a sense of pride, of ownership in the Centre now. They feel they belong here.”  - Coordinator

Reflections

The Huntingdon CLC is a unique story. The original adult education centre housed both the general education and vocational training courses at the Ormstown campus. This all changed in August of 2007 when the general education programs moved to a new building, a former elementary school, in Huntingdon. This is also when the CLC was established. The fact that the new adult education centre opened at the same time the CLC was implemented makes it difficult to distinguish between the new centre and the CLC.  The students do not distinguish between the CLC and their Centre; to them it is all the same. This also seems true for the community members. Those who were interviewed did not always recognize the term CLC but see all of the activities as part of the adult education centre. In this case, the CLC and the Centre are an example of an integrated model, where the CLC is not distinguished from the Centre’s services and activities. Community members use the building for POP education courses in the evening, drop-in daycare and to visit the cardio studio upstairs. The VCN room is used by community groups for meetings but the VCN equipment seems to be rarely used. This CLC is classified as being at the high initial stage of implementation.

The teachers, however, have more negative perceptions of the CLC. According to teachers and other staff, it was a big change for them to move from Ormstown to Huntingdon. They also find the different groups who use the building during the day disruptive at times, for example, when young children are in the building for the daycare or parent workshops. Adult students, on the other hand, do not see this as a problem. The teachers do recognize that the CLC has contributed to the success of the Community Connections course, by facilitating partnerships in which students can work and learn in the community. Although the teachers seem to be getting used to the CLC and the changes it has brought to the Centre, similar resistance was noted once again during the second site visit. The teachers did offer some positive comments, however. One teacher said, “[It is] good for our students to see different ages and groups for young mothers so they get a sense that there is a community center…That they are part of a bigger picture. It is not all bad. That they see that we serve different purposes. If they thought everything was there for them, they might not appreciate it.”

The few times teachers attempted to use the VCN, they were discouraged by technical problems and they did not see a place for VCN activities in their curriculum. The students do not use the room much either, as evidenced by their comments during the focus group, held in the VCN room. Many said they used the room twice a year (at the beginning of the school year and at the end). However, during the October 2009 site visit, students did use the room and the VCN screen to view a DVD of their field trip to a local television station earlier that week.

At the time of the final site visit in October 2009, the CLC could be described as being in the high initial stage of implementation. According to Fixsen and colleagues (2005), “change does not occur simultaneously or evenly in all parts of a practice or an organization.” Based on site data examined, we believe that within a category such as initial implementation, a CLC can be at the beginning of the stage, solidly in the middle or at high implementation (i.e. almost at full operation). Huntingdon has evolved into a more focused and established CLC over the past three years and is currently at the high end of initial implementation. The coordinator has remained the same throughout implementation. This has benefited the CLC as he is an active member of the community as well as a member of other advisory boards, and has access to many other community leaders who have also served as CLC partners or advisory committee members. The CLC also receives a high level of support from the school board, which has facilitated the implementation of activities and programs at the CLC. As noted above, the level of teacher buy-in remains low. The students see the CLC as an integral part of the Centre. As one of the teachers commented, it is a benefit for the students to see what is offered through the Centre and the services that are available to the students and community. Although the CLC has not yet achieved the goal of becoming a hub in the community for English services, activities and information, it is becoming more known in the community and is engaging more community members in the activities it offers. The CLC has been successful in partnering with organizations that are using space at the Centre and offering services on site at the CLC. 

The coordinator has noted that the CLC refined its focus in the spring of 2009, which helped define its activities. The CLC is now focused on activities related to family support and early child care and development; youth and adult education; continuing education and community recreation, arts and leisure; and community and economic development. Having a clearer focus may have benefited implementation in terms of identifying relevant partners and activities. 

This is how the CLC has been portrayed in local magazines. There is the challenge of tracking how each of the services is utilized by the community, but overall, the coordinator did say that “traffic at the Centre has increased,” although his ultimate goal  is to see the Centre busy six or seven days a week and more in the evening. He also hopes to engage more of the elderly population. Although the advisory committee seems to play a minor role at this point, the coordinator commented that he values their input. At the time of the second site visit, the advisory committee appeared less active, but that this was mainly due to scheduling difficulties and finding time for everyone to get together. 


The school board is very supportive of the CLC concept and has adopted it as part of its plan, or theme, for all of its schools. The issue of sustainability does not appear to be a concern, perhaps because the school board is so supportive; the coordinator and Advisory Committee members seem certain the CLC will continue in some way. The school board liaison said “We are coming up with a model, instead of hiring someone to coordinate in all the schools, each school will hire someone as needed, and we will do it as a part time people at the school level with board level coordinator.”

Mountainview CLC Case Study

The CLC Context and Community

Mountainview Elementary School is located in Otterburn Park, a small, affluent town on Montréal’s South Shore.  The English community is growing in towns close to Otterburn Park, but is stagnating in Otterburn Park itself. According to the 2006 Census,
 the town’s population is about 8464, an increase of about 7.6% from 2001. The population of the town tends to be older, with 76.3% of the population aged 15 and over. Otterburn Park has one of the largest teen populations in the province, sixth in Québec.
 The percentage of the town’s residents considered low-income, 6.8%, is well below the provincial average of 17.2%.  Less than 600 of the town’s residents report English-only as their mother tongue, with another 70 identifying both French and English. The majority of these are senior citizens who have remained attached to local organizations such as churches and the Royal Canadian Legion.
  The local CSSS provides very limited services in English, and the lack of residential care in English for seniors with health issues has been and remains a challenge and a concern in the area.  

The Mountainview Community Learning Center (CLC) is situated in the Mountainview School, an elementary school in the Riverside School Board.  According to the CLC’s year-end Self-Evaluation Report, the community is mostly francophone (70/30), and the majority of families are bilingual or speak French at home. Only 10% of families at the school identify English as their mother tongue.
  This means that students speak French more often than English during unstructured times at school and at home.  Typical of many English schools, in order to maintain or increase enrollment, the school serves a large number of towns (27), some quite far from the school.  Many students travel long distances on buses to get to school, thus it is difficult to arrange after-school activities, especially for parents of these students.  The sidebar lists the communities within the boundaries of Mountainview School.

Background
Mountainview is a Phase II CLC, which means that it was funded in the fall of 2007 when the second phase of the CLC initiative began.  The principal who had been involved in the grant application was transferred not long after the CLC was approved.  A new principal came on board in January 2008, and the position has since remained stable. The coordinator’s position, on the other hand, experienced several disruptions.  
The original coordinator, hired in October 2007, and the new principal worked well together, met regularly and developed an initial action plan using the resources provided by the PRT (Theory of Change, Action Plan). Suddenly in May 2009, the original coordinator left, and the principal managed the CLC until a new coordinator was hired in September 2009. However, because she was pregnant, the new coordinator had to take preventive leave due to the H1N1 epidemic.  The CLC coordinator at the St. Lambert CLC (also in the Riverside School Board) was asked to take on the position part-time at Mountainview, in addition to her other duties. The coordinator who was pregnant returned on February 1 and stayed until April when she left on maternity leave again for a year and does intend to return after her leave.  At the time this report was submitted, the part-time coordinator from St. Lambert was continuing to fill the position at Mountainview.  
Partly because he is very invested in it, and partly because there has been frequent coordinator turnover, the principal leads this CLC.  One coordinator spoke about the principal’s commitment:  “[The principal] really drives [the CLC].  He’s fully engaged in leading this thing – the fact that he lives here, he went to school here; his level of engagement is [very high] … and it makes a huge difference.”  

The Mountainview CLC’s mission statement is:  “The Mountainview Community Learning Center will promote lifelong learning, cultivate good citizenship values, foster student success, and enhance the well-being of all community members.”  This mission statement was developed through discussions at the first few Partnership Table meetings, and partners believe it is “aligned with their organizations’ missions and visions.”  

The vision shared by these partners is:  “We believe that Mountainview School Community Learning Center is:

· A place to welcome community members to share and pass on their knowledge, and support each other in their diversity.

· An innovative center offering diverse and quality services through outreach to the community and fostering partnerships with different organizations and individuals.”
Those who were interviewed during the two site visits described the purpose of the CLC using  terms that indicate they understand the CLC’s goals:

· “to develop links with the community” 

· “to enhance student success and have a student oriented focus”

· “to bring local organizations around the table to create a network” 

· “to reach out to the community, let them know of the services we have here” 

· “to enhance our teaching and allow us to have access to resources and people we wouldn’t have otherwise.”

The two coordinators interviewed stated they used the PRT resources, especially the Guidebook, and developed the theory of change with the principal. The current coordinator claims to “love” the Guidebook and uses it whenever she gets stumped. During times when there was no coordinator in the role, the principal revised the theory of change and made sure the coordinators knew it existed.  One coordinator stated:  “I was using it quite a bit as a guideline for myself when I first got here – it’s a good tool for me.” The team has also developed an action plan.
A review of this CLC’s theory of change indicates seven major areas of focus:

1. Improve health and well being

2. Improve overall student success

3. Develop lifelong learning for all ages

4. Improve positive interaction by all members of the community

5. Improve community interaction and communication

6. Improve the functioning of the CLC

7. Investigate sustainability through regionalization

The students of the school have been the primary recipients of the CLC’s services; however, more recently, the CLC has started to go beyond the school to explore ways to serve more of the surrounding community.  The principal is hopeful that the coordinator can take on a role to help get the CLC concept off the ground in other schools, noting that expansion and coordination will be key to sustainability for the Mountainview CLC.  

Implementation Over Time

As previously noted, the CLC has been, and continues to be, focused first and foremost on students, with the community being a secondary focus. The current coordinator emphasized that the primary focus for the CLC is student success; the primary audience is students and their families.  The large partnership table, which includes representatives from local anglophone organizations, such as churches, the Royal Canadian Legion, senior groups, other elementary schools and the local secondary school, has been creating a network and building capacity, so they are just beginning to reach out to the community.  At a partnership table meeting in the fall of 2009, the group focused on two goals―student success and community outreach―identified key objectives for the year and revised the theory of action and action plan.  

At the initial site visit in December 2008, the evaluator observed CLC activities in action―the homework assistance program, after-school indoor soccer, the daycare centre, and a lunch-time activity (cooking class), as well as the coordinator and principal using the VCN to discuss their action plan with the PRT.  The principal, school staff, teachers and community stakeholders were all enthusiastic about the coordinator’s work with the CLC.  

Given the predominantly francophone population surrounding the school, the coordinator noted:  “Mountainview is not a ‘neighborhood school’; however, the CLC is making it less 'old fashioned’ and more open to the world … more welcoming to both communities.”  She related that she was working hard to make the CLC accessible to everyone―both anglophone and francophone alike. She also mentioned that the PRT was offering many opportunities that the school was just not ready for or able to consider. 

The coordinator mentioned that the PRT staff had been very responsive and understanding of the CLC’s challenges, and she appreciated networking with other coordinators at the CLC meetings in Montréal.  Below are some of the CLC’s accomplishments at that time:

· Ten new laptops were purchased with CLC funds.
· Remembrance Day activities were very successful.
· The Meet and Greet event in November was well-attended:
· Many new connections were made; email lists were collected.

· Focus groups with attendees helped generate a list of priority needs, i.e. newspaper in English, directory of English services, programs for children and seniors.

· The VCN room was spacious and pleasant, newly painted, with high ceilings and good light, comfortable tables and chairs.  
· The VCN room was being used for a variety of purposes by teachers, staff and the principal.  The coordinator used an open-door, self-regulating policy to build teacher and staff buy-in early on.

· Community collaborations included:
· Local daycare; older students are reading to younger ones.

· Town residents using the gym; activities that were previously taking place at the school were more structured and stable as a result of CLC management.

Some teachers and other staff members interviewed during the first site visit seemed enthusiastic about the CLC.  They viewed the VCN as a “tool to use with students to enhance learning, communicate with other schools, and conduct research.”  However, they noted concerns about the amount of time needed to make use of the VCN. Below are some of their comments:

· “The CLC provides many opportunities for children during lunch and after school.  I haven’t used [the VCN] as much as I could, but I intend to use it more … to further student knowledge … for students to make presentations to others … but it takes a lot of extra time.”

·  “What we did with competition and setting up a business was valuable to the kids.  And last week at a staff meeting a woman from the museum showed artifacts and helped us to visualize how we could use the CLC.  It’s basically having someone teach your class for an hour.  Kids benefit from that, especially for science, it would be really helpful.  Kids ask so many questions.”

· “Using the VCN helps kids see how to behave in front of the camera … stage presentation.”

Challenges of the CLC at the first visit:
· Some teachers are uncomfortable with VCN technology.  

· Some teachers are reluctant to buy into the CLC because they continue to teach in the traditional way.  

· Lack of parental participation due to parents’ perceptions about:

· safety: parents are concerned with outsiders coming into the school during the day.

· the coordinator’s position: parents believe the coordinator position should be volunteer.
· funds: parents believe any funds raised should go back to students at the classroom level.
· A few parents volunteer and help out with CLC activities.  The coordinator described governing board parents as the most resistant and difficult to reach.

· Some teachers find parents too controlling and don’t want them in their classrooms.

· Sustainability beyond the grant-funding period is expected to be difficult.  A rental proposition to create a funding stream was rejected by the governing board. Parents are wary of having outsiders in the school while students are present.
· Community partnerships have been very slow to build; establishing connections with business partners has been difficult (no partnership letters has been signed but several eventually were).
· The coordinator sometimes serves as substitute teacher and also helps with the bus monitoring; these additional duties may interfere with conducting CLC business.  
· Mountainview’s principal shared concerns and asked if other sites were also dealing with the same issues, i.e. low parent participation.  “What kind of parent participation are other sites getting? Are there some strategies working in other places, or are we all struggling with this?”
· The coordinator and principal also shared a desire to build a closer connection with other schools, such as St. Lambert’s, to involve more schools in the Mountainview CLC, and to broaden the reach of the CLC to other organizations that serve francophones.  According to the principal:
“If a school board wants to look at sustaining this – it has to open it up to all the schools.  It [doesn’t make sense] that some are getting this and others aren’t.  I’d like to explore that more … it would be a strategic decision to do that.”

At the second and final site visit in December 2009, the evaluator observed that implementation had progressed since the first visit, despite some difficult challenges.  Although the coordinator position had changed hands more than once, comments during the focus group with the partnership table were positive and hopeful, and it appeared that the Mountainview CLC was “surviving and thriving.”  The current coordinator’s skills in group management were apparent.  Progress was, however, still considered slow by CLC leadership, who felt that partners had not taken full responsibility or ownership for their part in implementation.  The principal and coordinator would like to see the partners begin to take more action and contribute their own resources more often.  
Several changes occurred at Mountainview in the 2009-2010 school year.  One change involved making the Homework Assistance Program part of the after-school daycare.  The CLC coordinator chose to focus the internal evaluation on this program and further information is provided later in this report.  Another change in the CLC was the previously mentioned shift toward becoming more community-focused.  With the original coordinator, the focus had been school/student-centered.  Now, for example, the CLC rents out its office two days a week (when coordinators are not present) to a local church that lost its offices, reflecting the new CLC focus on serving community needs.  
The role of the school’s governing board is to approve the requests that the principal brings before it on behalf of the CLC. The principal noted that  Mountainview’s governing board has become more supportive over time.  “Some things are getting approved now that we fought for last year.” He also shared that the current chair of the governing board happens to be the “most involved parent volunteer for the CLC;” thus the principal feels the CLC has an advocate on the governing board.  Still, there are some issues, and given what the original coordinator stated about resistance from this group, further building of buy-in is necessary. 
In general, the school board has taken a laissez-faire approach, so the school and CLC have accomplished a great deal on their own, along with the support of a few staff members and partners.   Speaking of the school board, one of the stakeholders said, “Honestly, we are nowhere because of [the school board].  We have done it all … we are on our own.”  A new director general who had expressed interest in and support for the CLC had been recently hired, which made Mountainview CLC stakeholders optimistic about future CLC progress.
Partnerships

The CLC has several community partners and operates with a partnership table model. The most actively involved partners are the three local churches, the external and internal daycare centers, the Maison de la Famille, the Otterburn Park Legion, the City of Otterburn Park, Heritage Regional High School and the South Shore CEDEC.  Involvement is described as high for these agencies; they are long-term and ongoing partners, and some pooling or sharing of resources occurs.  There are eleven signed and five unsigned partnership agreements.  All partners attend the partnership table meetings regularly, and at the time of the final site visit, all were working collaboratively to conduct the second Meet & Greet, where each partner would staff an exhibit to educate the community about the services they provide.  

The involvement of the local churches has been especially beneficial, as they represent many of the senior citizens who have lived in the area for a long period of time.  Representatives from St. Martin Anglican Church, the Église Pentecôte, and the Richelieu Valley United Church explained how they find it valuable to be able to connect with the local population to “demystify what the church is about for the community” get visibility and learn the needs of the community.  It has helped the churches do more with less, develop mutual trust, and collaborate with other organizations. 

During the partnership table focus group and on surveys, partners expressed that they value their relationships with the CLC because they are better able to connect with each other, develop trust, create a broader network, and brainstorm and decide on projects or programs they can do together to enhance the community. As one partner noted, “The CLC is helping some of us turn from survival mode into revival mode.”  
Partners also noted they have greater visibility in the community as a result of their association with the CLC. For example, the secondary school principal noted that parents might choose to send their children to Heritage Regional High School instead of the French secondary school as a result of positive comments being made and greater community awareness because of the CLC.  The secondary school principal spoke highly of the leadership opportunities for the secondary schools made available through the CLC.  The leadership program, implemented in 2009-2010, involves students from Heritage Regional High School training students in Elementary Cycle 3 on how to become leaders at school.  The training has occurred in two elementary schools, William Latter and Cedar Street.  The Mountainview students formed a leadership team that undertook projects to “enhance life for the student body,” such as a Hats for Haiti Day and St. Patrick’s Day Bingo.
The Legion representative mentioned that they see the CLC partnership as a two-way street:  “The Legion helping the school, and vice versa.”  Two other projects and partnerships, one a community garden and one an anti-graffiti project, are also seen as valuable by partners―especially for working with teens. The chair of the governing board, also a Mountainview parent, stated: “I do see that the children are experiencing so much more through the CLC.  Just having the space reserved for the children, the artists, Remembrance Day. A lot of kids didn’t know that the Legion existed. Children raised $144 … I see it as really opening children up to things that they are not exposed to in their family life.”  

One partner described the CLC as having come a long way with a good group of partners around the table.  “I think it’s dynamic … these partners have been here from the start and are becoming actively involved in the school.  I think it’s a real benefit; the principal has a real commitment.”  In the CLC Self-Evaluation Report, the coordinator stressed that this partnership table “had accomplished something that no other organization had yet achieved in the area … to bring a multitude of organizations together to serve a common purpose … organizations who would not have met [otherwise].  The interactions among the representatives around the table have yielded a net increase in communication in the community and awareness of the programs, services and projects each organization is undertaking.  This results is economies of effort in some areas, avoidance of duplication of effort [in other areas], and overall increased capacity.”  

	Mountainview CLC Partner Survey
	2009 (n=12)
	2010 (n=6)

	
	Strongly Agree or Agree
	Neither Agree nor Disagree
	Strongly Disagree or Disagree
	Strongly Agree or Agree
	Neither Agree nor Disagree
	Strongly Disagree or Disagree

	I feel informed about the CLC.
	91.7% (11)
	8.3% (1)
	0
	83.3% (5)
	16.7% (1)
	0

	I understand my organization's role in the CLC.
	90.9% (10)
	9.1% (1)
	0
	83.3% (5)
	16.7% (1)
	0

	I am included in making decisions about the direction of the CLC.
	81.8% (9)
	9.1% (1)
	9.1% (1)
	33.3% (2)
	33.3% (2)
	33.3% (2)

	A Steering Committee or Partnership Table guides the work of the CLC.
	Not asked
	83.3% (5)
	16.7% (1)
	0

	Becoming a CLC partner has benefited my organization.
	81.9% (9)
	18.2% (2)
	0
	100% (6)
	0
	0

	There is a shared sense of direction for the CLC among school and community partners.
	63.7% (7)
	36.4% (4)
	0
	33.3% (2)
	50.0% (3)
	16.7% (1)

	The Steering Committee or Partnership Table members represent all key stakeholders, including parents or family members, community residents, school staff, and community partners.
	Not asked
	66.7% (4)
	33.3% (2)
	0

	We share and exchange resources, such as personnel, space, materials, or funds.
	Not asked
	83.3% (5)
	16.7% (1)
	0

	There is a good working relationship between the CLC and my organization.
	Not asked
	80.0% (4)
	20.0% (1)
	0

	The principal provides good (in 2009 it was “strong”) leadership for the CLC.
	72.8% (8)
	27.3% (3)
	0
	33.4% (2)
	66.7% (4)
	0

	The CLC coordinator is effective in coordinating and facilitating the partnerships.
	90.9% (10)
	9.1% (1)
	0
	50.0% (3)
	50.0% (3)
	0

	The CLC has developed a plan to sustain itself in the future.
	45.5% (5)
	45.5% (5)
	9.1% (1)
	16.7% (1)
	66.7% (4)
	16.7% (1)

	The CLC is important to the future of the English-speaking community it serves.
	100% (12)
	0
	0
	100% (6)
	0
	0


The table below shows data from the partner surveys of 2009 and 2010.  The response rate for 2009-2010 is only half of what it was the previous year, so comparisons may not be meaningful.  All six partners who responded in 2010 believe the CLC is important to the future of the English-speaking community it serves and that their organizations have benefited by being connected with the CLC.  It is important to note that survey respondents may not fully understand the principal’s role or the ideas being explored for sustainability, given the numbers who neither agree nor disagree with those items.

Activities and Services

In 2007-2008, the first full year of implementation, the CLC instituted several activities, events and programs for students, other community members linked to the theory of change, and created a number of partnerships.  Ten laptops were purchase for use by students.  Nutrition education, physical fitness, sports, homework support, a math remedial class, and a focus on reading were all included in the activities implemented to improve health and well- being and overall student success.  To develop lifelong learning for all ages, the CLC began a secondary school transition program, in collaboration with Concordia University, for students from the local secondary school,. It also offered evening parenting courses, VCN field trips for students and teachers, and coordinated a pro-work weekend for teens and young adults.  A Meet and Greet and student corn roast were organized in fall 2008, along with Remembrance Day celebrations to improve positive interaction by all members of the community.  To improve communication and information exchange within the community, a CLC Newsletter was first published that fall, and VCN parent exchanges and regular monthly partnership table meetings were held.   

In 2008-2009, many activities were repeated, and more were implemented.  The original coordinator had learned through a needs assessment that parents wanted more recreational activities for students.   These were ultimately increased by 50%, and a parent survey is regularly distributed in December to evaluate the programs and determine future direction.  In 2009-2010, many activities and programs continued successfully, along with a shift in focus to increase the connection with the community.  A list of the activities in effect at the time of this report is presented below, including three projects specifically highlighted in the CLC’s Final Implementation and Evaluation Report―Anti-Graffiti, Community Garden, and Helping Hands for Haiti.  Each of these projects illustrates how the CLC and school community work together with other important partners, such as the South Shore CEDEC, the Corporation Aide et Integrations Jeunesse, the city of Otterburn Park, St. Martin’s Anglican Church, and the CEDEC’s Entrepreneur Support Network.  

The activities/programs led or supported by this CLC include:

· Youth Leadership Project with Heritage Regional High School―Heritage students in the Leadership Program mentor the Mountainview Student Leadership Team.

· Youth Anti-Graffiti project with the South Shore CEDEC and Heritage Regional High School―in-kind services/donations of $2000.

· Partnership with CPE La Petite Loutre―students visit Mountainview monthly and check out books from the library.  The CPE also uses the school gym, borrows indoor/outdoor equipment, uses the CLC room for staff training and attends special CLC events, e.g. Christmas concert.

· A second annual Meet & Greet with all partners involved was planned for fall 2009.

· École de Langues ELATE Kids Day Camps/CLC conducted summer camp in 2010 for English community over multiple weeks.

· ACCESS Adult Education―CLC advertised and promoted courses, such as Intro to Microsoft Office; the CLC was working toward presenting courses at Mountainview once barriers to access were resolved by the governing board.  

· Faith & Reason Discussion Series (sponsored by St. Martin’s Anglican Church) offered at the CLC one evening per week.  The CLC provided much assistance to the church by publicizing its services and book sales in the CLC newsletter.

· CSSS Richelieu-Yamaska, the school nurse and the CLC worked together to develop projects under the CHSSN healthy living grants from 2008 to 2010, e.g. Understanding Important Health Issues/CLC Videoconference Series.

· Explore Poetry and Music―Poetry and music exploration for adults and teens.

· Adult Gospel Choir & Children/Teens Gospel Choir

· Homework Assistance Program administered through the Mountainview School Daycare

· Richelieu Valley United Church rented the CLC office and room two days a week while searching for a new location  ($2700/year in rent).  

· City of Otterburn Park used the gym six days per week; exchange of services agreement was established before the CLC’s implementation.  City was also involved in the CLC’s Youth Anti-Graffiti project.

· William Latter Elementary School―Rabaska canoe trip involving Mountainview students; discussions are ongoing for expanding CLC to this school and to the Cedar Street School; both principals are on partnership table

Other activities/programs include:

· The Heritage High School Fine Arts Focus Program

· A Community Garage Sale

· A Taxation Clinic for seniors and community members

· An Outdoor Adventure Club

· A Community Garden Project

The after-school homework support program was chosen as the focus of the CLC’s intensive internal evaluation required by the PRT in 2010.  The CLC chose to evaluate this service because it was the CLC’s longest running program or project and was therefore most likely to have had some impact on student outcomes.  The program was initiated in the 2008-2009 school year to meet an expressed need.  This CLC activity was advertised in the brochure distributed each fall and winter to parents.  It cost $5 per session and was open to all students, regardless of whether they attended after-school daycare or not.  The MELS homework assistance grant provided additional funds for the program.  Beginning in January 2010, the program was significantly changed and became two separate programs administered under the daycare―a homework completion program and a remedial program.  Teachers worked with groups of students who had been identified as needing intervention in language arts or mathematics, and additional teachers were hired to support students in English and French.   The evaluation was extensive and valuable feedback was gathered from parents and teachers.  Although overall satisfaction was documented, the CLC leadership offered several recommendations to improve the program and expects to implement those in the current school year.  The change most often observed by teachers of the participating students was “increased self-esteem.”  Several teachers noted that students were more confident after participating and that the change affected their general behavior and attitude toward learning.

Teacher Involvement

During the initial site visit, the evaluator was only able to speak with two teachers and a teacher focus group was not arranged.  The coordinator at the time believed that teachers would buy into the CLC initiative once technology training for the VCN equipment was provided.  Teachers themselves had seemed excited about the potential of the CLC and viewed the VCN as a tool to use with students for conducting research and communicating with other schools.  They believed the CLC would provide activities during lunch and after school for children, and found the entrepreneurial activities very beneficial for students.   

During the final site visit, although the coordinator stated:  “Teachers are doing good things … they approach me for help, and they have been warm and welcoming,” the teacher feedback was not as positive as anticipated.  Nearly all teachers participated in a focus group with the external evaluator, as attendance was requested by the school principal.  One teacher served as an interpreter because there was at least one member of the teaching staff who did not speak English.  

· Though some teachers explained how they had used the VCN with students to “visit” other places such as the Indianapolis Zoo, or to connect with other classrooms across the province or elsewhere in the world, several were concerned about their inability to use the equipment.  Teachers claimed that, although two staff had recently been trained to become “teacher ambassadors” to help their colleagues with the VCN technology, there hadn’t been enough time to get the peer training started and the teachers all wanted follow up training.  
· Teachers were also unclear as to which activities or programs were CLC-based, which were school-based, and which were community-based.  When asked questions about the impact of the CLC, teachers did try to identify a few, but then wondered whether these were actually CLC activities.  

A small number of staff members―four teachers (of a possible 15) and two support staff―completed the teacher survey.  Although all six respondents hoped that the school would continue to be a CLC, responses were high in the “don’t know/not applicable” column for several questions, indicating that teachers and other staff lack understanding or information, or both, about the CLC and its activities, programs and services.  For example, 71% responded “don’t know/not applicable” when asked if they agreed or disagreed with the statement:  “The CLC has improved students’ attitudes towards school.”  Fifty-seven percent (57%) responded “don’t know/not applicable” for:  “The CLC has enhanced how my students engage in the classroom”, and 43% did so for:  “The CLC has contributed to improving student participation in school.”  

Open-ended responses to questions such as:  “What do you see as the most important impact of the CLC?” and “What changes would you suggest to improve the CLC?” indicate that teachers are not sure what role the coordinator is meant to play in assisting them. For example:

“I am not too sure to what extent [the coordinator] is there to help us as teachers.  I know that she helps the community at large and she has helped the staff out on a number of occasions.  But could I approach her with a theme and expect her to find me resources that are available?  That being said, I have not gone to her to ask.”

“Coordinator should work closer with teachers and report to them more often to make them aware of what is being done.  Personally, I don’t see the impact of the CLC in my students or the use of it for me, but it could be … because I am not aware of what is being done or could be done by the CLC.”

Understanding Implementation

The key factor that has facilitated implementation of the Mountainview CLC is the principal’s commitment.  The principal is extremely supportive and has been consistently committed to the CLC.  According to the coordinator, “[The principal] drives the CLC.”  He is a leader and a strong believer in the CLC concept.  He worked together with coordinators on the action plan/theory of change and made sure these were pertinent.  The principal then took it upon himself to revise these documents when there was no one in the coordinator role.  He grew up in the neighborhood and truly believes in the value of the CLC.  The principal continues to provide guidance and suggestions to coordinators, to support and advise them when they want or need it, and is vested in expanding the CLC activities and concepts to other schools.

Another positive aspect of implementation is that students know what the CLC is and how it affects them.  When interviewed during the final site visit, the student “leadership team” demonstrated that they understood the CLC concepts and that the leadership program was being run through it.  Students supported the idea of the CLC. They expressed hope that it would make the school a “happier place, and that more [students] will come to our school.”  "Maybe with the right activities, we can bring other kids here.” They stated that their parents are pleased with their participation in leadership training; one talked about her father who is ill who went out of his way to be sure she completed a team project.  According to students, parents are pleased that their children are happier about going to school.

The anglophone population in Otterburn Park and near the school has decreased considerably over the last several years.  This is an important factor affecting the CLC and, according to the principal, there are four towns very close to the school that he believes should have been involved in the CLC initiative from the beginning. He explained:  “It hasn’t been that easy to get the community to attach itself to [the CLC].  Not so much our parents and staff as they are scattered far and wide. The group that really could have, should have connected with us – four [Anglo] communities right around us – they [the Anglos] haven’t come en masse.  When they come here saying ‘We want this’ – that’s when [the CLC concept] will be at another level…instead of us organizing everything.”   

He further explained that the Mountainview School and CLC may never be the first place that most of the anglophones turn to for services:   “ … for a lot of them we’ll never be that first attachment – there are French organizations between us – [they are] much more the first reach for them.”   Since anglohones turn to established francophone organizations rather than to the CLC, there is a need for the English schools to join forces and reach out to the English-speaking community and offer attractive services that will bring together scattered anglophone groups and make the CLC more of a ‘go-to’ place for them.  
Other factors that have presented challenges to implementation include coordinator turnover, lack of school board support, governing board regulations, low teacher and parent involvement, and the widely dispersed English-speaking community. 

· Coordinator turnover has posed a difficulty and has resulted in loss of momentum and in some confusion/misunderstanding, especially among teachers.  The original coordinator worked for the CLC three days a week, and for the school in another capacity the other two days. Thus, her job duties were blurred and to some teachers she seemed to be “trying to run the whole school.” When the next coordinator took preventive leave almost immediately after being hired, there was another lag until the current coordinator came on board.  The turnover and different approaches of the three coordinators left teachers confused. As teachers stated:  “The job description for the coordinator needs to be clarified, written down and shared with everyone.” 
· The CLC tried to implement programs during the day for adults, such as a French Second Language course, but these were denied because the governing board feared that having adults in the building presented a security risk.  Apparently, renovations, such as the addition of an additional restroom accessible from the CLC room, would be prohibitively expensive.  

· The distance many students travel to and from school is another barrier.  Students come from 27 different towns, and the distance between school and home decreases student interest in after-school activities and parent participation.  

· Community/parent volunteers – Low parent participation has hindered implementation.   The principal noted there is one very active parent volunteer who also happens to be the governing board chair; aside from this individual, it is still difficult to get parents to join in, but the situation  is improved slightly since the first site visit.  

Outcomes and Impacts

At the time of the final site visit, the principal could not say that the CLC has yet resulted in measureable impacts: “I’m not sure of its impact because it’s hard to link all these things exactly to this and to that [or to the CLC].  Even though it’s in the third year, we haven’t been at it long enough and well enough to get full benefits.  If I can get a leadership program going three years in a row, grades 4 and 5, and by grade 6 they have certain roles and responsibilities, and then assess it … a systemized approach to all these things, then I believe it will have a big impact on school climate.  Right now still in creation and development [stage].  It has made everyone recognize that we need to develop community links and we are working towards that.”

Survey Data

Survey data indicates positive things are happening and that there is progress across the key components.  Data were collected from four teachers and two staff members, five parents and six partners.  No student survey data were available.  

Increased student engagement in school

· 86% of teacher respondents agreed or strongly agreed that “The CLC has introduced interesting new activities for students.”

· 57% of teacher respondents agreed or strongly agreed that “The CLC offers activities that enhance students’ capacities to learn.”

· 80% of parent respondents agreed or strongly agreed that “The school/CLC has provided my child with positive learning opportunities that were not available before.”

· 100% of parent respondents agreed or strongly agreed that “The school/CLC has brought more resources and services to our school and community.”

· 67% of partner respondents agreed or strongly agreed that “The CLC is providing beneficial opportunities and services to students.”

Increased student access to activities, programs, and services 

Some outcomes for students gleaned from site visit interviews and focus groups include increased opportunities for youth development, such as the leadership program and anti-graffiti group, and academic support through the after-school homework program. The CLC is also promoting early literacy through partnerships with a local and in-house daycare to use its library.  In addition:
· 85% of teacher respondents agreed or strongly agreed that “Students seem satisfied with the extracurricular and after-school activities offered.”

· Over 70% of teacher respondents agreed or strongly agreed that the “school is a centre for cultural activities, recreation and learning for students.” 

· 80% of parent respondents agreed or strongly agreed that their “child enjoys the extracurricular and after-school programs offered.”

Increased student engagement in the community

· 60% of parent respondents agreed or strongly agreed that “The school/CLC has promoted my child’s involvement in the community.”

· 67% of partner respondents agreed or strongly agreed that “The CLC has helped students to become more engaged with the community.”

· 67% of partner respondents also agreed or strongly agreed that “The CLC is enabling the community to become involved (or more involved) in the school.”

Enhanced ability of partners to reach populations in the regions 

Partners have noted that one impact of the CLC is getting the anglophone organizations to network and share information. While still at the early stages, there is hope this might lead to longer-term impacts for the groups and the communities they serve.  Partners expressed that they have greater ability to reach communities and work more effectively across regions:

“Positively increased reach into communities … leveraged resources.”

“The ability to open up opportunities to more areas at low cost.  The ability to communicate simultaneously with multiple areas has created opportunities with partners where we may not have conceived of them otherwise.”

“It allows me to make contacts and work more effectively with the regions.  This would not be possible without the CLC.”

Other impacts

· 88% of partner respondents agreed or strongly agreed that “The CLC provides lifelong learning opportunities for the community.”

· 100% of partner respondents agreed or strongly agreed that “The CLC is helping to vitalize the community it serves.”

Sustainability

Most CLC stakeholders agreed that the CLC should be sustained. The principal believes that expanding the CLC, in terms of offerings, and partnering with other nearby schools will be important for sustainability, and one of the partners indicated that the coordinator does get them thinking about sustainability. However, concrete actions for sustaining the CLC are still lacking. A couple of notable comments from partners include:

· “If we are to be sustainable as a real community, we have to be in this boat together … rowing in the same direction.”  

· “I think there are some people who would never be comfortable in a CLC because they want to do their own thing.  But I think the success is [in] how willing people are to be in it for the long haul.  Over three years … progress … I’ve seen a lot of progress just since last year.  As we’re encouraged and permitted to be ourselves and to present projects and ideas that are valued and considered valuable by the community … that over time the CLC will create a greater community spirit not just around the school but in the whole valley of Richelieu … it’s the willingness to be patient and be in this for the long haul … which will directly contribute to its success or failure.”
Reflections

The Mountainview Elementary School Community Learning Center has made good progress in addressing its ambitious theory of change by implementing activities and programs to address its major areas of focus:  improving health and well-being, overall student success, lifelong learning, positive community interaction, and communication.  Many accomplishments took place early on, such as laptops purchased for student use, successful Remembrance Day activities, a positive Meet & Greet event, and community collaborations with local daycare agencies and with the Town for residents to use the gym. Likewise, exciting new programs and activities were implemented in the second and third years, such as the very popular Rabaska canoe trip (in collaboration with another elementary school), involvement with the 50th anniversary of the Mountainview School, merging of the After-School Homework Assistance Program with the After-School Daycare Program, a Youth Anti-Graffiti project with South Shore CEDEC and Heritage Regional High School, partnership with CPE La Petite Loutre, a second annual Meet & Greet with all partners involved, and École de Langues ELATE Kids Day Camps for English community summer camp in 2010.  At the time of the second site visit, the Mountainview CLC could be described as being at the high initial stage of implementation. According to Fixsen and colleagues (2005), “change does not occur simultaneously or evenly in all parts of a practice or an organization.” Mountainview is progressing, and plans are in place to address sustainability by expanding the CLC to include neighboring schools and communities.

Survey data from parents was quite positive, with 100% agreeing that the CLC has brought more resources and services to the school and community, and 80% agreeing that the CLC has provided children with positive learning opportunities.  Many parents and partners also agreed that the CLC is helping students become more involved in the community.  Responses from teachers indicated that many agree the CLC has introduced interesting new activities for students, and over half of teacher respondents agree the CLC offers activities that enhance students’ capacities to learn.

The challenges facing Mountainview have included coordinator turnover, which left the position vacant for several months, although the principal filled in and kept the momentum moving forward.  In fact, Mountainview CLC’s success is largely due to a principal who firmly believes in the concept.  Because the coordinator position is only part-time and is temporarily filled, it seems important that more individuals come forward to help.  Perhaps the PRT could provide assistance in this area and brainstorm with the principal to find ways to increase the number of supporters.  They might review some of the strategies used at St. Willibrord in the New Frontiers School Board, such as informing community members as to WHY the CLC exists, not just WHAT it does.  In other words, when members of the community, teachers and parents fully understand why certain activities or programs are being provided to benefit students and families, they will be more likely to join in.

The partnership table is highly valued by the coordinators and the principal, but more frequent and decisive action would benefit the CLC’s ability to broaden its reach and increase programs and services.  One partner voiced what apparently many others believe―that more time is needed: 

“[There is] something very fundamental about the CLC.  It serves as a platform for us to meet and get to know one another, develop mutual trust, pave the way to accomplish projects together.  That’s why I think the first three years is a launching pad … it takes time to develop trust, relationships.” 

Numerous benefits were noted by partners, such as the social aspect, opportunities for networking and realigning themselves, and being able to reduce their sense of isolation.  As indicated, it will be important for partners to become more active in making decisions, taking action, and giving back to the CLC in order to ensure continued progress.   

Mountainview’s recent shift in focus to build stronger relationships with community organizations as well as with other nearby elementary schools is a good sign that the CLC will continue to grow and expand.  This CLC could use some extra assistance from the PRT to explore ways to include neighboring communities, advocate for more school board and governing board support, and address the distinct challenges that come with being situated in a mostly francophone neighborhood. One partner’s comment clearly sums it up:

“It is impossible to work in the province in isolation … it has to be in conjunction with the Francophone community.  If it’s going to be a Community Learning Center, you have to be able to offer things to the whole community, but not forget your primary role which is to support the English community.  You do both … with the [main] focus on supporting the English minority.”  
Netagamiou CLC Case Study

This case study serves as an example of effective and successful implementation of a Community Learning Center in a remote and isolated English-speaking community on Québec’s Lower North Shore.  Within months of its launch, it was already evident that this CLC was the “right project in the right place at the right time.” This case study also serves as an example of how quickly a CLC can develop when winning factors are in place: a coordinator with a keen grasp of the vision underlying CLCs and of community needs, as well as excellent organizational skills; a supportive principal; and a school board open to change in the institutions under its management. The case study also provides a view on how a CLC, which closely followed the theory of change framework, is launched and evolves through the early stages of implementation to “full operation” and this, within a remarkably short three-year period. In effect, the Netagamiou CLC is among the first to emerge beyond initial implementation into a more fully operational stage and a veritable hub for its community. Finally, this CLC is considered exemplary when it comes to building  1) strong and varied partnerships and 2) capacity in the local community. Following is a closer look at this CLC, which has not encountered any major roadblocks or experienced turnover of the two key players: the coordinator and the principal.

CLC Context and Community

The Netagamiou Community Learning Center, a Phase 1 CLC, one of the initial fifteen launched in 2007, is located in Chevery, a village on the Lower North Shore region of Québec. Consisting of fourteen small communities spread along a 400-km coastline not connected by roadways, the Lower North Shore (LNS) is accessible by ferry, plane or snowmobile. On the LNS there are twelve primarily English-speaking communities, two Innu communities, and two or three French-speaking communities. The following data from the 2006 census describe the English-speaking LNS community (OCOL, 2008):
 

· The English-speaking population stands at roughly 3500, or 80% of the population on Lower North Shore (LNS).

· There are virtually no members of immigrant populations, however, 18% of the English-speaking LNS population were born in other Canadian provinces.

· There is a very low rate of language shift in this English-speaking population and the rate of bilingualism is far lower than the provincial average for English-speakers (20% as compared to 69% at the provincial level).

· Unemployment rates are high in the English-speaking communities of the LNS at 30% for the entire community and as high as 60% in some villages. For many, work is seasonal and can only be found outside the region or province. 

In terms of education levels, the Lower North Shore lags behind the rest of its administrative region and Québec, with 81.5% of the adult population having less than 13 years of schooling, while the provincial average is 18.1%.

The predominant concern expressed by the English-speaking population of the region is one of community renewal: how to enhance the vitality of the community so that youth see a future in working and living in the place they grew up. This is particularly challenging given the remoteness of the region and the socioeconomic conditions stemming from the collapse of the fisheries.  A further major concern related to community renewal is that of building leadership, volunteerism and capacity. 

The LNS is extremely remote. Access and availability of services often requires plane travel to Québec City or Montréal, and many communities on the LNS coast are isolated socially and politically from the rest of Québec. Chevery counts a population of 350 and is the newest of the communities established on the LNS. 

Background

The CLC is located in Netagamiou School (K to Sec. V), which is part of the Littoral School Board, one of three special status,  non-linguistic school boards in the province. The school board structure is unique:  there is no director general (d.g.) and no school taxes are collected; rather a school board administrator is appointed by MELS. The current principal has been at the Netagamiou School for over 20 years. He also has two feeder schools under his principalship: Kegasaka and Harrington Harbour.  To complete their secondary school education, students from these feeder schools live in residence in Chevery and attend Netagamiou school.  Most students leave the region after secondary school, either to find work or to pursue post-secondary education.

The Netagamiou school is the most important English-language institution in the community of Chevery. It has a staff of eight teachers, three support staff, a principal and a secretary, and of course, the CLC coordinator. The school offers educational services through a Français Langue Maternelle program at the elementary level and houses school board staff responsible for adult education for a larger territory. The school is not perceived as being in any danger of closing, even though its numbers are small (about 50 students). The building is well maintained and is essentially a bright, friendly and bustling place.  

The coordinator is a native of the community who returned after many years away. Her background is in therapeutic recreation, education, arts and community development, and this is evident in the CLC’s strong community focus and in the array of community partnerships she has formed.  She has been involved in the CLC from the grant writing stage. In effect, she was in Montréal when the CLC project was announced and recognized the potential of CLCs for the LNS. She approached the Netagamiou school principal, who was supportive of the initiative, and has been working with the same principal ever since. 

The principal describes the school as having been open to the community prior to the CLC and very involved in providing sports activities to children. The notion of opening the school facilities to the community did not require a huge leap for the principal and staff. 

According to the coordinator, the community was ready for an initiative like the CLC, partly because of the challenge of being an isolated community on the Lower North Shore and partly because the school had already established a partnership with the municipality to use the school gymnasium and adjoining kitchen as a community center outside of school hours. Two nearby communities had recently closed and this was seen as a “wakeup call” for Chevery and the region. The CLC builds on a shared general desire of the community to stay vital and viable. This is reflected in the coordinator’s personal vision for the CLC:  “With youth at the core of the CLC mandate, but a healthy viable community to surround that youth, a community that youth will want to come back to.” The school does not require many families with young children to stay open. Since the CLC’s launch, six families with children have moved to Chevery.  This has given the community hope.

A good base for community development existed prior to the CLC, but suffered from scattered efforts. In initial focus groups prior to the CLC launch, a need for a coordinating body in the community was expressed and it was hoped that the CLC would help bring people and initiatives together, become a core, a pivot for efforts at community renewal. As the coordinator noted, “There were already great things happening here before the CLC. I think the reason we progressed as far as we progressed is because not only was I ready as an individual and understood the concept, but the principal was ready, the school was ready, the community was ready, and the region was ready.”

Implementation Over Time

The coordinator followed the model for CLC implementation outlined in the Guidebook and Framework for Action developed by the PRT. By the end of the first year, three of the five steps had been completed (Explore, Initiate, Plan), and the coordinator had engaged in careful planning and dialogue with the community to identify community needs and assets and to develop a plan for developing and implementing the CLC.  
Netagamiou CLC Vision
The Netagamiou CLC’s vision is dedicated to supporting and promoting lifelong learning, growth, activity, services and exchanges that meet the diverse needs of students, the whole community and all partners involved.
Mission
The Netagamiou School/CLC strives to be a catalyst for positive change in students, families and the community by helping to cultivate a culture of lifelong learning, collaboration and capacity. Our mission is to:

1. Equip students and adults with the support, knowledge and competencies required to be actively engaged citizens and to make healthy and balanced life choices for academic and personal success.

2. Support the expansion and development of infrastructure and services to meet social, cultural, and economic needs as well as the sustainable development of our community.

3. Support the collaboration between the school, businesses, community groups and various government agencies to achieve a collaborative community development plan and to use existing resources as efficiently and effectively as possible.

4. Increase parent involvement with the school to facilitate academic and extracurricular service delivery, which will support optimal student success.

5. Establish a self-sustaining CLC that will continue to enhance opportunities for our community.
Within a year of its launch, implementation was moving fast on all fronts. The Netagamiou CLC had conducted a needs assessments in the community; students had been surveyed (“Tell Them From Me”); a partnership table/steering committee was in place and was actively involved in writing a vision and mission statement and drawing up a draft action plan; an official launch had been held and a good number of different short- and long-term initiatives were being planned or already being offered, pulling in partners from many different levels. Energy was spent on building awareness of the CLC through all possible channels. The CLC had its own space in the school, a telephone line and computer, and the VCN was housed in its own room.  A system had been put in place so the school gym could be used in the evenings and on weekends, plans were being made for turning the school library into a school-municipal library for the community, and a woman’s group was using the school in the evenings on a regular basis. The school, rather than sitting empty through the summer months, had been used the previous summer for the first time as a summer camp for tots and school-aged kids, allowing CEGEP students coming home to summer jobs as camp counselors, access to the gym and kitchen. With the principal on board, the school opened up easily not only in the physical sense, becoming available 24 /7, but also in the sense of its institutional culture, becoming more open to change. 

Only one year into implementation, the community’s involvement in the school also increased. Volunteerism improved immediately, thanks to an initiative taken by the coordinator who in the very early days surveyed the community to see what people had to offer in terms of skills and knowledge (asset mapping) as well as identifying who was already volunteering. This further opened up the school to the broader community. For example, many elderly people, often with few family members still living in the region, were now volunteering in the school, a new phenomenon that the community finds exciting. As teachers commented: 

“The CLC has had a positive impact. / It’s the whole community. It brings the community together. / Elderly are here, in the school. The school has become intergenerational since the CLC. / There are more volunteers. A lot more community people in the school.” (Teachers focus group, 2008)

In effect, within a year, a growing enthusiasm could be felt among school staff and the community for the project, which seemed to have given the community a surge of energy and optimism: “There is a strong sense of positive energy around the whole undertaking. / We can make it go. We’re committed. / The community is on board” (Partnership table/steering committee).

A good deal of the CLC’s successful implementation has been attributed to the coordinator, who was moving forward with a clear vision of what a CLC can and should be, and using the action plan and partnership table to orient CLC initiatives. The coordinator at this point was perceived not only as the right person for the job but also as the driving force behind the CLC. Everyone involved clearly saw the project as in its early days, but also commented that a three-year period to set up a CLC and prove its worth was described as “daunting and unrealistic”. 

From the outset, the principal was clearly on board and supportive of the CLC and the coordinator. With a good working relationship in place, the running of the CLC was left to the coordinator. Initially drawn to the CLC concept by the possibility of obtaining VCN equipment, one year into implementation, the principal shifted his vision of how a CLC could add to what schools traditionally do, by offering activities and services to the community. In keeping with his vision of a CLC as something parallel to the school, the principal had not taken a leadership role in integrating CLC goals into school life, a role that coordinators cannot take on easily or directly. 

Seeking out partnerships was a key strategy in the first year of implementation, one that began during the proposal writing stage. Letters of introduction and invitation to partner with Netagamiou CLC were sent out by the administrator of the Littoral School Board. The CLC coordinator held meetings with potential partners, parents, students, teachers and community group members on an ongoing basis to explain the CLC initiative, gather information about their respective organizations, identify how the CLC initiative could benefit each person/stakeholder on an individual and collective basis and answer questions. By the end of the first year, a diverse partnership table was established with representation from the school (principal, governing board, teachers, parents, students), the Littoral School Board  (a LSB representative and a pedagogical consultant), local organizations and businesses, as well as regional and provincial organizations mandated to provide services to the community.
Even within a year, CLC partners were describing their relationships with the CLC as reciprocal, facilitating and pertinent to their mandate and role in the region and the local community. It was immediately obvious to organizations and associations on the partnership table that CLCs provided new opportunities, and a number of collaborative initiatives were in place and/or emerging. The work required of partners was not described as heavy, but rather as facilitating the work of regional associations and service providers, making it easier to meet their mandate:  “It’s like having an arm into the community”/ “It’s like having a ground person”/”It’s provided a link to the community”/ “The CLC was the missing link between regional associations and services and people in local community.”
As the calendar of activities and events for the Netagamiou CLC shows, within a year, a good number of activities and programs were organized for students as well as for the broader community. The younger elementary students were very aware of the CLC, largely thanks to the implication and strong buy-in of one of the elementary teachers, who had drawn in VCN and community-based learning activities.  The secondary students, however, were less involved in CLC activities, in part because teachers at secondary level were caught up in the educational reform and had not used the VCN at all. In Year One, fewer after-school activities were aimed at the secondary school age group.  Part of the lack of connection at the secondary level might come from the fact that some students were from feeder schools in other communities, making it almost impossible for their families to be involved. These students describe the CLC as being “for the Chevery community only” . 

Some examples of the range of activities implemented in Year One
 include Tiny Tots, a reading program for preschool children; Eau Naturelle Discovery Camp, a summer camp for preschool and elementary school children; interactive use of the VCN and a scrapbooking club for women. 
By the end of the first year, teachers who participated in interviews and support staff (adult education, guidance counsellors) were clearly on board, enthusiastic, aware of the CLC and generally speaking positively of many of its objectives. While all were very excited by new community-type and after-school projects, many teachers were not integrating the CLC into their teaching practice, nor too sure how this aspect fit into the CLC project. On the other hand, the guidance counsellor and the adult education staff quickly realized that they could use the VCN to work with other colleagues, thereby saving thousands of dollars in travel costs and human hours to the Littoral School Board. 

Two major accomplishments were described at this stage of implementation. The first was that the school opened up and became available for use after hours and to the broader community.  This was a fairly quick but major change. The second was that the CLC immediately improved communication (locally but also regionally) and mobilized the community. This provided a sense of involvement and empowerment, as these comments illustrate:  “The tree has been shaken up”/“the community has been mobilized”/ “the CLC has meshed energies and initiatives”/”it took scattered efforts and pulled us together”/”its provided a forum for ideas/”it took what was there and made it better, stronger.”  If the CLC could bring the local community together, as well as the region, it could also bring the larger outside world into contact with people living on the Lower North Shore.
One year into implementation, the big concern for those involved closely with the CLC was ensuring sustainability and the coordinator’s job, which were seen as inseparable.  The whole future of the CLC was seen as revolving around this issue. At this point, the success of the CLC was strongly attributed to the coordinator – whom many described as the CLC. 

Becoming Fully Operational 

The first site visit to Netagamiou CLC took place in January 2008 and revealed a CLC that had hit the ground running. Eighteen months later a second site visit took place at the end of the school year. Within that short period of time, the Netagamiou CLC had become almost fully operational, with implementation in full swing, and already considering its strategies for the future.  By the end of the following school year (June 2010), the CLC had moved into a last phase of the series of steps proposed by the Framework:  evaluation of the impact of its activities. 

Use of PRT Resources and Framework for Action

In terms of exemplary practices, this CLC followed the Framework (Guidebook) very closely. The coordinator followed the five steps proposed in the Framework (Explore, Initiate, Plan, Implement and Evaluate) and felt that the steps were very helpful in implementing the CLC.  Her advice to the coordinator of a new CLC is: “Follow the process, trust the Framework, it will serve you well.” On her own use of the guidebook, she noted: “We followed the Framework step by step. I have great respect for the Guidebook and the work that went into it. It’s an awesome piece of work. … The Guidebook has a wealth of information.  We followed the five main steps and components. I keep going back to those steps to stay oriented.” 
The initial action plan adopted by the Netagamiou CLC has very broad comprehensive goals, as opposed to specific or activity-based goals sometimes formulated by other CLCs. It was written following community consultations, which the coordinator synthesized and then presented to the partnership table/steering committee. In 2008, a theory of change was developed based on the action plan, again with the active participation of the steering committee.

There is no need at the present time to revise or modify the CLC’s action plan, except perhaps to include CLC sustainability among its goals. According to the coordinator, the action plan aims at the intermediate and the long term and therefore can encompass many ongoing activities, events and programs―all of which are designed to meet the broad long-term goals. 

Other stakeholders, such as the principal, partners and teachers, were not familiar with the Guidebook but were engaged in action planning and developing a theory of change. 

CLC Structure and Operation

Three years into implementation, the Netagamiou CLC has developed a structure and operational model similar to other CLCs. The CLC is essentially led by a coordinator, who works with her principal, teachers and key partners to identify activities, events and opportunities. The principal is seen as the “leader” by the coordinator, but the coordinator remains the face of the CLC to most in the school and community. Interestingly, over time, ownership of the Netagamiou CLC is no longer perceived as residing with the coordinator, as efforts to build capacity and leadership in the community start to bear fruit. The principal remains involved, sitting on the partnership table and providing overall support, but maintains a somewhat “hands off” approach in terms of direction, planning and day-to-day management. The CLC is integrated into the school, although this has not been formally recognized by the governing board. 

The working relationship between the principal and the coordinator remains good, and fewer meetings are needed as the CLC moves beyond early implementation. The principal continues to see his role as primarily supportive: the provider of background knowledge of the school and community in order to help orient the CLC. The principal felt that there had been no major changes since the first site visit, but that the CLC had acquired a life of its own, its own momentum. His vision of the potential of CLCs however, continues to evolve: “I felt the school was already involved in the community and doing things (prior to CLC) … but with this coordinator, I am realizing that a lot more needs could be met...”  He is supportive of other CLCs opening in the other schools he is principal of, but stressed the need for the right person in the coordinator position.
According to teachers and stakeholders, the principal’s support and belief in the project are what make it possible for a coordinator to persevere with the project: “The principal has to believe that it can happen – support has to be there for the coordinator – the coordinator cannot run if this isn’t there.”   Principal leadership is seen as important by the coordinator and stakeholders, especially in terms of building support within the school, among the staff, and advocating for the CLC with other educational agencies such as the school board and MELS:  “This is not a role that partners can take on … or the coordinator.”
As in most CLCs, the coordinator’s role is seen, by the principal, school staff and partners, as crucial for the CLC’s implementation and sustainability. As several partners noted about the coordinator’s role, “It’s a critical role. A crucial role. Without a coordinator, the CLC can’t run, can’t function” /“It’s that animator role that links everything, makes meetings happen, creates impetus, that keeps everything moving.” The principal clearly stated that the coordinator is not only key to the CLC, he or she is absolutely essential―without a coordinator, there would be no CLC.  
The school’s governing board is not directly involved in the CLC, other than being regularly briefed by the coordinator on what the CLC is doing and sometimes being asked to support activities. Some members of the governing board sit formally on the partnership table. Many are also involved in CLC committees, but not necessarily in their role as governing board members. The school board representative also sits on the partnership table. 

According to the coordinator and principal, the regional school board is supportive of, but not directly involved in, the CLC. The school board is committed to the CLC initiative and has plans to implement more CLCs in its jurisdiction; however, it also remains concerned about sustainability and about the coordinator’s position. The ‘position’ seems to be the major stalling point in achieving sustainability, and some feel that school boards need to take on a more proactive approach: “Schools boards have to lobby MELS to continue funding.” 
At the time of the case study, the school board representative for the Netagamiou CLC was also principal of a CLC school in the same school board. He reported meeting with the other two principals of CLCs in the school board on an ad hoc basis to discuss budget issues. They sometimes use the VCN to discuss what needs to be done and how to get school board support. The school board representative also reports that the school board is supportive. 

The school board had, until that time, left the hiring of coordinators up to the principals. However, the school board was thinking it might help sustain CLCs in the future by hiring teachers who are on availability. This was seen as potentially problematic by the school board representative, who sees CLC coordinators as a special breed of people who are primarily community developers―a perception that was also echoed in principal focus groups in Montréal.  “You can’t just hand this kind of job to someone who doesn’t have the profile of community development.” 

When asked about the CLC’s impact on the English-speaking community, the school board representative described it as “Quite dramatic. A developmental impact on those communities – we’re now  seeing other communities interested in this model and who just need a coordinator to move in that direction.” He felt that the Littoral School Board could have more CLCs, but there would have to be some prior development within the schools and communities targeted: “There is a vision here that we could have more CLCs. But there has to be some fires lit.” 

Sustainability and future funding for the coordinator’s position were what the school board representative described as the biggest challenges for CLCs: “Base funding (of $20 000) for a coordinator is all that is needed.” The physical distance between schools on the Coast and the school board’s offices in Sept-Îles  was another challenge. He also felt that school boards need to be quite flexible and comfortable with letting CLCs develop in their own way. “They need to think of working in a very different way from what they are used to.  Not hope to control or run CLCs from a distance but let them develop …” He also felt that CLCs on the Coast had been far too successful to be abandoned at the end of the current funding program: “I think they will (continue) on the Coast. I don’t think they can close them down after they have had so much impact.” 

Teacher Involvement

Six of the school’s eight teachers are involved in CLC activities, either as community members, parents, volunteers and/or as teachers. All of the teachers seem generally supportive of the CLC concept and the changes the CLC has brought to the school. Teachers do use the VCN in their classrooms, with the secondary teachers using it more this year than they have in the past. Because of the multilevel classrooms, it can be challenging to offer VCN activities. The VCN is still the primary way that teachers incorporate the CLC into the classroom. As in all CLCs, some teachers are more involved than others. There is still some reluctance to take advantage of the VCN and workshops/outings offered through the VCN. The technology is still seen as daunting by some teachers, but less so than previously.

Another way in which the CLC has had an impact on classroom practices is through various projects. For example, senior citizens in the community were involved in oral history projects. 

Below are some comments from teacher focus groups and interviews on the CLC:

“This year, the coordinator is trying to reach secondary kids, teenagers. It’s harder to keep them interested.”
“As a teacher, I am not having problems with the school changing. I don’t mind if the school is getting used. There’s so much more happening here – before it was so quiet.”
“It’s an adjustment, but it’s all good. Whenever you need something, the CLC is there. As a teacher. As a student. So much has become possible.”
“Sometimes the job of teaching is bigger, but I feel comfortable saying no. Some things are requiring more prep (because of CLC); other times it makes the job easier.”
“I think it’s having an impact on school climate. You see more kids here after school. They’re sticking around.”
Six teachers (out of a teaching staff of eight) and three administrative staff completed the teacher survey. All respondents hoped that the school would continue to be a CLC, and responses to survey questions were very positive. The following examples reveal the highly favorable perceptions of teachers and administrative staff:
· 100% of respondents agreed or strongly agreed that they understand the purposes of the CLC. 

· 89.9% agreed or strongly agreed that that the concept of the CLC had been well received by the community.

· While 77.7% felt that a CLC had been challenging, 100% agreed or strongly agreed that it has brought many positive changes to the school.

· 100% agreed or strongly agreed that the school and CLC are integrated as one and that the principal supported the CLC.

· 88.9% agreed or strongly agreed that the CLC had helped make the school a welcoming place for parents and that the school had enhanced relations between the school and parents.

· 100% agreed that the CLC had improved access to services that were not available before in the community.
Teachers also felt strongly involved in the CLC’s decision-making process and felt that the CLC helped them be better teachers. 

When asked in an open-ended question what they considered the most important impact of the CLC, teachers made the following comments: “Bringing more activities for students to help with learning.” “Has provided us with resources that we would not have at our finger tips!” “It shows us that anything is possible if you want it bad enough.”  ”Allowing students to have access to VCN to learn about/connect with people/things outside of our home.” “Brought school and community closer together. Gave students access to information and events they didn't have before.” ”We are now exposed to a much wider variety of activities and learning experiences.”
When asked how the CLC had changed their role (or work) in the school, teachers said the following: “I have used more technology.””Helped me to do activities with my students that I couldn't do or was not aware of before.” “I have more support in finding supplementary activities that enhance my students' learning.”
Partnerships

According to the coordinator, by Year Three, the biggest change in the functioning of the CLC lies in the way the partnership table works. During the first two years of implementation, the partnership table /steering committee had met regularly. In the third year, the partnership table met formally only once. Partners, however, worked on committees for different initiatives. Some partners were involved in five CLC initiatives, others, in only one. In this CLC, partnerships followed a very flexible model. The coordinator describes three levels of involvement and draws on the metaphor of concentric circles: level one reflecting high levels of key involvement; levels two and three reflecting lesser levels of involvement. There is nothing set in stone as to which partner is in which level.  Active partnerships can change depending on what is happening in the CLC and on what partners need or have to offer. This type of partnership arrangement is new to the CLC; however, a concern for the coordinator is how to stay involved in all of the committees and keep everyone updated and able to see the big picture. 

Building partnerships is clearly one of the strengths of this coordinator and has contributed to making implementation successful. A few people worried about resources and funding, as a small town is often at risk of quickly tapping out at the local level. The CLC coordinator felt that a good strategy for the CLC would be to find funding outside of the community to support services and programs identified as needed. In the third year of implementation, many new partners were brought in. At the time of writing, the number of partners had skyrocketed and 17 partnership agreements had been signed.  Some partners are local; others are regional, provincial or Canadian. Partnerships with provincial administrative services and with the larger Côte Nord administrative region are not very developed. This could be partly due to the institutional culture of provincial and regional services and partly due to language.  

The coordinator considers partners as part of the community served by a CLC rather than as external to the CLC.   Partnerships are not perceived as static relationships: “The Netagamiou CLC partnership network has a revolving door that’s ALWAYS open: The level of engagement of each partner varies according to many things, including the partner’s capacity, the fit of an initiative with the partner’s mandate, the benefits for the partner, as well as the needs of the school/community.” (Coordinator’s Evaluation Report, 2010). 
Having multiple partners involved in initiatives also makes it difficult to identify any one activity as simply a CLC initiative or to identify ownership. However, not being able to identify ownership of an initiative was not perceived as a problem by the coordinator, the principal or by partners and teachers interviewed in the 2009 focus groups. 
Successful partnerships are reflected in the number of activities and long-term initiatives generated, but also in planning for eventual sustainability. In effect, this CLC is proving that the Framework can yield the desired outcome of sustainability (at least partially). 
The table below shows data from the 2009 and 2010 partner surveys. In 2009, fifteen partners responded to the survey, while in 2010 twelve partners did. In addition to partnering with the Netagamiou CLC, some of the responding partners also reported working with other CLCs. Thus it is important when looking at the survey results to recognize that some responses may reflect the respondents’ experiences with other CLCs. A comparison of the survey results from 2009 and 2010 reveals the following similarities and differences:

	Netagamiou  CLC Partner Survey
	2009 (n=15)
	2010 (n=12)

	
	Strongly Agree or Agree
	Neither Agree nor Disagree
	Strongly Disagree or Disagree
	Strongly Agree or Agree
	Neither Agree nor Disagree
	Strongly Disagree or Disagree

	I feel informed about the CLC.
	86.7% (13)
	6.7% (1)
	6.7% (1)
	83.4% (10)
	16.7% (2)
	0

	I understand my organization's role in the CLC.
	93.3% (14)
	0
	6.7% (1)
	66.7% (8)
	25.0% (3)
	8.3% (1)

	I am included in making decisions about the direction of the CLC.
	61.6% (8)
	15.4% (2)
	23.1% (7)
	25.0% (3)
	25.0% (3)
	50.0% (0)

	A Steering Committee or Partnership Table guides the work of the CLC.
	Not asked
	75.0% (9)
	16.7% (2)
	8.3% (1)

	Becoming a CLC partner has benefited my organization.
	86.7% (13)
	6.7% (1)
	6.7% (1)
	100% (12)
	0
	0

	There is a shared sense of direction for the CLC among school and community partners.
	80.0% (11)
	20.0% (3)
	0
	50.0% (6)
	33.3% (4)
	16.7% (2)

	The Steering Committee or Partnership Table members represent all key stakeholders, including parents or family members, community residents, school staff, and community partners.
	Not asked
	41.6% (5)
	58.3% (7)
	0

	We share and exchange resources, such as personnel, space, materials, or funds.
	Not asked
	66.6% (7)
	33.3% (4)
	0

	There is a good working relationship between the CLC and my organization.
	Not asked
	100% (12)
	0
	0

	The principal provides good (in 2009 it was “strong”) leadership for the CLC.
	57.1% (8)
	35.7% (5)
	7.1% (1)
	8.3% (2)
	91.7% (11)
	0

	The CLC coordinator is effective in coordinating and facilitating the partnerships.
	92.8% (13)
	7.1% (1)
	0
	58.3% (7)
	41.7% (5)
	0

	The CLC has developed a plan to sustain itself in the future.
	42.8% (6)
	57.1% (8)
	0
	16.7% (2)
	75.0% (9)
	8.3% (1)

	The CLC is important to the future of the English-speaking community it serves.
	100% (15)
	0
	0
	100% (12)
	0
	0


Activities and Services

In terms of people impacted by CLC initiatives, all of the students of the school as well as the community’s preschool children have benefited from CLC activities.  Furthermore, the coordinator estimates that ninety-three (93) adults/seniors from Chevery have been involved in CLC-related initiatives. 
The coordinator reports that the school/CLC is now open year-round for an average of 68 hours a week. Youth and adults have access to the following school resources: computers, the Internet, the gym, videoconferencing, shared office space with partners and literacy outreach programs such as library on wheels and the Born to Read program. Numerous services have been developed and/or improved in response to feedback from students, teachers, parents, community members and partners in areas such as early childhood development (e.g. Cozy Corner Drop in Centre; Tiny Tots; Emergent Literacy; Sleepy Time Story Hour).
This CLC runs its own activities and programs, but just as frequently, if not more, partners organize activities, programs and services. Although the coordinator spearheaded some activities and programs, a concerted effort was made to recruit partners for activity, program and service delivery in keeping with their respective mandates and with an eye to long-term sustainability. Initially, the CLC’s focus was on the school’s elementary students and the community. By Year Three, more focus was on secondary students. A part-time grant-funded position was created to work with secondary students after school, and more activities with this age group in mind were established. Involving secondary school students remains challenging. This said, activities for students include sports, clubs and volunteer programs. While the CLC clearly has a strong student and youth focus, it also is obviously very strongly focused on serving the community and on community development. In summary, activities are organized for individuals from birth onward.

A review of the CLC’s activities inventory (see appendix) indicates that the most frequent types of activity in 2008-2009 involved:

· literacy, with 14 activities and/or services, such as Reading Companions, Sleepy Time Story Hour, and Born to Read

· health and healthy living, with 19 activities and/or services, such as Québec en Forme, sports activities and Healthy Life Skills

· youth development, with 16 activities and/or services, such as Scouts, Tiny Tots and Leadership in Rural Communities; and Lifelong learning, with 17 different activities and/or services, such as VCN and other workshops, Just for Parents, Quebec Adult Learners Week and International Women’s Day

This CLC is clearly using its VCN. It was used for 89 separate sessions between September 2008 and June 2009 for educational and other purposes, such as meetings. On the WESTED student survey, 96.7% of students surveyed said they had used or participated in a videoconference during one of their courses. 

The school gym, library, CLC Room and VCN room are busy places for activities. The CLC offers as many, if not more, activities and services for adults in the community, most of which are offered with or by partners, such as the Coasters or the Quebec Federation of Home and School Association, the Community Health and Social Services Network. 

Outcomes and Impacts

The CLC coordinator and partners report they are right on track in terms of progress toward meeting their targeted outcomes. The short-term outcomes identified by the CLC for itself include:

· active involvement in diverse learning and leisure experiences

· maximizing early childhood development

· support for healthy, balanced lifestyle choices

· contributing to the community’s ability to retain youth/adults in the community or to return to the region

· Active engagement and promotion of culture-based activities
· Establishment of  an organizational structure in which stakeholders share and collaborate

The CLC has identified many activities to support these outcomes, and there is ample evidence from the activities inventory that many short-term outcomes are being attained. For example, preschool development is supported through several early literacy efforts and the CLC is engaged in many cultural initiatives such as the Chevery Festival of the Arts, Conference and Trade Show (FACTS) and the Chevery Youth Summer Arts Camp, both of which were perceived as a great success by the community. A number of healthy lifestyle activities and programs are also now available to the community, as well as new infrastructure such as a soccer field and hiking trails. The partners routinely report that there is a culture of sharing and collaboration with the CLC. Indeed, some of the community partners suggest that the most significant impact of the CLC has been on the community and the organizations that serve the community. 

The CLC has also made progress on its medium-term outcomes:
· Improved Literacy (Math, Science, Technology, Reading, French, Healthy living)

· Increased citizen and stakeholder capacity to be actively engaged and demonstrate leadership

· Improved capacity to use distance education technologies

· Economic prosperity and sustainable development in the community
· Increased capacity of the community to meet its social and cultural needs

· Better planning, coordination and management of available resources

With respect to these medium-term outcomes, the principal and coordinator were somewhat reluctant during onsite interviews to credit the CLC with changes in student behavior, attendance or grades, though teachers reported that the library and travelling reading trunks have positively changed students’ reading behavior. On the Tell Them From Me surveys which were administered twice during implementation, students self-reported improvements in terms of academic achievement, student engagement and well-being. They attributed these improvements in part to CLC-related programs and services. In focus group sessions conducted during site visits with Elementary 4 to Secondary V students, students also articulated and reflected on the CLC’s benefits to the school and community. 

Data from WestEd surveys conducted in 2009-2010 corroborates these positive results and the progress made in achieving many of the CLC’s targeted outcomes.  Data were collected from six teachers (out of eight, three staff members, eight parents and thirty students (out of 50). The following findings describe specifically how the CLC has impacted the school and the student population:

Increased student engagement in school

· 62.1% of student respondents agreed or strongly agreed that they had helped organize school/CLC activities.

· 67.35 of student respondents agreed or strongly agreed that that the school environment had improved. 

· 100% of teacher respondents agreed or strongly agreed that the “school is a centre for cultural activities, recreation and learning for students.”

· 100% of teacher respondents agreed or strongly agreed that “The CLC helps the school meet student needs.”

· 87.5% of parent respondents agreed or strongly agreed that “The school/CLC has provided my child with positive learning opportunities that were not available before.”

· 75% of parent respondents agreed or strongly agreed that the “school/CLC has brought more resources and services to our school and community” and  that the CLC is meeting the needs of students in the school.
Increased student access to activities, programs and services 

 Site visits, interviews and focus groups clearly revealed that there are many more opportunities for youth and that the school/CLC has become a beehive of activity. This was corroborated by survey findings: 

· 79.3% of students surveyed knew that their school was a CLC and participated in CLC activities.

· 72.2 % of students agreed or strongly agreed that they had more opportunities to socialize and have fun with friends.

· 100% of teacher respondents agreed or strongly agreed that  “Students seem satisfied with the extracurricular and after-school activities offered.”
· 100% of teacher respondents agreed or strongly agreed that the “school is a centre for cultural activities, recreation and learning for students.” 

· 100% of parent respondents agreed or strongly agreed that  their “child enjoys the extracurricular and after-school programs offered.”

· 85% of parent respondents agreed or strongly agreed that “having the school become a CLC has been beneficial for my child(ren).”
On open-ended questions, students commented frequently and favourably on the number of activities now available to them, as well as on the VCN: “I would miss the connection we once had, with the outer world.” In focus groups and on the survey, students commented on how they would like “even more chances to connect to other schools and chat.”
Increased student engagement in the community 

· 55.6% of student respondents reported that they volunteer more in their community.

· 44.5% of student respondents agreed or strongly agreed that the school is more part of the community, and 83.3% that community groups and other organizations “help our school.”
· 62.5% of parent respondents agreed or strongly agreed that the “school/CLC has promoted my child’s involvement in the community.”

· 75% of parent respondents agreed or strongly agreed that the “CLC has enhanced the relationship between the school and community.”
Community engagement in the CLC

As has been made amply clear throughout this report, stakeholders are involved and engaged in the CLC. From the outset and even prior to the launch, they have been the foundation block on which this particular CLC has been built. From the two site visits and the WESTED stakeholder surveys, it is clear that community engagement in the school has increased dramatically―with many new stakeholders and community members using the school in innovative ways.  The coordinator of Netagamiou CLC has shown great talent for building a partnership network with local, regional, provincial and national representation.  The partnership network continues to grow as new services and programs are added to the broad range of activities now available through the CLC. 

When it comes to stakeholder buy-in, the surveys conducted by WestEd in 2009 corroborate the information collected through the site visits to Netagamiou. Parents, teachers and students are aware of the CLC, have participated in activities, and have been extremely supportive and eager to see the CLC carry on in the future.  

The CLC has allowed individuals to demonstrate leadership in several ways, such as through planning and operating activities. The CLC is now showing positive and concrete signs of building capacity: building skills and shared leadership in other community members; delegating to committees; spreading the workload and responsibilities; learning how to obtain funding and planning for sustainability. The coordinator feels that there are now more people with the knowledge, skills and ability to take on leadership roles than prior to the CLC’s implementation, and that they are, in effect, taking on these roles.  Although the coordinator is still often perceived as the face of the CLC, ownership of the CLC seems to have broadened and is now more shared.  

Lifelong learning

The adult education sector is using the VCN as a distance education tool and expanding the availability of distance education to the community. A representative of the adult education sector noted, “With VCN, all of the programs become possible – Professional Cooking, Electricity, Accounting, Home Care Assistance… those school boards have the authorization to offer…. And with VCN we can get enough clientele to offer to fill up… Some are joining in through VCN and others are coming into CLCs  from outlying villages to have access to the VCN … In LNS we are targeting a difficult group to reach – hard to create a group in any one village – we need 15 people – well we can pull them in from all over the region. The VCN makes it possible.”

Better use of resources

The coordinator, in her 2010 evaluation report, offers the following as examples of successful initiatives and use of resources: a videoconference centre for the school and community, a school library which is now also a municipal library, sports and recreation facilities that are open to all (including funding for a new soccer field), equipment and school exchange trips; technological equipment (digital camera, film camera), Cozy Corner Drop In Centre, Québec en Forme programming, Community Green Space,  an artist-in-residence program and the creation of a Lower North Shore Arts & Culture Guild, Youth Arts (Film) Camp, art installations, exhibits and equipment.

A number of other outcomes have been identified, some of which were anticipated , some of which emerged as added value to the CLC development process. Important in this remote part of Québec, curriculum enrichment support has been provided to teachers through technology. Learning situations have also been enriched thanks to community-based and collaborative initiatives in many areas of the curriculum:  Social Sciences, Science, Arts Education, Language Arts, Personal Orientation Project (POP) and Physical Education. 

The CLC Development Agent (coordinator) offers technical/program development expertise, curriculum support, resource mobilization to teachers and community members/partners. The Development Agent has also assisted partners with the coordination of service delivery/ development and implementation (e.g. Pink T-Shirt Day, Adult Learners Week, literacy outreach program, cultural projects). The Netagamiou CLC has brought technical expertise and resources from outside the region through videoconference and/or face–to-face training in the community, in a range of areas:  fundraising, video editing, strategic planning, grant writing, community development and leadership development, to name a few.
All of this has been possible thanks to a base grant of $140,000 to cover the three-year implementation process and the coordinator’s salary. But, as the coordinator strongly underlines in her report, also thanks to partners across all sectors who have offered cash and in kind support.  Very importantly, the CLC has diversified funding sources, and the coordinator has brought in thirty new sources of cash or in kind support from outside the community. A significant number of new jobs have been created, with the support of partners, including but not limited to: librarian, research assistant, summer camp staff, Y Not Here animator, QEF, LEAP facilitator, evaluation assistant, arts assistant, festival coordinator, Cozy Corner animator, green space trail workers, etc.  In a community of roughly 300 residents, this is an impact that cannot be overlooked.

CLC service to/support for English-speaking communities

The CLC serves the immediate community of Chevery and all of the students in the school (including those from Kegasaka or Harrington Harbour living in residence). The Netagamiou CLC makes no distinction between community members who are French-speaking or English-speaking. Very clearly, there is concern with vitality and renewal of the whole Lower North Shore, with strong partnerships with regional associations from the outset. The community of the Netagamiou Community Learning Centre (CLC) is defined as “Chevery based, with links to other organizations through its partners. The Netagamiou CLC serves a multi-lingual, multi-cultural and multi-generational community of diverse individual and group stakeholders from local and extended communities.” 

People in the community have viewed the policy and funding that created the CLCs as an important support. For example, the coordinator said, “Just the fact that MELS and Canadian Heritage have funneled money, time and energy to the CLC community and anglophone community. It was the edge needed, the leg up… We’re valued as a community in Quebec. Here’s money, here’s policy support to back it up…..  On the ground level, it is mobilizing all of these partners that really help support us as an English-speaking community.”

Enhanced ability of partners to reach population in the region

The existence of three CLCs in the region is making it possible to think regionally and seems to be providing support to regional development. The positive impact of CLCs on the capacity of partners to reach communities and populations was already being expressed one year into the implementation process, with CLCs being described as an arm into the community. It would take some regional leadership to tighten up the network that the CLCs are partly developing:”regional communication needs work… CLCs are a key to improving this – developing links between organizations… coastal connections are needed that are bigger than any one CLC. We need a regional project.” This comment was echoed by others: “If we’re going regional, we have a lot more work to do….”  It would seem that the potential of CLCs in supporting a regional network is already recognized by many stakeholders.

Understanding Implementation

Several factors have influenced implementation at this CLC, which is generally seen as successful by the school and community, stakeholders, partners and others in and outside of the community. The CLC coordinator credits the approach to implementation as key to success, suggesting that a broad approach with multiple initiatives to meet long-term goals set them on a path to success. 

Comparing this CLC to others, several other factors clearly were key to steady and successful implementation:

· Stability in leadership and staff
· Skills and vision of the coordinator
· Consistent use of the Framework and following of the steps in the Framework
· Active school and community engagement and buy-in
This CLC has benefited from stability in school and CLC leadership. The coordinator is from the community and has a diverse academic and professional background, including extensive volunteer experience in community development. The combination of community roots, knowledge and knowledge gained from community development experience and studies, as well as the personal disposition and “can do” attitude of the coordinator, proved to be the right combination of skills and knowledge to lead this new initiative. The coordinator also reported following the steps in the CLC Framework for Action or Guidebook and taking advantage of the training sessions and assistance offered by the PRT. 

Compared to the other CLC case study sites, this CLC is very remote and difficult to access. As the coordinator commented, geography might be the CLC’s biggest challenge but it may also be a benefit. More specifically, implementation may be made easier in remote communities, where community needs are more easily identified and where recreation, education and socialization happen in a small area and with a relatively small population. The isolation and geography may make it easier to reach the target population. Partnerships are also perhaps easier and quicker to negotiate, given that it is difficult for associations and services to reach this population because of its remoteness. 
Sustainability

For many people, such as teachers, partners, parents, and the community, sustainability is about keeping the coordinator position in the future. All agree, including the school principal, that the CLC needs to keep going. In this community, there is a history of short-term government funded programs which has left people in the community feeling cynical. Many insisted on the need to keep this project going as it has revived hope for the community. 

The coordinator and partners have worked successfully at raising funds for particular events or resources, such as sports equipment for the school. The coordinator doubts, however, that this type of fundraising alone could support her salary in the long term. The principal contemplates combining funds from a number of sources, such as the school board, partners, the municipality and others. Another possible strategy mentioned is to start charging organizations and others for the coordinator’s services and/or to build into grants small amounts to cover the liaison work of the coordinator. At this point, there is no long-term sustainability plan in place, although options are being actively discussed.

The principal and partners suggest that the surest way to sustainability is through school board support for the coordinator’s position. But the principal reports contradictions at the school board level: a desire to see the CLCs continue, as well as a fear of making the coordinator’s job permanent.  The school board representative seems more confident that the school board will be able to provide partial funding to secure the coordinator’s position.
Reflections 

The implementation of the Netagamiou CLC is clearly a success story and serves as an exemplary case study of CLC implementation, one in which all the winning factors are in place―a community that can benefit from this type of initiative, a school principal open to the concept and to the changes a CLC brings to the school, a coordinator with the talents and vision to take the Framework and put it to the test with great energy, and a diverse and dedicated network of partners and supporters.  A number of other factors also have clearly contributed to this success story―the social and geographical context of the community and school. Although an important challenge, it also makes for a strong incentive to make a Community Learning Center viable. This is a CLC firmly in the full operation stage of implementation, on its way to innovation and sustainability. 

At the present time, the CLC seems to have moved quickly towards meeting its targeted goals thanks to its early focus on planning, strategic partnerships, and activities aimed at meeting short-term needs as well as long-term goals.  The CLC is indeed becoming a community hub for English services, activities and information and is being very positively perceived in the local and regional community as well as in the broader English-speaking community of Québec. Encouraging for the CLC’s future is that stakeholders see the CLC’s real and potential benefits―in particular the positive response from the Littoral School Board and from key regional associations.  Also encouraging is that three major players (the principal, the coordinator and the school board representative) are keenly aware of the issue of sustainability and are looking for creative ways to ensure the CLC’s future, such as by diversifying the sources of funding. Finding funding to support the coordinator’s position remains the biggest challenge for the future of this CLC.   Also very encouraging is the ability of the CLC and its coordinator to build capacity among others within the community, and this in a relatively short time span. Strong support within the community was evident from the outset and continues to grow: the principal, the coordinator, teachers and other stakeholders, all express a strong commitment to the CLC and a desire to see it continue its good work in the future. 

In summary, it is quite clear that this particular community and school are benefiting from the existence of a CLC and a talented coordinator to maximize the use of resources, infrastructure, partnerships and the volunteer base in the community, as well as pull in new resources previously untapped. In simple language, the CLC is proving that it can provide “great bang for the taxpayer’s buck.” It is also evident that with minimum support in the form of base funding, this CLC can thrive and develop into the future, supporting existing and emerging efforts towards student success, lifelong learning and sustainable community development. 
Riverdale CLC Case Study

Context and Community

Riverdale High School is located in Pierrefonds on the island of Montréal. According to Statistics Canada Community profiles, in 2006, Pierrefonds had a population of almost 60 000 residents, about 19 000 of whom claimed English only as their mother tongue.
 It is an urban area, serving a linguistically and culturally diverse population. 
The Riverdale Community Learning Centre, a Phase 1 centre of the English Minority Language Initiative, was established in 2007 at Riverdale High School.  The secondary school’s population is about 650, down from 1100 due to the closing of two feeder schools.  The Riverdale CLC provides services to five municipalities: Pierrefonds, Roxboro, Dollard des Ormeaux, Sainte- Geneviève and Île Bizard. Although English is the primary language for most of Riverdale families, nearly 20% of students speak a language other than English at home. Members of the parent community represent 82 different countries of origin and students speak 28 different languages.
  Many students are from the Cloverdale district of Pierrefonds, which is recognized by the Comité de gestion de la taxe scolaire de l’île de Montréal (CGTSIM) as a significant “pocket of poverty” on the island of Montréal.
  The Riverdale CLC’s vision statement shows that it strives to address some of the many challenges faced by families headed by single parents, or by new arrivals to Canada working at the lower end of the wage scale:  “The vision of the Riverdale CLC is to be a place where this ethnically rich community can come together and learn from and about each other and address areas of concern that will be beneficial to our students, the school, and the community at large.”
  

Background
As previously noted, the school population is highly diverse; in fact, when asked what the Riverdale CLC is known for, one staff member answered “the diversity.”  Another stated: “The school is a good representation of the [community] population.” Several agencies and organizations had already been involved in the school prior to the establishment of the CLC, thus Riverdale High School had many elements of a “community school” already in place even before the CLC initiative began. Since the CLC’s implementation, new partnerships have been developed. The coordinator, who conducts the day-to-day operations at the CLC, is known as a positive role model for students in the school and beyond.  He spends the majority of his time recruiting partners, facilitating partner collaborations, assisting teachers, and meeting the needs of students―often engaging in efforts beyond the typical scope of the coordinator’s role. He, as well as teachers and other stakeholders, described the principal’s support at the CLC as very high.  The principal meets each potential new partner and brings CLC recommendations or requests to the school’s governing board on a regular basis.  

The Riverdale CLC has been primarily focused on serving students, particularly on supporting the academic achievement of students as well as diversity and cultural awareness.  Physical activities and sports have also been a primary focus, and historically the school has been well known for its Saturday basketball program.  Several long-time partnerships with community-based organizations have provided tutoring, homework help and literacy support over the years. Through the CLC, Riverdale High School has opened up to students from other schools who come to Riverdale from local elementary schools for tutoring and other academic support. The CLC occupies an entire wing in the secondary school. This area was formerly known as a negative space in the school and has turned into a very positive one because of the CLC.
According to the school’s website, the CLC’s mission statement is: 
“The Riverdale CLC is an organization fostering life-long learning by actively participating in sustainable socio-economic/cultural/linguistic development.  In collaboration with community partners, we strive to provide quality educational services, sports and recreational activities as well as arts and cultural activities responding to the diverse needs of the community. The mission of the Riverdale CLC is to bring together and promote the capacity of local, sustainable partnerships with community-based organizations already in existence. Consequently, this would create a closer more intimate connection between the school and the community in a complementary manner. Together the Riverdale CLC and its partners will provide services to enhance the well being of our students, their families and community.  Working with our partners will enable the CLC to create a milieu that fosters family and community engagement, youth development, sports, arts and a life-long learning community. Through a collaboration process, the CLC will engage our community to build multi -directional reciprocal learning relationships between students, teachers, parents and the community at large.”

Implementation Over Time
Riverdale is a CLC that has had strong principal leadership and the benefit of a principal and coordinator who have remained stable since the CLC’s inception. The principal and coordinator meet regularly to discuss CLC activities, goals and management, and the principal brings CLC information and requests to the governing board.  The coordinator ensures the school board representative receives his monthly report in an effort to keep him well informed and connected. 

The coordinator has been an active participant in CLC training sessions and workshops and has participated in voluntary CLC leadership activities such as the PRT-led evaluation committee. He also worked closely with individual members of the PRT to develop planning documents such as the theory of change and action plan. The coordinator reported that he used the PRT-provided Guidebook, especially early in the CLC implementation process:  “Once I got the concepts of what the CLC was supposed to be … it was clear.”    

During the first site visit in the fall of 2007, the evaluator observed a steering committee meeting and conducted interviews and focus groups with many teachers and staff.  Everyone described the coordinator as well known and respected in the community, and as a positive role model for young men in the school.  “He’s a dynamic youth worker – that’s very valuable in the school. We could use two of him.”  The steering committee meeting gave the evaluator a good understanding of the context of this CLC, as well as a chance to hear the enthusiasm and commitment shared by those present.  Two important points discussed that evening included a desire by committee members to highlight the fact that the CLC activities modeled inclusion of all ethnicities, races and backgrounds.  One member stated:  “There are 82 ethnic backgrounds [in the school] … and [we’re] breaking down barriers, creating an understanding, burying prejudice.  We’ve all got the same goals … and [students] are being taught this every day … because of [the] modeling.”  The other point emphasized was the value of being connected to the community: “One of the greatest benefits of the CLC and its link to the community is we don’t have to start from zero.  As an English-speaking community, we have this tool … it’s up to us to use it effectively.” The greatest challenge at the time of the first site visit was low parental participation.

The overall perception of the CLC by teachers at the time of the first site visit was positive:  “The CLC is a good thing … it is service to the community and the school simultaneously.”  Teachers even noted that students had greater self-confidence, improved math scores, and that homework was being turned in without complaint due to extra help and tutoring.  Other observations included the following:

· Teachers noted the value of the CLC coordinator and others in making the necessary connections and building the network for the CLC, citing that they (teachers) would not have time to do it.  One stated:  “Projects would have to be dropped, because teachers are just too busy to branch out beyond [the classroom].”  
· Teachers acknowledged the West Island Black Community Association’s (WIBCA) room as “giving kids a sense of belonging – a place they can identify with … a place they can communicate with teachers better than in the classroom.”  One noted:  “Students feel heard.”  
· Improvements in student math scores and in students’ depth of understanding and self-confidence were reported specifically by a math teacher.
· One teacher, when asked how the CLC had impacted his/her role, stated:  “It’s allowed me to make recommendations for students who might not have been able to afford tutoring and other programs …who otherwise wouldn’t have had any access to it.  It’s allowed me that extra resource.  That’s the best thing the CLC’s offered so far for me.”
· “The WIBCA homework room has been a tremendous positive movement for us.  Kids in my math class -- all of a sudden, homework is done – no complaints about it.  When I ask them – where, how? they say it’s because they went to ‘the room’, had assistance, tutoring.”
· Having the tutors for the after-school homework help program accessible during the school day so that classroom teachers can consult with them, and vice-versa, was deemed very helpful for discussing specific needs of students.
· Teachers also indicated how valuable it is to have the space provided for the CLC, and how that has impacted the school. One noted:  “The community hallway – it gives meaning to the CLC and gives students a destination.  It’s a huge improvement over the way this particular hallway was a few years ago.”

· Teachers mentioned the value of the VCN resource and the room provided for its use.  More than one referred to the success of National Entrepreneurship Night, a PRT-sponsored project open to all CLCs designed to make students aware of the skills and knowledge required for running a business and for success in the workforce. A training session for future VCN use was mentioned:  “The training to use the VCN has been beneficial; I’ll use it for mock interviews and for the career expo in February.”  Another teacher stated:  “I’ve been thinking about the VCN – incorporating into the class and getting the [other] teachers excited about it.”
· A teacher also stated:  “The ‘Tell Them From Me’ survey was very valuable― our principal presented findings to the entire staff.  It was very interesting to find out what the kids thought and their perceptions of the school.  It made me self-reflect on the way I teach.  I adapted my teaching style as a result of that feedback.” 
Students in the focus groups spoke of the value of the homework assistance and Saturday tutoring programs as well as of the WIBCA room and other activities. Students who were very familiar with the CLC were more outspoken than others, but all had positive things to say. Below are some comments that support the students’ appreciation of these programs:
· Tutoring and extra help/homework assistance are helpful.

· “It’s worth getting up early on Saturday if you need it.”

· It’s easier to ask questions of the teacher [in the homework room]; small groups are not as intimidating.
A suggestion made by some students was to have “actual teachers” in the homework room to encourage students: “… [others] are not going to want to go if they don’t know the teachers. You might understand teachers you know better … you might be shy.  With your own teacher you’re more comfortable and willing to listen.” Another student, speaking of visiting the WIBCA room at lunchtime, stated: “It’s fun.  You get to play card games, listen to music, and talk with your friends.”  

Challenges at the time of the first site visit included:  low parent participation, public relations, sustainability, time constraints for teachers, and the fear of potential damage to classrooms or personal property during after-school hours.  Another challenge for the CLC was the blurring of boundaries around the different activities and services.  For example, the LOVE or VISIONS programs were mentioned often during the site visits; however, these were not officially CLC programs, but the meeting room for the LOVE program is in the CLC hallway, and students of the VISIONS program participate in CLC activities.    

“It can be a little difficult to figure out which programs/activities are actually CLC-sponsored or run; and which are independent of the CLC.” (a teacher)
The second and final site visit to Riverdale by the external evaluator occurred in May 2009. At that time, the evaluator conducted several interviews and focus groups to learn, among other things, what had changed at Riverdale since the previous visit in February 2007.  
· At the second site visit, the evaluator asked if parent participation had improved, but was told that it had not.  As one teacher stated: “When parents find out [about a CLC activity or program], they’re very grateful, supportive, i.e, tutoring … and usually they’re shocked that it’s free.  But otherwise, they don’t appear to be aware of it.”  The coordinator has tried very hard to get a parent to come to the steering committee meetings (and be a member of the committee), but cannot get anyone to come forward.  Parents are in the school often on weekends especially because of the activities for their kids.
· When asked during a focus group about parent participation at the second site visit, one student expressed why parents should not be very involved in the CLC: 
“No, parents are not involved.  This is a place to be independent, think of your own ideas, take leadership roles, ask your own questions, interact with kids our own age.”

· The coordinator explained that since the CLC’s initial implementation, activities had been shifting from being primarily school/academic-based to more community-based.  This was an intentional shift decided upon at a Town Hall meeting of school and community stakeholders held in February 2009. At that time, all partners and stakeholders came together to define their vision and to talk about how to work together more effectively. They developed the following mutual goals: 1) to increase the awareness of the Riverdale CLC among the community at large; 2) to have some accountability for attendance and continuity; 3) to develop ways for the partnerships to collaboratively conduct more cross-cultural activities, such as sharing meals, playing games, celebrating holidays. 
· The Town Hall meeting proved to be a turning point for the CLC, as it served to motivate and inspire more interest among teachers and staff.  In the fall of 2009, the CLC coordinator stated that teacher participation and use of the VCN for curricular enhancement had increased. An action plan was created in addition to the theory of change.  One teacher explained the shift in focus as a result of the Town Hall meeting:

“One of the [new] goals for the CLC is to bring [more] awareness that it exists to the community.  Even in the school, a lot of staff are not sure what it is.  It’s not a Riverdale High School thing, but a Pierrefonds community area project … and that’s one of the mandates now.  To bring that awareness of what services are available – to bring that [message] to the community … we are looking for partners to do things for the community, not just the school.  Like how WIBCA does the after-school program … kids from other schools are welcome … welcome to participate in the program … but the awareness is not necessarily there.”

· At the Town Hall meeting, absenteeism in the tutoring program was discussed, and participants agreed to work together to find strategies that would provide the means and processes to motivate students to avail themselves of the services available and improve communication to increase awareness of opportunities available to the community at large.
In focus groups during the second site visit, students reported that the CLC open house, which elementary students attended, had gone very well.  Some students had been able to give input regarding the CLC’s direction at a meeting in the VCN room and appreciated that their feedback was valued.  When asked about the value or purpose of the CLC, students mentioned being aware of an increased number of community members in the building, such as mothers and small children reading together; the importance of the LOVE program for those who need to share confidential matters (as noted, the LOVE program is not an ”official” CLC program); an increased desire to do better academically, inspired by the homework help and tutoring programs offered after school or on Saturdays; the use of the VCN for English and science; and appreciation for the increased mutual understanding being achieved by the co-mingling of clubs such as the Schmooze Club and the Muslim Club.  
Below are some of the students’ comments:  

· “We gave input … VCN meeting … subjects we suggested … brainstorming.  Human rights, drug and alcohol, economic issues, social issues, science … more options.”  

· “We get to be the voice of our school … know what goes around.   Try to make Riverdale a better place.”  

· “It has increased [the amount of] people coming in [to the school]; services; improving reputation; Mother Goose, homework program, LOVE, OASIS, prayer room …”

·  “I’m motivated to work harder … it’s an opportunity to better myself.”

· “Helps me with my English class … bringing up my grades … reading … OASIS …”

· Five girls from the Muslim and Schmooze Clubs shared how they are learning about each other; and how they feel welcomed and wanted by other club members: 

·  “We did a joint holiday event … we had pizza and samosas … the speaker was very good … [I’d] like more of that.”

·  “I learn about my religion and myself.  You get spiritual guidance … It’s a multi-cultural school.  You can find your roots here.  You learn more about spirituality.”

·  “I look forward to [the club] every Tuesday.  It’s a chance to see the same eight people.  You get something out of it; I manage to learn one small snippet every week.”

Students also stated that many of their friends did not know about the CLC and suggested sending out messages via the “auto-phoning system.”  They also thought that awareness was very slow to spread to parents and around the community.”  As one student said: “Awareness could be spread real easily.  Get the kids to talk about it with the parents.  We could go around to businesses …’.  Another student described parental awareness in this way:  “Parents?  They just know I’m involved … but they don’t know what it’s about … except for Brookwood.” 

The most difficult ongoing challenges for Riverdale include declining student enrollment due to the closing of two feeder schools.  In addition, there is the perception among some parents and community members that the school specializes in serving needy or at-risk students, so parents choose to send their children to other schools.  According to the principal, this CLC is known for … “providing access to learning opportunities for the at-risk student.” Although the principal’s initial hope was that the CLC would keep the school vibrant through increased enrollment, it seems the opposite has happened:  “You could say that [the CLC] has damaged the public’s perception of the school … it paints the school as one where ‘those services’ are vital and critical … and why would a parent send kids to a school with that focus?”
Activities and Services  

Student participation is high in several activities sponsored by agencies and organizations that had already been involved in the school prior to the CLC’s implementation.  The coordinator’s initial role was to bring consistency and order to the many activities and services in place, and to develop new initiatives. The Saturday tutoring program was one of the first new activities established.  The CLC also added tutoring and homework help to the lunchtime activities of the ethnic and cultural clubs so that students could take advantage of extra help and become involved in the CLC.  More recently, the CLC has added a cricket program, conducted by Cricket Montreal, which is very successful.  In addition, Say it Loud/Say it Proud is an intergenerational youth media education project involving students of the VISIONS program working together to conduct interviews with English-speaking members of the surrounding communities and produce four short films.  Following is a list of programs/activities currently offered by the CLC:

· Alliance of South Asian Communities offers free support services to the South Asian Communities  (tutoring, mentoring, cultural events, summer program).

· Brookwood Basketball provides league basketball for boys and girls. Daycare is offered on Saturdays for younger children so parents can watch older children play.  Summer basketball camp is offered each July.  

· Aditya Youth Trust Fund sponsors the Saturday morning tutoring program in science and math, physical science exam preparation, and scholarships for students entering CEGEP.
· Born to Read is a ten-week literacy program for infants and preschoolers, which also includes library lending for children 0-4.  Adults work with at-risk secondary school students who prepare materials for the reading programs.  
· Literacy Unlimited School Literacy Program is an in-school program providing one-on-one tutoring one hour per week to promote literacy among teens.  Outside tutors, such as retired teachers, meet with students from Sec. I to Sec. IV at least one hour a week to practice reading and writing skills. First launched at Riverdale, this successful program has been brought to other secondary schools in the school board.

· Say It Loud Say It Proud, an inter-generational youth media education project under the guidance of a media mentor and an historian/storyteller. It was a weekly program involving 13 students from the Vision Program at Riverdale High School.  The students were to produce four short films of interviews with English-speaking members of the communities in and around neighbouring schools. The project was discontinued due to final examination scheduling conflicts and other time constraints related to the delivery of the project.   
· Schmooze Club is an informal club open to students of all faiths and backgrounds offering the Jewish perspective on issues in students’ daily lives. Free pizza is provided during the lunch hour for students who remain for the discussions.  
· West Island Black Community Association (WIBCA) runs a Saturday Morning School at the CLC that is open to all students at all grade levels (elementary & secondary). The program allows for two hours of volunteer-supported tutoring and homework assistance each Saturday morning (French & English). In addition, WIBCA also provides the following programs: after-school tutoring; daily drop-in centre for youth, which combines lunchtime learning and recreational activities; and a summer day camp.
· Youth Stars Foundation is a new group project involving music writing workshops based on topics covered in class.   
Partnerships

Ten partners were listed on the Riverdale CLC Partnerships and Activities Sheet, though a signed agreement is not in place for all of them.  The most highly involved partners include Literacy Unlimited, West Island Black Community Association (WIBCA) and the Adytia Youth Trust Fund.  Several cultural/ethnic-based partnerships, such as the WIBCA, the Schmooze Club, Muslim Student Association Club, are very popular, as they help develop a sense of belonging among students and expand student awareness and understanding of cultural differences.  Other programs and partnerships focus on enhancing students’ academic success, such as peer tutoring, after-school homework assistance, Saturday extra help, Mother Goose, and Born to Read.  Athletic organizations, such as Brookwood Basketball, have been long-time partners of the school.  Newer athletic programs were being explored in the spring of 2009, which led to the formation of a cricket team.  

The principal spoke of the benefits for partners of becoming involved in the CLC:  “The one most positive thing has been that [the CLC] has brought together all the people who were stakeholders before, but didn’t talk, didn’t communicate … now they’re sharing challenges and solutions.  That’s been the real positive.  I do truly believe the CLC has breathed life into some of these organizations – it’s a very easy framework for many of them to fulfill their mandate.  And I see that as a positive, allowing these [organizations] to fulfill their mandate.”
Partner responses to open-ended questions on the partner survey indicate that they also see value in being connected to the CLC.  For example:

“Our progress would not have been possible without this partnership. I feel that this is the perfect match.”

“Our organization did not have any access to the South Asian community living in the West Island, and with the help of the CLC, we have built relationships with the Asian community living in the West Island of Montreal.”

“Judging by attendance of mothers of infants aged birth to 4 years, we are meeting a need in raising awareness of early literacy strategies. The Mother Goose program has been well received.”

“Our classes for after-school homework help and tutoring have helped students improve their understanding of course material, [as well as] their performance, and confidence level.”
As part of the external evaluation of the CLC initiative, evaluators conducted two partner surveys, one in 2009 and one in 2010.  The table below shows almost twice as many partners responded to the survey in 2010 (16) than in 2009 (9). According to the survey results, partners believe that the CLC is important to the English-speaking community and that it should be maintained; that they have already benefited from being part of the CLC and have a good working relationship with the CLC. It is important to note areas where lower ratings were given, such as partners’ involvement in the CLC’s decision-making process (even though some partners are members of the steering committee) and partners’ perception of the principal’s leadership.  

	Riverdale  Partner Survey
	2009 (n=8)
	2010 (n=16)

	
	Strongly Agree or Agree
	Neither Agree nor Disagree
	Strongly Disagree or Disagree
	Strongly Agree or Agree
	Neither Agree nor Disagree
	Strongly Disagree or Disagree

	I feel informed about the CLC.
	75.0% (6)
	12.5% (1)
	12.5% (2)
	86.6% (13)
	13.2% (2)
	0

	I understand my organization's role in the CLC.
	100.0% (8)
	0
	0
	86.7% (13)
	6.1% (1)
	6.7% (1)

	I am included in making decisions about the direction of the CLC.
	50.0% (4)
	25.0% (2)
	25.0% (2)
	46.7% (7)
	40.0% (6)
	13.3% (2)

	A Steering Committee or Partnership Table guides the work of the CLC.
	Not asked
	86.7% (13)
	13.2% (2)
	0

	Becoming a CLC partner has benefited my organization.
	75.0% (6)
	25.0% (2)
	0
	92.8% (13)
	7.1% (1)
	0

	There is a shared sense of direction for the CLC among school and community partners.
	71.5% (5)
	14.3% (1)
	14.3% (1)
	66.7% (10)
	26.7% (4)
	6.7% (1)

	The Steering Committee or Partnership Table members represent all key stakeholders, including parents or family members, community residents, school staff, and community partners.
	Not asked
	60.0% (9)
	40.0% (6)
	0

	We share and exchange resources, such as personnel, space, materials, or funds.
	Not asked
	66.7% (10)
	26.7% (4)
	6.7% (1)

	There is a good working relationship between the CLC and my organization.
	Not asked
	86.7% (13)
	6.7% (1)
	6.7% (1)

	The principal provides good (in 2009 it was “strong”) leadership for the CLC.
	37.5% (3)
	62.5% (5)
	0
	46.7% (7)
	53.3% (8)
	0

	The CLC coordinator is effective in coordinating and facilitating the partnerships.
	87.5% (7)
	12.5% (1)
	0
	71.5% (10)
	28.6% (4)
	0

	The CLC has developed a plan to sustain itself in the future.
	37.5% (3)
	62.5% (5)
	0
	42.9% (6)
	57.1% (8)
	0

	The CLC is important to the future of the English-speaking community it serves.
	100% (8)
	0
	0
	93.4% (14)
	6.7% (1)
	0


Teacher Involvement

Teachers have not reported much direct involvement in the CLC overall. There has been a core group of teachers who are more involved and use the CLC’s resources to enhance their teaching. For example, one teacher noted, “[the VCN] doesn’t impact math teaching, but I frequently use the VCN room to enhance my community involvement with the CLC.  I’ve had workshops, many, extra helpful, programs for the next year.  For the Literacy program, have gotten input from other teachers in other schools; been valuable … not for math, but I can now explain to other teachers how to use it.” Some coordination has taken place between the organizers of the tutoring and homework help programs and the classroom teachers, which was considered helpful for meeting the needs of students.  
General teacher involvement in the CLC remains a challenge beyond the dedicated core. Teachers reported having more than enough responsibilities without taking on additional work through the CLC initiative. During the May 2009 visit, the principal stated, “Not all staff have bought in entirely …” and the coordinator noted, “There are a few regular, dedicated, involved staff members that I can count on,” but that it has been hard to get others involved.  Though teacher interest began to increase following the Town Hall meeting and into the late fall of 2009, one teacher in a focus group still noted, “Teacher apathy is a challenge.”  
Understanding Implementation
Nearly everyone agreed that CLC implementation at Riverdale has been successful in part because the school already was seen as a community school―given the athletic activities on weekends and the WIBCA and other agency presence in the school. Stakeholders also generally agreed that the coordinator is the “right man for the job.”  His reputation as a respected businessman interested in youth development preceded him, which facilitated buy-in from community partners. He was able to use his personal connections, skill and expertise to enhance, expand and build partnerships.  From the beginning, he has had the support of an active steering committee consisting of business partners and now has a small core of teachers committed to the CLC. 
As stated earlier, another factor that has facilitated implementation at Riverdale has been the consistency of its administration―both the principal and the coordinator have been in place since the CLC began.  According to the coordinator, the CLC also enjoys strong support from the principal as well as teachers and other stakeholders. In addition to a supportive principal and a coordinator who is viewed as effective and credible, the CLC has a small core of dedicated teachers and staff who can be counted on. The coordinator and principal are dedicated to improving implementation. An example of their dedication is the Town Hall meeting held in 2009 to get partners, staff and other stakeholders on the same page about the vision and purposes of the CLC. 
This CLC can be categorized as a “hub” for the community, especially given the fact that it occupies an entire hallway at Riverdale High School. With this space and its community- and student-focused activities, such as the daycare program, the CLC is visible and identifiable. Students take advantage of the lunchtime activities and clubs, come to Saturday tutoring, and participate in other CLC activities. Partner support and involvement are considered very high by the principal, coordinator and teachers.  A newer partner, Cricket Montreal, has been running community-based cricket sessions since 2009.  This partner is highly involved and is experiencing high interest in all its activities, from batting, bowling and fielding clinics, to seniors practice and social time. In addition, the Lester-B.-Pearson School Board (the school’s board) has started operating Place Cartier, an adult education centre, out of Riverdale.
 The principal has supported the CLC’s implementation from the start. However, he remains doubtful about the centre’s sustainability, mainly because the school itself may not be sustained.  As previously noted, there has been a decrease in student enrollment at the secondary school, partly because so many services and resources are provided for at-risk students that the school is perceived as serving “needier” or “troubled” children. Furthermore, two of Riverdale’s feeder schools have been closed recently, which has also contributed to lower enrollment.  According to the principal, “The school has hit a major crisis, and that has usurped everything that may have been planned.”  At the same time, the principal sees many positive outcomes and impacts from the CLC, such as bringing together the many partners who served the same populations but were not communicating. However, the principal feels that staff’s low involvement and buy-in presents a challenge to sustainability.  Teachers may be concerned that the CLC is just another government initiative that comes and goes with funding.  
Since Riverdale’s final site visit took place in the spring of 2009―about six months earlier than the other case study visits―the evaluator has kept in touch with the coordinator to obtain follow-up feedback and an understanding of how the CLC has progressed.  At the time this report was completed in August 2010, the evaluator and coordinator had a final conversation about the CLC’s progress.  The evaluator learned that Riverdale High School would be adding a vocational education component that would improve the likelihood of the school remaining open.  The coordinator also reported that work was beginning with Concordia University regarding the development of a community theatre. In addition, the alternative program VISIONS was benefiting from being connected with the CLC and the Youth Stars spring week dance club and summer activities were successful as well.
Outcomes and Impacts
Riverdale’s action plan and theory of change outlined the CLC’s short-, medium- and long-term expected impacts, outputs, activities/programs/strategies, indicators and assumptions.  The coordinator and his staff conducted a self-evaluation with assistance from the PRT, specifically assessing the impact of these three programs:
· Oasis Literacy (in-school literacy program)
· WIBCA After-School Homework Program
· Born to Read Mother Goose Rhyme Time
Data were collected during focus group discussions with students, parents and teachers and are mostly qualitative. Following are some highlights from the evaluation findings:
· All five students who participated in the Oasis Literacy Program reported improved reading and writing skills and greater self-confidence in reading and reading abilities; all but one will participate in the program again next year.  When asked why they liked the program, the students said they most appreciated the one-on-one attention from their tutor.* (Self-Evaluation Report)
· A group of students from Sec. I to V participated in a focus group on the WIBCA After-School Homework Program.  Students said they attended the program for a variety of reasons: to obtain specific help with a subject area, such as French, or to get general help with homework or a special project.  Evaluation results show that, although there is a great need for such a program, it could be improved: it could start earlier in the school year, use additional teachers in other subject areas, advertise the program more broadly, increase the hours, inform parents about the program, ensure that everyone is aware the program is open to all, and arrange a late bus for students who need it.
· Mothers in the Born to Read Mother Goose Rhyme Time program completed questionnaires to give feedback for the internal evaluation.  Findings indicate that most mothers participating in the activity found it to be educational and useful in promoting early literacy in young children.  The majority of mothers also indicated that this program was a great way to spend quality time with their child and to meet other mothers.  As a result of taking part in the Mother Goose Rhyme Time program, 83% of mothers are now reading and reciting rhymes and songs more often, and 100% of the children are able to recognize songs and have favorite songs and rhymes.
According to the Self-Evaluation Report, the CLC is also making progress toward meeting the short-term outcomes identified in its theory of change:
· Students are developing their reading, writing and critical thinking skills
· Students are attending after-school and Saturday tutoring programs (e.g. homework help, science and math tutorials) consistently, particularly those who need assistance and are least likely to participate.
· Teachers have received training on the VCN in a professional development session. Student-focused VCN activities have included the National Entrepreneurship Day, Health Week activities and CEGEP information sessions. Parent-focused VCN activities have included the WIBCA workshop on how to be a lifelong coach in children’s lives. A VCN professional development session on fundraising for Lester-B.-Pearson School Board administrators was also conducted, as well as a VCN Tele-Health session on Sexual Abuse. 
· Students, young families, and adults are pursuing programs offered by community partners.
· Students are the primary group participating in programs offered by community partners. 
The Self-Evaluation Report noted progress toward accomplishing the intermediate outcomes identified in the theory of change:
· Students are motivated in school, have the skills to succeed, value school, and are aware of their capacities and options for the future. Families are connected to each other and friendships are blossoming, and new Canadians are learning a language that will make their transition easier. 
· Focus groups with students reveal a group of students who actively participate in and take advantage of the resources offered by the CLC.
The Self-Evaluation Report also noted progress toward the CLC’s long-term outcomes:
· More students are successful in school and are graduating.
	· Statistics on the school Web site show that students at Riverdale had higher success rates than the school board average in core academic courses, as shown in the table below:
 
Course
Riverdale
LBPSB 
English 630516
96%
92.5%
French 634544
92.6%
88.1%
Math 564406
93.6%
83.6%
Math 565406
96.9
96.8
Math 568514
89.7%
66.3%



· The VCN is used to some extent as a pedagogical tool in the school, and also as an outreach tool benefiting teachers, students, parents, LBPSB personnel and community groups that want to make use of it.  
Other outcomes or impacts include: 
· Some educators perceive a positive impact on school culture and climate. The Schmooze Club, for example, was cited as a place for positive experiences for Jewish students. According to one student, “The Schmooze Club [is] very good for the Jewish community.  The rabbi comes in, shows you you’re not separate, different … makes you feel more interactive, [you] understand you’re the same as everyone else.” 
· Students and other stakeholders state that having organizations from various communities in the school creates a positive sense of community for students of different ethnic/cultural backgrounds. As one partner noted, “WIBCA program is ‘family’ for a lot of students that attend.  They feel very safe and secure, and parents are very grateful for that.   Keeps the kids off the street … they’re here.”
· The CLC is also seen as a place to go to for students who need to get back on track or who are experiencing academic problems. 
· The positive impact of the CLC on partner organizations was also noted. The principal believes that the CLC has helped revitalize organizations that had been floundering.
Survey Data
Thirty-eight students completed the student survey administered by the WestEd evaluators in 2010; 21% were in Secondary II, and 79% were in Secondary III, IV and V.  Seventy-six percent had been at the school for more than two years.  Below are some key findings from the student survey:
· 37% of students had heard that their school had become a CLC, 63% had not.  
· 81% had participated in lunchtime or after-school activities sponsored by the CLC.
Increased student engagement in school
· 59% of students agreed or strongly agreed that they “participate more in class.”
· 51% of students agreed or strongly agreed that  they “attend school more regularly.”
· 55% of students agreed or strongly agreed that “The environment in my school has improved.”
Increased student access to activities, programs, and services
· 79% of students agreed or strongly agreed that “Many students participate in art, music, sports or other activities.”
· 62% of students agreed or strongly agreed that they “enjoy the extracurricular and after-school activities at my school.”
· 87% of partners agreed or strongly agreed that “The school has many enjoyable and interesting activities for students.”
· 73% of partners agreed or strongly agree that “The CLC is providing beneficial opportunities and services to students.”
Increased student engagement in the community
· 63% of students agreed or strongly agreed that “Community groups and other organizations help our school.”
· 50% of students agreed or strongly agreed that they “feel that the school is more part of my community.”
· 73% of partners agreed or strongly agreed that “The CLC has helped students to become more engaged with the community.”
Enhanced ability of partners to reach populations in the regions
· 80% of partners agreed or strongly agreed that “The CLC Is enabling the community to become involved (or more involved) in the school.”
· 79% of partners agreed or strongly agreed that “The CLC is helping to fill gaps in available programs and services.”
· 92% of partners agreed or strongly agreed that “Becoming a CLC partner has benefited my organization.”
· 87% of partners agreed or strongly agreed that “There is a good working relationship between the CLC and my organization.”
Other impacts
· 94% of partners agreed or strongly agreed that “The CLC is important to the future of the English-speaking community it serves.”
· 80% of partners agreed or strongly agreed that “The CLC provides lifelong learning opportunities for the community.”
· 86% of partners agreed or strongly agreed that “The CLC is helping to vitalize the community it serves.”
Sustainability
Sustainability is a concern, but concrete planning has not yet begun in that regard. One partner (WIBCA) gave examples of what is being done in terms of sustainability: a composter has been acquired; land for a community garden has been acquired; plans are being made to create a greenhouse, with a view to enhancing the science aspect for students and involving both seniors and students.  “Kids learning about soil, science, environment, and then creating meals in the kitchen.” The RHS spiritual advisor has begun a 20/40 club, which involves student group visits to seniors. Although this club has not been run entirely through the CLC in the past, the advisor hopes it will.
One teacher expressed this concern: “I think [the CLC] is fantastic, but sustainability?  I’m worried about that.  Need to get the private sector, corporations, and businesses on board.  Large corps, like IBM, Apple, especially groups that we use their technologies … any large corporation … even a car company. Any that want to give back … a place teachers would bring their cars to be repaired … can you help us out?”
Students in a focus group had this to say:  “Future plans?  Get more people involved … get adults’ input … children … everybody … so we can make the community a better place.”  “What will that look like? ““Helping people, events would be bigger ….. multi-cultural coming up …. If we had a good partnership with Super C, they’d probably help us with the food.” 
Reflections
The Riverdale High School Community Learning Centre has accomplished a great deal throughout the implementation process despite the uncertainty of the English public educational environment across the province and on the West Island.  At the time of the final site visit, the Riverdale CLC was considered to be in the “full operation” stage of implementation. According to implementation expert Dean Fixsen and colleagues (2005), when a new initiative is in full operation, it becomes “common practice” and “the benefits or intended outcomes of the initiative begin to be realized.”  The CLC has consolidated the involvement of several community groups in the school, expanded services and activities available to students at Riverdale, and made tutoring and after-school/weekend programs and activities available to students from surrounding elementary schools as well.  Partners and others noted that the CLC provides beneficial services to students and students are more engaged in the community. 
Although the centre supports physical activities and sports programs, student academic programs have been its primary focus. Perhaps the most tangible and visible impact of the CLC has been its ability to shift the focus from weekend sports and related activities to activities promoting student academic achievement. The CLC chose to evaluate the Oasis Literacy program and its homework assistance and tutoring programs as part of the year-end self-evaluation, and has begun to make improvements and adjustments as a result. Another visible impact of the CLC has been its support of the various cultures represented in the school, bringing several organizations together and helping students celebrate the diversity for which Riverdale High School  is known and which students prize.  The coordinator, who describes his role as the person who “builds partnerships to benefit the kids and the community,” works hard to ensure that the focus of the CLC remains on improving students’ academic outcomes, as well as providing extracurricular activities and raising intercultural awareness.  Although Riverdale has identified short-, medium- and long-term goals for itself and has evidence it is making progress toward its expected outcomes, more data will be needed as the initiative moves forward.    
There has been a misperception among community members that the CLC primarily serves “needy” or at-risk students, which has tarnished the school’s reputation. Could a possible reason for this misperception be because it can be difficult to determine which programs are CLC sponsored and which are not?  For example, the VISIONS program―a program for students who have difficulty coping in mainstream classes―is located just below the CLC corridor, and many of its students participate in CLC activities and programs. Likewise, the LOVE program―a place for students to discuss confidential issues concerning them―is located in the CLC hallway, and its close proximity to the CLC gives the impression it is a CLC program. There may be other programs or activities housed in this hallway which may give the public the impression that the CLC serves only the neediest or at-risk students, and not all students.  However, the fact that partners and even students sometimes cannot tell what is a CLC activity as opposed to a school activity may or may not be a negative thing. It may mean that the CLC is so integrated into the school that it is difficult for others to tell them apart. Improving the public’s understanding of the purposes of the CLC and the benefits it brings to students, perhaps through news articles about CLC happenings to the general community, would help build more accurate perceptions. 
The lack of parent participation in the CLC, brought up during both site visits, may not be as problematic as some constituents think. The school’s Parent Participation Organization (PPO) was disbanded several years ago, so the lack of parent interest is not limited to the CLC. In addition, parents of secondary school students are historically less involved in their children’s education for several reasons: they are more likely to be working full time or are busy with younger children. As expressed by at least one student, by the time students reach secondary school, they want to be independent and self-reliant, and thus are far less likely to want their parents involved in their education.  
 At this point in time, low staff buy-in seems to be a greater challenge, one that is surprising, given that teachers were quite enthusiastic at the beginning of the initiative. Initially excited about the VCN, the intercultural clubs and improved student outcomes in math (due to homework assistance and Saturday tutorials), teachers gradually became less enthusiastic over the implementation process. It will be important for the CLC leadership to investigate this issue and explore ways to address it. 
Due to declining enrollment, the school has faced possible shut down over the last few years. However, Riverdale High School has recently been authorized to offer vocational training programs this coming fall, which will probably help increase enrollment.  Not being in such a precarious position may allow staff at the school and centre to devote more time and energy to expanding the CLC.  
The CLC is bringing the school and community closer. Partners report that the CLC is important to the English community and is helping to vitalize the community. The positive role model provided by the coordinator is also cited as an additional benefit this CLC has brought to the school. The Town Hall meeting in the spring of 2009 was indeed a turning point for Riverdale, as stakeholders realized the need to raise awareness of the CLC and its programs so that the school community and others can have a clear understanding of the value the CLC brings to the school. The CLC’s action plan (developed in collaboration with community representatives) has made it a priority to build awareness, understanding, and knowledge among staff, parents, partners and students of the CLC’s benefits to the school and is allowing the centre to move forward. 
Riverview CLC Case Study
The CLC Context and Community
The Riverview Elementary School and Community Learning Center is located in Verdun, formerly a separate municipality, but now part of Montréal.  The neighborhood is considered to be low to middle income, working class, mostly Irish and white, with many one-parent families headed by single mothers and traditional families with mothers at home and fathers working outside the home. Many residents receive welfare, and it is believed that many adults in the community had difficult experiences in school, which has made them reluctant to come into the school or easily trust teachers/educators.
The school is a French immersion elementary school (kindergarten to Elementary 6) serving approximately 240 students in a well-established, bilingual neighborhood.  According to Census data,
 the population of Verdun was 66 078 in 2006, an increase of about 9% since 2001.  About 10 725 residents claim English only as their mother tongue, and another 70 claim both French and English as their mother tongue.  Of the 55 800 residents aged 15 and older, 11 685 have no secondary school diploma or its equivalent, and another 11 465 hold a secondary school diploma or its equivalent.  About 10 430 Verdun residents belong to visible minority, with Chinese being the largest group.  Verdun has more low-income residents than the rest of the province: 31% of residents are considered low-income, and 37.4% of all children under 18 are considered low income, compared 17.6% of children in the province as a whole.  
Background
Riverview is a Phase II CLC and was funded in the fall of 2007 when the second phase of the CLC initiative began. The initial interest in applying for the CLC grant came from the former principal; however, the original coordinator was not successful in implementing activities. As one partner noted, “He was good at starting things but not finishing them.”  When the former principal left, a new CLC coordinator was hired.  The new coordinator’s background in community development and leadership/empowerment programs for women and youth as well as her work with the English Montréal School Board made her a natural fit for the position at Riverview Elementary CLC.  The CLC coordinator’s office is on the second floor of the three-story building, and the VCN equipment is in a separate room next to it that is beautifully decorated with artwork donated by The Art for Healing Foundation. The VCN room is large enough for yoga and other classes/activities as well as steering committee meetings. Some CLC activities also take place in other rooms in the school, such as the gymnasium and the kitchen.  
The main concern voiced by CLC stakeholders is that parents are reluctant to engage in the school or with the teachers. Most parents are unwilling to “even come through the fence into the school yard.”  The CLC’s mission/vision is to provide services to the anglophone community in Verdun:  
“Our mission is to provide social, cultural and pedagogical programs/services to the Anglophone minority in Verdun in order that they become lifelong learners and remain in Verdun as healthy, successful citizens.  We seek to empower our community by cultivating life skills and supporting the personal and collective development of our community members.  We do this by forming partnerships with the businesses and community organizations of the neighborhood in order to provide programs and services and learning opportunities for the families of Verdun now and in the future.”
The original goals of the Riverview CLC were to:
· Reduce or eliminate barriers between the school/CLC and the community
· Serve as a hub for the community
· Offer services such as 
· lunchtime and after-school programs for students
· health and social services
· community development
· family support services
· Offer activities in the school and in various locations in the community with community partners
The CLC coordinator is the leader of this CLC. She manages the activities, does the planning and partnership building and also teaches at least two programs―kickboxing and capoeira (martial arts).  She also serves as secretary of the Home and School Association and sits on several community tables.  The CLC coordinator receives strong support (volunteers) from the Home and School Association members. The school librarian, whose office is situated across the hall from the CLC’s office, is mandated to assist the coordinator with public relations such as maintaining the CLC Web site and liaising with the media.  
The principal plays an advisory role―she approves requests, contributes ideas, supports the coordinator, makes connections at other levels (i.e., school board), contributes knowledge of the school population and community and attends steering committee meetings. According to the principal, she and the coordinator are like-minded and have grown to trust each other. As the coordinator said, “[My principal] is very supportive and we share common goals and the same vision for the CLC.  If I bring something to her and say I think this will work she’s usually very supportive.  She makes connections for me at the school board, very helpful as an intermediary to the school board.  She contributes her knowledge of the school population and community.”
Implementation Over Time
Overall, feedback about the CLC was very positive at the time of the first site visit in December 2008.  A great deal had been accomplished in a short period of time, and even while the evaluator was there, two new activities were being arranged―Irish dance lessons and a father/son fishing trip. A number of activities quickly implemented by the new coordinator helped to raise awareness and alleviate some of the distress caused by a previous false start with another coordinator.  A handful of parents were involved and supportive and volunteered for CLC and other school activities.  
The principal and coordinator revealed a shared vision and philosophy about the CLC initiative, and the principal communicated regularly with the school board and governing board about the CLC, attended steering committee meetings, and provided strong support to the CLC coordinator. Both stated the PRT members were responsive and helpful, as was the school board representative.  
Although this CLC coordinator worked quickly to implement activities and programs and ease the negative perceptions caused by an unsuccessful first year, she did initially use the Guidebook to some extent. Since she had an extensive background in community relations, she did not use the Guidebook continuously but implemented a set of steps that addressed the needs of the school community at that time, and was supported by the PRT in this approach. She referred back to the Guidebook for specific questions, protocol concerns and issues as they arose. The principal and coordinator worked on the theory of change and action plan together, and the CLC’s mission, vision and action plans were all written and revised with the steering committee’s input.
At the time of the first site visit, the CLC leadership had established an active and committed steering committee that met regularly and created working partnerships with:
· Beurling Academy (local secondary school)
· Dawson Community Center
· Reading/Literacy/Seniors
· Home School Association
· SPMV – police department representative
· CLSC
At that time, stakeholders suggested possible additions to the steering committee including “someone from the city,” and “a representative from the other elementary school in the area.”
In the second year, the steering committee continued to meet monthly and was comprised of partners, parents and teachers who had been on board since the CLC began.  Though steering committee members had historically served as advisors they had recently reviewed and rewritten the mission/vision statement to reflect a major shift in focus, one that would promote community engagement, the health and well being of the Verdun community and its families, and more educational opportunities for kids in the school.  Since some partners were more active than others were, the coordinator was busy bringing in new, more active partners. 
 When the steering committee reviewed the original mission/vision statement, they kept the same goals, and expanded the mission statement. The CLC coordinator explained:  
“The fundamental goals/purposes of the Riverview CLC have not changed but have been refined.  ‘To support the Verdun Community – and particularly the Anglo community – in building partnerships with agencies, etc., in order to deliver services and programs to the community.’  That has remained the same.  We rewrote the mission statement and have fine-tuned the goals – we’re focusing on acquiring more active partnerships … some of the original ones have been very passive.  We’re focusing on long-term sustainability by identifying important long-term goals and programs. Our strategy is to accomplish short term goals that will sustain our long term vision and goals.  We deliver programs on three levels: to our students (both in class and extracurricular), to Riverview families, and to the Verdun community. For example, we have an in-class robotics program for students, a parent & child kickboxing class for our families and an international collective cooking class for to the community. I applied for grants for the robotics and cooking projects and secured funding for both.”  
At the time of the second site visit in April 2010, according to the principal, the CLC’s status was “encouraging.”  At the second visit, the principal reported that she played less of a role than she had initially, and she credited the coordinator for the progress the CLC had made. New partners had been identified and were expected to bring renewed enthusiasm.  A number of hurdles had been overcome, or were decreasing, such as the CLC’s poor start in the first year, the need to re-establish a good reputation, low teacher interest, fearful and reluctant parents, and caretaker issues.  The principal believes progress comes “one kid at a time, one family at a time.” She noted the increased turnout for the yoga program and the huge success of the international cooking class.  
“It’s slowly hitting more and more of the population ... one family at a time.  More and more is happening with better attendance.”(Principal)
Parents saw the CLC progress from an underperforming centre the first year to a very active entity that has grown considerably and whose purpose was now much better understood by the community.  Parents noted the value of the CLC Coordinator in both program planning and implementation as well as being an excellent role model for students. For example:
“Amazing progress … word is getting out; there’s more understanding now.  People are getting interested and see that [the coordinator] is here to support the community and give it what it’s lacking.”(a parent)
“I know some parents aren’t too comfortable talking to teachers.  [The coordinator] worked with one and that gave her the courage to come and talk with me … [she] creates bonds with parents …. [she] listens to them.” (a teacher)
Between the first visit and final visit, constituents had formed different opinions of the school board’s support.  During the first visit, the role of the school board had been described as minimal, yet responsive. The principal reported that, in the beginning, some clarification was needed regarding the coordinator’s role and what was expected of her, i.e. whether or not it was mandatory for her to be at each and every activity. Once those issues had been clarified, not much else was needed from the school board. However, as time went on, the coordinator experienced poor response when making specific requests or inquiries of the school board.  The coordinator also noted that the school board did not allow the CLC to rent out space in the school. All rentals had to go directly through the school board, and the school and CLC would not directly benefit from the rental income. This is compounding the sustainability challenges. 
“In the big picture, there are certain policies in place that do not help the CLC.  We are expected to be financially sustainable, but we can’t rent out the CLC or any other rooms in the school.  Potential renters would have to go through the school board, pay their rates (which are exorbitant), and the money would belong to the board.  This policy should be changed. Exceptions need to be made for CLCs, particularly in poor neighborhoods where income generation from activities is limited due to economic constraints faced by our population. In terms of more tangible things, I tried to get direct support from the Board. On two occasions I requested a resource person for specific reasons, and on both occasions the response time was very slow (in one instance 3 weeks for a response to my e-mail) and after several e-mail exchanges I was declined the resources in question – a nutritionist for a one-hour workshop for families and technician for a SMART board workshop to deliver professional development for our teachers. When I was developing the Robotics program I went to the board for guidance and information but I never really got the information or support I needed. So, I’m trying to bring technology into the classrooms in a school that really needs it, and no one’s responding to our needs. It’s difficult to get real resources from the board.”  
By the time this report was finalized, the coordinator reported that school board support had improved somewhat, and particularly in the past year, certain board employees had been very helpful, reliable and accountable. One was helping the coordinator obtain what she needed for the Robotics program and another was assisting with grant writing on behalf of the CLC. The coordinator is optimistic that the school board has the capacity, understanding and desire to help its CLCs succeed.  
Activities and Services
During the first site visit, the evaluator learned that the CLC had established a partnership with Beurling High School and their seniors were volunteering at the CLC for two hours a week to work with students and assisting the coordinator with tasks.  Programs and activities established for Riverview students were especially well attended and valued, such as:
· Cup stacking and jump bands (lunchtime activities)
· Kickboxing, Girls’ groups (after-school activities)
· Homemade soap making
· Literacy Week – Guinness World Record Challenge
Parents participated in activities geared to bringing families together and also attended several live and videoconference workshops and activities, such as:
· Scrapbooking
· Friday morning parents’ coffee club
· Card night
· Yoga
· Collective Garden
· The Seven Habits of Highly Effective Families
· Finding Balance in Your Life
· Housing 
· Clear Writing
· Adult Literacy
· Service Canada – Programs and Resources
· Cyber-bullying
During the second and final site visit, it was evident that more programs and services were being offered by the CLC, provided by partners and volunteers and/or the coordinator.  The CLC had recently begun charging nominal fees (at individual or family rates) for some activities, such as yoga, Irish dance, cheerleading and the international cooking class, to offset the costs of other programs or instructors.   Successful ongoing activities include:  Tuesday Morning Mother Goose Rhyme Time, Friday morning parents’ coffee club and book exchange, community scrapbooking workshops, international cooking class, kickboxing for adults and children, and one-time activities, such as literacy workshops (i.e. creating a literacy network in community; clear writing workshop).  Lunchtime and after-school activities such as speed stacking and jump bands, yoga, Irish dance, martial arts, community gardens, journalism club, girls’ groups have been popular.  A leadership group has been formed with Beurling High School that brings students from Beurling to Riverview to work with younger students on leadership skills.  
Teacher Involvement
During the initial site visit, teachers stated that the purpose of the CLC implementation was to:
· bring the community into the school 
· provide opportunities for parents/adults to pursue lifelong learning
· help parents connect to the school and be more involved in their children’s learning
· allow parents to use the school as a social setting (Friday coffee club)
· provide use of VCN for teachers and help students to interact with other schools  
Some teachers had used the VCN technology to emphasize or reinforce a specific theme, e.g. the Olympics. One teacher spoke of integrating technology into the curriculum by using the VCN to bring in an author studied in class. Other schools joined Riverview students via videoconference for this “author visit.”  Another mentioned taking Elementary 6 students to a museum through the VCN.  
Other benefits noted by teachers included:  the enthusiasm of the coordinator; the student leadership program and literacy night with Beurling; the gardening project; technology training arranged by the coordinator; collaborative decision to pursue the Robotics and Community Garden programs; community-based learning (e.g. the choir singing for seniors at Dawson CC and Irish dancers performing  on St. Patrick’s Day), as well as a visit to a soup kitchen organized by the spiritual animator. 
Despite the fact that teachers were able to articulate the purpose of the CLC and that some progress had been made, teacher involvement remains a challenge. Several teachers are using the VCN, but not on a regular basis and not to the extent possible. They are still somewhat reluctant to use the technology, and although they have had some training, they would like more follow up.  The coordinator mentioned that mixed messages from teachers leave her feeling unsure of how to be helpful.  She stated:  
“[Sometimes] I feel the CLC exists as a parallel – here in the school but not really integrated in the school.  I still feel a bit of a tension between [the teachers and me] … sometimes I feel I’m imposing.  Trying to get them involved, but not finding ways to be helpful.  I ask:  ‘What can I do for you … some never get back to me.  Sometimes it feels like it’s more of a burden [for teachers], but then they’ll say ‘You do a lot … and I really appreciate it.””
“Teachers see it as an interruption to their daily structure; many are set in their ways and slower to acclimate to change.” (a staff member)
Partnerships 
The CLC has several community partners and works with a steering committee. Some partners in the Riverview CLC are more active than others, and most have been on board since the beginning. In fact, the partners/steering committee tend to talk and plan, but do not take much action or volunteer to do tasks.  There has been an ongoing expectation that the coordinator will do everything. As a result, the coordinator began bringing in new, more active partners in 2009-2010. 
The coordinator talked about a unique partner―the YWCA―that does not sit on the steering committee but which is considered to be a very active honorary partner.  “They’ve done a lot for the CLC … several girls’ groups … grade 3 and 6 last year …this year one for grades three and four.   Great program.  Last year they participated in an activity designed to empower girls and women through positive role models and had a speaker deliver an interactive workshop to parents. They have also delivered two professional development workshops for Lester B. Pearson School Board staff here at the CLC aiming to identify and prevent violence towards girls and recently wrote a grant on our behalf for a collaborative initiative called ‘restorative circles’ - a conflict resolution program.”  
The coordinator noted there has been some sharing of resources as a result of partnerships, e.g. mutual advertising and promotion with the Dawson Community Center, gardening equipment and materials with Culture Élémentaire, nutrition expertise from REVE, use of facilities from Community Kitchens (cooking class), and mutual access to Verdun families outside of schools.  Partners spoke about the benefits of being involved in the CLC:
“The CLC allows me to have more access to parents as … in my role as socio-community officer, teachers and students are easy to get; it’s the parents that are trickier … that’s the advantage of [the CLC].” (a partner)
“… the big benefit is we’ve been wanting to expand to the broader community … we offer services in our kitchens but we’re at the other end of Verdun.  The draw is the participants here … this school is our first partnership in terms of cooking classes and it gives us access to the English community.  People who come here wouldn’t go all the way over to [other end of Verdun] where we are … plus it would be in French.”(a partner)
Partner Survey Data
As part of the external evaluation of the CLC initiative, evaluators conducted two surveys of community partners, one in 2009 and one in 2010.  Surveys were completed by five Riverview partners in 2009 and ten in 2010.  A greater proportion believed that becoming a CLC partner had benefited their organization in 2010 than did in 2009, and 80% believed they had a good working relationship with the CLC.  Partners were less likely to feel “included in making decisions about the direction of the CLC” and uncertain about the principal’s leadership and the coordinator’s effectiveness. Partner survey results are presented in the table below:
	Riverview  Partner Survey Results
	2009 (n=6)
	2010 (n=10)

	
	Strongly Agree or Agree
	Neither Agree nor Disagree
	Strongly Disagree or Disagree
	Strongly Agree or Agree
	Neither Agree nor Disagree
	Strongly Disagree or Disagree

	I feel informed about the CLC.
	60% (3)
	20% (1)
	20% (1)
	70% (7)
	30% (3)
	0% (0)

	I understand my organization's role in the CLC.
	60% (3)
	20% (1)
	20% (1)
	80% (8)
	10% (1)
	10% (1)

	I am included in making decisions about the direction of the CLC.
	40% (2)
	0% (0)
	60% (4)
	20% (2)
	30% (3)
	50% (5)

	A Steering Committee or Partnership Table guides the work of the CLC.
	Not asked
	60% (6)
	30% (3)
	10% (1)

	Becoming a CLC partner has benefited my organization.
	60% (3)
	20% (1)
	20% (1)
	90% (9)
	10% (1)
	0% (0)

	There is a shared sense of direction for the CLC among school and community partners.
	66.6% (6)
	16.7% (1)
	16.7% (1)
	50% (5)
	20% (2)
	30% (3)

	The Steering Committee or Partnership Table members represent all key stakeholders, including parents or family members, community residents, school staff, and community partners.
	Not asked
	50% (5)
	40% (4)
	10% (1)

	We share and exchange resources, such as personnel, space, materials, or funds.
	Not asked
	60% (6)
	20% (2)
	20% (2)

	There is a good working relationship between the CLC and my organization.
	Not asked
	80% (4)
	20% (2)
	0% (0)

	The principal provides good (in 2009 it was “strong”) leadership for the CLC.
	20% (2)
	40% (2)
	40% (2)
	40% (4)
	50% (5)
	10% (1)

	The CLC coordinator is effective in coordinating and facilitating the partnerships.
	60% (3)
	20% (1)
	20% (1)
	60% (6)
	40% (4)
	0% (0)

	The CLC has developed a plan to sustain itself in the future.
	20% (1)
	40% (2)
	40% (2)
	30% (3)
	50% (5)
	20% (2)

	The CLC is important to the future of the English-speaking community it serves.
	80% (4)
	0% (0)
	20% (1)
	90% (9)
	0% (0)
	10% (1)


Understanding Implementation
The Riverview Elementary School CLC is an example of how slow but steady progress is resulting in an active yet growing CLC that has enjoyed higher attendance and greater momentum in 2009-2010.  New goals and objectives, along with additional partners, have led to a clearer sense of purpose on the part of steering committee members and a starting point for sustainability planning.  In addition, parents and others have noted that local residents are beginning to understand that the CLC is not just for the school, but for the community as well.  The community is joining activities in the school―a very positive sign as this community has historically been reluctant to become involved in the school.  Many of the adults living in the area have likely had negative experiences with teachers and school, leaving them with low self-esteem as well as low expectations.  It has taken some time to earn their trust and spread the word that the school/CLC is a welcoming place for residents and families, regardless of whether they have children in the school.  
Parents (mothers) at the Friday morning coffee club were initially reluctant to come in, but once they did, they were greeted warmly. According to these parents:  
 “The CLC serves our cultural needs and intellectual needs – learning new things, trying out new things. What it does is it brings it right to our home and lets us decide from the comfort of our home what we want to do to be part of the community.  Flyers come home every week … and being in the school helps.”  (a parent)
 “There’s nothing more valuable than feeling like you belong, and the CLC offers that.  Having that central unit … they even asked us what we wanted to eat in the morning.  I told my mother – she’s a senior in the neighborhood – she was very happy about it.”
“Since I’ve been coming, I’m mellow, really, it’s true.  I’ve been telling people, my friends … I have my CLC … I’m not just looking at papers from school in my daughter’s bag.”
“People are starting to get the point that it is for the community … not just the school.  Seeing people from Verdun elementary coming to scrapbooking, and so forth.  Not just for Riverview.  We have to get it out there more, but there’s a good base.” (a parent)
Input from several parents who live in the neighborhood, as well as from partners, the principal, the coordinator, teachers and others indicates that the Riverview CLC primarily serves the English-speaking community in Verdun―both adults and children.  There is a clear distinction between the different “ends” of Verdun―the anglophone and the francophone sections of the neighbourhood.  Apparently there are many more services offered in French at the “other end” of Verdun. All of the people interviewed during the site visits understood that the CLC was serving the English-speaking community.  It is clearly noted in the mission statement and in the CLC’s brochure, and everyone appears to support this purpose.
Below are some comments from constituents:
“The coordinator sits on several round tables as a representative of the CLC and makes others aware of the issues of the Verdun Anglophone community.  This also informs the French speaking community and several of those organizations have shown enthusiasm.  The CLC is answering the challenge of reaching out to families, and families are participating in activities.  Eventually, by developing partnerships with each other, we’ll be working toward the same problems or issues.”  (a partner)
“Anything out there to help the English-speaking community is good because there is so little.   I have gotten more answers here [at the CLC] i.e. the nurse has helped more than going to the CLSC; [she] brought in someone who speaks English and understands me; brought in things I can be comfortable as an Anglophone talking about … your comfort zone, your safe zone.” (a parent)
The barriers and challenges to implementation at this site include:
· lost first year: previous coordinator started many things but didn’t follow through
· low participation from parents, however, good progress was being made in the third year
· apathetic community with low expectations of schools and children
· adults who may have had difficult experiences in school and thus are reluctant to participate in activities
· partners/steering committee that tend to talk and plan but not take action or volunteer to do tasks; expectation is that the coordinator will do everything
· teachers  are slow to buy in; willing to try anything coordinator sets up, but not likely to take initiative
· staffing needs
· some school board policies have hindered the CLC’s ability to generate income; response to coordinator’s requests for help has been slow or is entirely lacking; school board representative has a good relationship with the CLC and is able to provide valuable information but does not attend steering committee meetings and is not actively involved in the CLC.  
· a perception by some that the CLC may be too “school centered.”  One partner noted:  “It’s not always easy for the community to see the [dividing] line – try to integrate [the CLC] more into the community, i.e., seniors, and getting community people on the steering committee.” (a partner)
· stereotypes:  some staff members have stereotypical views of the community and some families have stereotypical perceptions of the staff and of educational institutions in general. 
· low expectations of students in Verdun from parents, teachers and others. 
Outcomes and Impacts
According to the Riverview CLC’s action plan, the CLC would like to have the following impact: 
· increase parents’ involvement in their children’s school life 
· become a “hub of the community” by bringing together various community partners in the school 
· strengthen partnerships and empower the network to include more active partnerships by working on joint initiatives 
· give disadvantaged youth more opportunities for them to overcome obstacles created by their socioeconomic conditions
Though many thought it was too soon to discuss the CLC’s impact, one parent tried to articulate her reasons for believing the CLC is making a difference:
“I think [the CLC is] a really good thing.  I can feel what [the CLC] is bringing … I notice it.  I enjoy meeting other parents … it just brings everything to a different level.  It makes [me] feel less … scared … because I‘ve been here, walked the halls, seen the lockers, the papers, what’s on the walls … been in the classrooms … nothing is hidden.  Everything is out in the open.” (a parent)
Several other constituents perceived the CLC’s impact, even though it not yet be measurable:
· Parents mentioned that reasonably priced activities and programs within walking distance from home had previously been unavailable and would have remained so if not provided by the CLC. The CLC provides an alternative to the Dawson Community Centre with varied activities offered when DCC is closed. Parents also view the coordinator as a positive individual, who is ‘fabulous with kids,’ has a very high energy level and provides unique activities, always rolling out something new. One parent related that some teens don’t really want to go to the Dawson Community Centre, but will come to Riverview to participate in the CLC’s activities – this was the case with her own teenagers.

“At the CLC … I’m more involved with whatever’s going on in the school … to the point 
of knowing and understanding what my son is saying and thinking and doing at the 
school.”
· Partners noted that, by partnering with the CLC, they have better access to the English-speaking families they are mandated to serve.
“We’re meeting the needs of the community … access to healthy eating for all.  Give cooking classes, teaching nutrition, skills to develop better ways of eating.  Take them all the way from ‘You’re hungry, you want to learn to cook? … start a group, share a recipe …. all the way through the process.  And the benefits for students?  Activity with parents; learning to cook together.”
· Teachers who have used the VCN for instructional purposes and seen students benefit from visiting museums and other classrooms via technology also credit the enthusiasm of the coordinator and feel the leadership program has had an impact.  
“The CLC motivates a happy, positive atmosphere; there is less bullying.”
“For students … my kids are very excited to go to yoga … going to be on television. It gives them the opportunity to do shows in the community, i.e, dancing, St. Patrick’s Day parade; it opens doors for them they didn’t know were there.”  
“The Coordinator targets some at-risk students for help with reading.”
· The principal noted the CLC has made good progress in bringing in parents and gaining access to the community through the implementation of adult classes and activities for parents/kids together, and commends the coordinator on her efforts and connections.
· The coordinator noted that the Robotics and international cooking class were two specific goals identified by the steering committee for 2009-2010 in an effort to refine the CLC’s focus and prioritize goals aimed at improving student achievement and community participation. The international cooking classes have been so popular that several participants had to be placed on a waiting list.  The Robotics project, funded through a grant submitted by the coordinator, will provide professional development for teachers and is scheduled to begin in the fall.   
· “Good progress has been made, especially in bringing parents in, breaking down the barriers to the community, and implementing many activities and programs. The goals were revised with a narrower focus … new partnerships will encourage more active participation.  Teachers are still not entirely on board and the partnership table needs revamping … support from the school board could be much better.  My principal is supportive and hands off. “  (Coordinator)
Survey Data
As part of the external evaluation of the CLC initiative, evaluators administered a survey to community partners (as previously noted), parents, teachers and students. Survey data, obtained from 79 students, 6 partners, 7 teachers and 7 parents, indicate that positive things are happening at Riverview and that there is progress across key components.
Increased student engagement in school
· 100% of teachers agree or strongly agree that “The CLC has introduced interesting new activities for students.”
· 72% of teachers agree or strongly agree that “The CLC offers activities that enhance students’ capacities to learn.”
· 100% of parents agree or strongly agree that “The school/CLC has provided my child with positive learning opportunities that were not available before.”
· 86% of parents agree or strongly agree that “The school/CLC has brought more resources and services to our school and community.”
· 78% of partners agree or strongly agree that “The CLC is providing beneficial opportunities and services to students.” 
Increased student access to activities, programs, and services 
· 68% of responding students participated in a lunchtime or after-school activity one or two days a week.
· 90% of students participated in a VCN during class time.
· 80% of students agreed they have more opportunities to socialize and have fun with other students.
· 72% of teachers agreed that “Students seem satisfied with the extracurricular and after-school activities offered.”
· 85% of teachers agree that the “school is a centre for cultural activities, recreation and learning for students.” 
· 100% of parents agreed or strongly agreed that their “child enjoys the extracurricular and after-school programs offered.”
Increased student engagement in the community
· 69% of students agreed that “This school connects me to my community.”
· 53% of students agreed they volunteer more in the school or in the community.
· 100% of parents agreed or strongly agreed that “The school/CLC has promoted my child’s involvement in the community.”
· 67% of partners agree or strongly agreed that “The CLC has helped students to become more engaged with the community.”
· 89% of partners also agreed or strongly agreed that “The CLC is enabling the community to become involved (or more involved) in the school.”
Sustainability
The principal is concerned that the CLC cannot be sustained without financial support from the school board. One purpose of the coordinator’s efforts is to bring in new and more active partnerships so as to ensure some sustainability for the future.  Two specific programs were implemented this past year to enhance the likelihood of sustainability – the Robotics program and the international cooking class.  The Community Garden also is a step in the right direction toward sustaining the CLC.  Even though this community is disadvantaged, the CLC has begun strategizing for sustainability, i.e. charging a nominal fee for some activities and programs, which helps offset the cost of hiring experts or leaders for other programs.  
“[The] Community Garden was fantastic … brought in all kinds of kids … getting their hands in the earth.  We did a three sisters garden out front (beans, squash and corn).  The whole neighborhood was interested in it … and it’s all organic … [it] taught people a lot about growing vegetables.”  (a staff member)
Some hopes and ideas about sustainability of the CLC were heard at a parents’ coffee club on Friday morning:
“Ownership is the only way you can get sustainability.  Right now, [the coordinator] is more the instigator – hopefully, eventually, she’ll be the coordinator.  She’ll be able to start new things once owners step up to the plate.” (a partner)
“I think [the CLC] might need to get a bit more aggressive … I’d love to have [us] going door to door.  ‘What do you want/need?’  We can be a core that links a lot of resources.” (a parent)
“We will definitely continue – absolutely a good use of our time and money. It should be continued.” (a partner) “I can’t imagine if [the coordinator] left … or if [the CLC] were to stop.  That would have a very negative impact.”  (a parent)
Reflections
What has worked well for the Riverview CLC is the coordinator’s energetic approach and passion. She has been selfless in giving time and energy to build relationships by serving on several community tables to represent the Verdun anglophone community wherever possible.  She has brought a wide variety of programs and activities, from kickboxing and cup stacking to a community garden and a Robotics project.  Though she still feels somewhat like a “one-man show” and finds it necessary to “crack the whip” to get things done, it was evident that she has managed to surround herself with parents, partners and staff members who want to help her whenever they can. Although slow to buy in, teachers think highly of the coordinator and noted the positive impact of the CLC on students and their families.  Teachers may not be utilizing the VCN to its greatest potential for instructional purposes as of yet, however, they do notice the students’ improved attitudes, the parents coming to speak with them, and the new activities and programs involving families. It should be noted that the use of the VCN literally increased tenfold from 2008-2009 to 2009-2010.  To have the steering committee become more of an action team with members who are willing to roll up their sleeves and pitch in and not simply come to meetings to weigh in on decisions would give a big boost to the progress of this CLC. Participation of steering committee members in CLC activities has increased in the last year, and the coordinator is optimistic that partnerships will continue to evolve and become more action-based. The Riverview CLC is considered to be in the “full operation” stage of implementation. Defined by implementation expert Fixsen and colleagues (2005) this means the initiative has become “common practice” and “the benefits or intended outcomes of the initiative begin to be realized.”  
Despite all of the coordinator’s energy and efforts to communicate, it seems some teachers and parents need a better understanding of the CLC purpose and goals.  Several teachers still don’t seem to understand the CLC’s potential for improving student outcomes, how with the CLC fits into the school, and the purpose of the coordinator’s role.  Parents also have misperceptions and are sometimes confused about which agency is providing which resource or activity – the CLC, CLSC or the Dawson Community Center.  It seems important to increase the CLC’s focus on academics through additional after-school help, homework assistance and tutoring.  Any workshops that could help teachers and parents understand the importance of high expectations would also be beneficial.  It seems the “value added” that could make a difference will likely revolve around improved academic performance, lower dropout rates, improved attendance and higher parent participation.  It is also important to continue gathering data at every possibility so that progress can be assessed and documented.  
Things Take Time could be the motto of this CLC.  The long-term prospects are very good if enthusiasm remains high and commitment is strengthened.  The school board seems to have taken a “wait and see” approach, but this CLC could clearly benefit from stronger support from the board.  Although assistance has improved somewhat in the past year, it would be helpful for the school board to work closely with the CLC, to see where exceptions might be made to policies in order to facilitate the process and management of the CLC so that it can succeed in the long run.  
To sustain this CLC, a coordinator will be critical.  As one teacher stated: “You need someone to run it and keep it together.  It’s a lot of work … to promote it, get grants, create partnerships … [the coordinator] is the best person …” Despite the work and challenges, parents, partners, staff and others are optimistic. “Next fall, we hope to start the CLC outside the gate.”(a parent) 
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BACKGROUND/PURPOSE
In 2007, the Community Learning Centres: An English Minority Language Initiative was funded by the Ministère de L′Éducation, du Loisir et du Sport (MELS).  Since then, the CLC Project Resource Team (PRT) and the SSCAA at MELS have worked closely with the nine English school boards in the province, as well as in the Littoral School Board and the Association of Jewish Day schools, to ensure that the policies and practices of the CLCs and school boards are aligned with the grant guidelines and responsive to the needs of all stakeholders.  As the PRT continued conversations with the CLC representative of the New Frontiers School Board (NFSB), it became clear that this particular school board (with two official CLC sites) envisioned broader outcomes for its CLCs than did most other school boards. As the 2008-2009 school year began, the NFSB took steps to expand its CLC initiative to ensure that all its schools implemented CLCs and partnered with various organizations to strengthen communities.
The PRT contracted WestEd to design and conduct a case study of the NFSB in order to gather data about:
· changes made in policy and practice at the school board level and school/community level to facilitate and support the initiative 
· the progress made across the four MRCs of the NFSB in fostering and developing a culture of community-school collaboration 
· lessons learned that could be shared with other educators 
Overarching Study Questions
The overarching study questions framing the data-gathering activities were determined in collaboration with the PRT.  These include:  
· What steps are taken and by whom to implement the board’s initiative – the development of a community culture within schools across the New Frontiers School Board?  How are the goals and objectives of the initiative communicated? How do constituents understand and define their roles and responsibilities? 
· What supports are provided to schools, including CLC coordinators and principals who are currently in place and those who are new to the initiative? What roles do experienced coordinators and principals play in assisting new schools to become CLCs?  What do stakeholders perceive as the most valuable aspects of the support provided by NFSB and what suggestions for improvement do they make?
· To what extent and in what ways are the board's strategies successful in achieving the goals of the initiative? What changes occur (or are observed) in schools, governing boards and communities as a result of this initiative?  In what ways do constituents value the changes?
· What are some of the challenges encountered and how are they resolved?
· What factors influence the attainment of the objectives/results?
· To what extent is this initiative sustainable? What steps are being taken to promote sustainability? What factors appear to enhance sustainability?
METHODS
Descriptive case studies allow us to answer the how and why questions relating to the initiative (Yin, 2003).  This is an “exemplary” or unique case of how one school board supported the original CLC initiative and took steps to further spread the concepts to all schools across the board. Here, “exemplary” means that the board took a global approach in support of the initiative to extend the reach of the CLC concepts. 
Preliminary Interviews
The WestEd researcher conducted preliminary telephone interviews with the Director General, the school board representative, the St. Willibrord CLC coordinator and the Huntingdon CLC coordinator.  
Site Visit
The researcher visited St. Willibrord and Huntingdon, the two “official” CLCs, to gain a better understanding of the vast territory of this school board as well as to become familiar with the variety of communities it covers.  The researcher conducted a focus group with the steering committee at St. Willibrord, whose members also included representatives from other schools.  Also present at that time were employees of the NFSB who regularly attend steering committee meetings (e.g. the Community Outreach Technician, the Continuing Education Services Secretary, and an accountant from the board’s finance department).
Visiting St. Willibrord and Huntingdon allowed the researcher to gain first-hand knowledge about successful strategies at those sites and make connections with those at other schools in the board.
Follow-Up Interviews
Subsequent to the site visit, the researcher conducted telephone interviews with ten school principals, the assistant to the CLC coordinator at Huntingdon, four school board employees, the school secretary at Heritage Elementary, a commissioner and the former principal at St. Willibrord, who had just been appointed to a new position―Administrator of Special Projects―at the school board and whose function was to grow and support CLC concepts throughout the school board.  
Surveys
The data in this report are taken from a survey created by the St. Willibrord CLC Coordinator with input from WestEd and administered to the NFSB Council of Commissioners members in the spring of 2010.  The survey data are used to show Council of Commissioners members’ feedback where applicable.
FINDINGS: SCHOOL BOARD CONTEXT
The vision statement of the New Frontiers School Board, as posted on the school board’s Web site, reads:
The New Frontiers School Board will motivate its students to become lifelong learners and empower them to become responsible, contributing members of society,
applying their knowledge in order to adapt to a diverse and changing world.
To realize our Vision, our Mission is to:
Provide experiences that will challenge our students to learn and to develop respect for themselves, others and the environment;
Engage the students, parents, staff, and the community as educational partners;
Encourage and support all employees to achieve excellence thereby enhancing student learning;
Maintain a safe and healthy learning environment where everyone feels that they belong and are appreciated.
Motto:
Education... A Lifelong Journey
The NFSB’s offices are located in Châteauguay not far from the St. Willibrord Elementary School and Community Learning Centre.  NFSB consists of six departments with approximately 700 employees and is structured similarly to other English school boards across Québec.  NFSB is the one of the smallest English school boards in Québec as far as number of schools, students and teachers; however, it covers a very large territory stretching from just south of Montréal to the US border in New York, an area measuring approximately 100km by 80km.  Its eight elementary schools, two secondary schools and two career/ vocational centres are spread across four MRCs. Its student population consists of approximately 3800 students in the youth sector and approximately 600 students in the adult sector.  
Included in the school board’s vast territory are a number of very small, somewhat isolated villages in the Huntingdon/Valleyfield area, where residents still struggle from a decline in industry; many farming families in the Ormstown/Howick MRC; very rural and isolated areas in the Hemingford/Franklin MRC, which suffer from a declining overall population; and an urban setting in Châteauguay, with a large native population close by at the Kahnawake Reserve (over 100 students from the reserve attend St. Willibrord). Residents in the school board’s territory range from the unemployed and low income to the middle class and wealthy. Families are both traditional in nature, or headed by single parents, come from diverse ethnic and religious backgrounds, and have achieved varied levels of education.  
Historically, this school board has been known for its openness to the community. Former directors general have long focused on strengthening community ties; in rural areas particularly, schools have acted as “community schools” for some time.  
“This school board in the last ten years already had a good reputation in terms of strong community connections.  That focus has been from the top down and from the bottom up.  Many schools are rural, so it comes about naturally … and because of the vision for it to be across the board.  Then, when CLC’s became a funded project on the part of the government, it was natural for this board to be involved in a solid way.” (a principal)
When asked specifically about the goals and objectives of the initiative, several constituents mentioned the longstanding mission and vision of the school board and the Council of Commissioners, but noted that goals and objectives were not necessarily formalized:  “It’s the way we do business … we’re always talking about the community being part of New Frontiers … it’s a mindset.” It is not surprising then that several long-time employees of the NFSB do not see the “CLC initiative” as brand new, but consider it to be an expansion and enhancement of the culture already existing in schools and centres across the board.  
FINDINGS: IMPLEMENTATION OF THE BOARD’S INITIATIVE
Communication of Purpose and Goals
The impetus for this new board-wide initiative to expand the CLC concepts, as well as the philosophy behind the school board’s approach, can be traced to when the CLC project was first announced in the summer of 2006. In addition to the two original CLC grants awarded to NFSB, the Director General envisioned a regional model that could support the needs of the schools in rural areas:
“There would be no CLC office on a virtual basis, if you will … making the support community-centered, not school-centered … with a business management style.  A regional model to support several very rural towns, but really virtual.  [Eventually] there will likely be three or four CLC coordinators, each serving a region of the Board, with one CLC serving as the “central office.” (NFSB Director General)
In late summer of 2008, the NFSB held its annual administrators’ retreat where presentations were given by the coordinator and principal of the St. Willibrord CLC on the CLC’s progress.  The PRT was also present to explain the concept and benefits of community schools, and conducted visioning exercises with the group.  During this time, participants reflected on the mission and vision of the school board and its ongoing theme of “community connections.”  They determined that the logical next step for strengthening this mission was to focus on broadening the reach of the CLCs by supporting implementation or expansion of CLC-type activities and services in all schools across the board. The intent of this initiative was not to establish a CLC as fully-developed as St. Willibrord’s in every school, but to spread the key underlying concepts of CLCs across the system.  The Director General reported that the initiative had been approved by the Council of Commissioners: 
 “This was the starting point … [it was] adopted by the Council of Commissioners … it set the tone … the school board adopted the position so that every school’s governing board and every municipality knew the direction … it was a voted-upon resolution.  The school board raised the flag, signaling what it believed in.”  
Soon after the annual retreat, it was learned that the board’s intention was not clearly understood by some principals who came away with the impression that every school was expected to become a CLC similar to St. Willibrord’s. Concerns about funding, various agreements and union contracts, staffing and security were raised.  In addition, some principals expressed surprise when they first learned about the initiative because they considered that their schools were already functioning as “community-centered” schools in many ways.  For example:
“When I looked at what [a CLC] entailed and the initiative they were talking about – I said ‘Gee, we’re doing these things already.’  We have a pre-K program in the school and we have a group of intellectually handicapped adults or visually impaired adults who come in every day with community volunteers and use our facility, help out in the cafeteria, do crafts.  Every night of the week is busy – Cub Scouts at night, exercise classes, dance classes for youth and for adults, ballet for the young kids after school, dance studio.  We’ve made the links with other organizations, too – Québec Enfant … literacy and family skills in the zero to five year old age range … and a couple of times a week[we] read stories to the kids in the library.  The school is open to parents with children [even] before the kids [are ready to] come to school.” (Principal)
Following the feedback from principals, the NFSB administration reflected on the importance of moving forward slowly.  The purpose and goals of the initiative were further disseminated in non-typical ways.  No mandate came down from the top and no timeline for completion was defined.  The expectations were communicated in large part by word of mouth or by a subtle shift in the way business was done at the board level.  For example, the initiative was always on the agenda at board meetings, and the Director General shared his views and brought up the topic for discussion at every opportunity.  Along with the Director General, the Director of Continuing Education and other school board employees became advocates of the initiative, spreading the word, encouraging conversations, endorsing ideas and suggestions, and resolving challenges and barriers wherever possible.  During this time, the St. Willibrord CLC coordinator made additional school visits to answer questions and clarify any misunderstandings about the board’s intention.   
“It is built right into our vision … ‘community connections.’  Principals and administrators have had training on this.  I think it’s included in how we do business … we’re always talking about community being part of New Frontiers.  That has helped … and we have support from administrators senior to me … and that’s key.  We’re not just another program …” (a school board employee)
Stakeholder Understanding of Purpose, Goals and CLC Concepts
Stakeholders―from steering committee members to principals, teachers to maintenance staff, coordinators, school board staff, parents and partners―used similar language to express their understanding of the purpose and goals of the initiative and of the CLC “concepts.”  Even those who raised concerns indicated they were strong believers in the basic theory and approach. The following quotes illustrate stakeholders’ reactions to the purpose of the initiative:
· to ensure that the English-speaking community’s needs are being met:

“The goals, from my perspective, and what we’re hoping to do with the concepts, are to respond to what we’ve found out to be the needs of our community.  Help them through the services we can provide.  We have facilities and specialists.  We could be offering other things that extend beyond the normal curriculum or the normal school day.  That’s what we’re looking for…” (a principal)
“…to bring in the community … the main purpose is not to lose the English community because services are all in French… When they started doing this, that’s when they really learned there was a huge need for that population.  So it was a way to provide services to our community through the school and the CLC.  And it still is … and wants to get bigger.” (a principal)
· to connect the school to the community and the community to the school, and to streamline and share resources across schools and community partners 

“Opening the school to the community, but also using the community to help us … sharing services.” (a steering committee member)
· to help students achieve and parents feel welcomed, and to share responsibility for a healthy community:

“Parental/community involvement in schooling process is vital.  Partnerships are beneficial for students and community at large.  Would like to see greater partnerships with health services.” (a teacher)
“A place that increases team work between home and school as a community …” (a teacher)
· to break down barriers between neighborhoods and populations
· to enable adults who had negative experiences in school to embrace lifelong learning. 
“For some adults, especially in [Huntingdon], school hasn’t been a good experience for generations – so this is opening the doors – not always an academic impact – adults can see the school differently – will hopefully make people want to come more and get involved … (Assistant to the CLC coordinator, Huntingdon)
Although the initiative has generally received strong support in schools, some staff members are still hesitant because of concerns about increased workload and their desire to focus on learning goals for students, as the following quotes illustrate:
“I think there is still some misunderstanding out there … from what I heard of the reactions of some staff … they still see it as more work when it is not necessarily more work, but a different way of working.  When I talk with people teaching at St. Will, they don’t see it as more work, but as a great thing happening at their school.  But they had to open their classrooms for activities at night … at first frightening … but then realized it wasn’t so bad ….. nothing disappearing … no mess.  I think it’s still that fear of the unknown that is getting people to not rush into anything.” (a school board employee)
“My number one objective is to get these kids ready for the workforce, literate and worldly.  So my question for the research would be … are these things helping the kids learn?  All the amazing things going on at St. Willibrord, recreational activities, do they help the kids learn? No doubt in my mind … or anyone else’s … that the bonuses and pluses far outweigh the negatives. But are you helping them read?  Did they do their homework?  Math?  Understand the world? … the social context … the environment around them?  Are you teaching them respect?  That’s what I try to teach at my school.” (a principal)
Actions Taken at the School Board Level
A reorganization of the school board in the fall of 2009 placed the CLC initiative under the leadership of the Director of Continuing Education.  This allowed for CLC management to more closely model the “business style” of organizations already partnering with adult and vocational education institutions in the board.  As the Director General explained:
“We’ve regrouped anything at all to do with CLC – regardless of where it is – under one director … Continuing Education … which means more collaboration internally.  If we’re embracing the government’s policy of lifelong learning, it only makes sense to me to put it under the Director of Continuing Education, because that is lifelong learning …and that also allowed for a different management style.  A lot of our adult /vocational education successes are because of organizations involved in them – they are run more like a business.  (NFSB Director General)
Once the reorganization was in place, the following actions were taken: 
· The CLC initiative was kept at the forefront of the NFSB’s agenda.
· The St. Willibrord CLC Coordinator became a full-time school board employee.  Forty percent of his time focused on supporting the new NFSB CLC Initiative.
· Some school board employees were given responsibilities to support the CLC initiative and the St. Willibrord CLC coordinator, such as a liaison who facilitated communication and provided assistance with rental agreements and contracts.
· The Council of Commissioners and the NFSB took other specific actions, such as assisting in releasing schools from agreements with the city, helping with the redesign of parking lots and entranceways to improve accessibility and safety at schools, and communicating with department directors such as finance and building maintenance about the initiative.
· The school board representative along with the St. Willibrord CLC coordinator and principal conducted presentations to communicate the goals and objectives of the initiative to all schools and governing boards in Châteauguay throughout the spring of 2009.
· The St. Willibrord CLC steering committee invited principals from all other schools/centres in the NFSB to attend the monthly steering committee meeting.
· The St. Willibrord CLC coordinator conducted a strong publicity campaign to promote the initiative in the fall of 2009, with articles and stories in two newspapers and a TV show spotlight.
· The St. Willibrord CLC coordinator administered a survey to assess the level of buy-in of governing board members at an assembly in Ormstown entitled “Community Connections Forum” in March 2010.
· Additional staff members were hired to assist the Huntingdon CLC coordinator.
· The school board mandated CLC initiative/concepts as a required item in all school success plans for 2010-2011 and beyond.
· The school board created a new position, Administrator of Special Projects, effective July 2010, to support the growth and development of the CLC concepts in schools and centres across the board.
· Also effective in July 2010, the St. Willibrord CLC coordinator was appointed Community Development Officer, a full-time board-level position to support the Administrator of Special Projects.
Stakeholders Understanding of Roles and Responsibilities  
The stakeholders in this initiative play a range of key roles, and many, if not all, play more than one.  There are the supporters, advisors, and champions; information gatherers and spreaders; connectors and capacity builders; program and partnership developers; activity coordinators and overall managers; needs assessors, community liaisons and trouble-shooters; advertisers, promoters and celebrators, and most importantly, receivers of services and benefits.  Following are examples of how these roles play out, and Addendum A to this report includes comments that clearly illustrate constituents’ understanding of their roles and responsibilities:
· School board personnel identify and send potential partners to the St. Willibrord CLC coordinator, or facilitate connections for him with different board departments.  
· Principals of schools other than St. Willibrord and Huntingdon attend the monthly steering committee meetings, brainstorm with the St. Willibrord CLC coordinator, survey their communities, encourage discussion of ideas with teachers and staff, and explore opportunities to create partnerships.  
· Teachers on the steering committee note their role is to support new ideas and open their classrooms to the community.  
· The school board representative, who is also the Assistant Director General, wears many hats, but sees his primary role in this initiative as supporting the two CLC coordinators in their efforts to expand the reach of the concepts across the board.  
· The Huntingdon CLC coordinator believes his role is to connect people with organizations, as well as address the varied needs of the population of the “valley,” from zero to five year olds, young mothers, students who need to complete their Secondary School Diploma to attend CEGEP courses, and senior citizens.  
· The St. Willibrord CLC coordinator is the one primarily responsible for ensuring the implementation of this initiative, and stressed the importance of building a strong foundation, advertising and celebrating successes, and implementing programs and services close to home (St. Willibrord) first.  
· Several board employees sit on external community-related committees and tables and see their role as representing the NFSB’s objectives and intentions to others, and making connections with people and potential partners.  
FINDINGS:  SUPPORT PROVIDED 
Support for this initiative is provided in several ways, but primarily comes from the top―the NFSB administration and Council of Commissioners. All stakeholders described the high level of support and commitment they received from the school board, noting the accessibility of administrators and school board staff for discussing ideas, responding to questions and addressing specific challenges and barriers.  In addition, support in the form of funding, advertising, professional development, building upgrades and repairs came from the NFSB administration.  Principals appreciated that there was no pressure or expectation from the school board to meet a particular timeline and that the emphasis was on having ideas and suggestions come from within each community.  
“…we’ll keep going in the same direction, and without the school board’s backing, it wouldn’t sustain.  But I believe we do have the [support of] the school board and commissioners … and they will definitely help us with whatever our needs are.  That’s the nice part … we’re not being dictated to or told what we have to do.”  (a principal) 
“…we’re using the CLC that exists at St. Willibrord and [the Coordinator] and learning from that … using the supports and resources that are there to help us develop.”  (a principal)
“… others don’t even get to meet their director general … ours goes to many activities ... [he] gets out there … and is supportive.  He says ‘We’re going to go for it … you’ve got our support.’  He tells us, at different meetings and in the office … he tells us ‘We are moving forward with the CLC and yes, this will be done.’” (a school board employee)
“The NFSB support is high … they are meeting or resolving our concerns, such as security, changing the entrances at our building; they are flexible and patient, not expecting us to jump in.  It’s on our own timeline … and it has to come from within our community.” (a principal)
“The Director General is clear … he’s talking about it at all the assemblies … whenever teachers and staff get together … explaining we’re doing these things to grow.  He’s told his staff, ‘Help them find solutions, not what you can’t do.’” (St. Willibrord coordinator)
Support for the St. Willibrord CLC Coordinator and Principal
Given their key roles in the initiative, the St. Willibrord CLC coordinator and principal have received strong and consistent support from the school board and the Council of Commissioners.  The coordinator was quick to describe the strong support he also receives from his principal.  He explained that the principal is open to taking risks and trying new things, and advocates for him with superiors.  He also explained that support is inherent in the message from the board administration, and that school board employees are accessible when needed. He has heard from commissioners that they believe parents are supportive, and he gave several examples of how nearby schools are supporting each other.  
The St. Willibrord principal, a supporter from the beginning, noted the extraordinary work done by the CLC coordinator and emphasized that the “business approach” he used was an important strategy for sustainability.  This approach was articulated by both the CLC coordinator and St. Willibrord principal during the steering committee focus group:
“The accountability piece for the financial statements has always been on [the coordinator’s] mind.  He’s from [the business world], and the confidence [he] showed with the financial authority – as well as contracts, partnership agreements, and the business relationships he developed really changed our journey, if you will.  Bringing in donations, partners, and so forth, has changed the game.  He took it seriously and so did the partners.”(St. Willibrord principal)
“We had a business plan at the beginning … it has to be run like a business … you can’t go in wasting money … every nickel and dime counts …you must be accountable.  If you don’t bring revenue back in, how do you warrant spending money on this as opposed to that?” (St. Willibrord CLC coordinator)
The funding model used at the St. Willibrord CLC is based on a concept of reciprocity. The CLC helps small businesses get started by keeping rental fees low, and the number of people renting from the CLC is growing because of the lower initial rental fees.  These fees (and sometimes donations) come back to the school; and once the small businesses are making more money, it is expected they will contribute more. As the principal explained: 
 “In our funding model, as [rental] fees and donations from people using the space come in, we can direct that money back to priorities for learning.  After the summer camp, we invested in the mobile lab … that turned the school around … incorporated technology into the curriculum at all levels… children are podcasting … we wouldn’t have been able to do that if not for the money from the camp.  A St. Paddy’s Day donation went into a sink so the kids could recycle and wash the things first.  It goes back into the curriculum – children on the green team – leaders of the school … it’s a reinvestment.  Everything links back to our success plan and to the priorities of the school.  And they’re provincial priorities as well – which will open up the door for other grants.” 
Support for Schools/Centres Across the School Board
Principals appreciated the presentations and information sessions given by the St. Willibrord CLC coordinator and principal at the administrators’ retreat in the fall of 2008.  Especially valued was the one-on-one assistance from the St. Willibrord and Huntingdon CLC coordinators in getting new programs and activities off the ground. In addition, the CLC school board representative (Director of Continuing Education) was considered instrumental in ensuring that the needs of schools and principals were communicated to appropriate school board departments and personnel.   The NFSB has taken steps to address concerns, such as safety updates or maintenance issues needed for the school and community population to feel comfortable and safe in the schools.  Some of these steps included redesigning parking areas and building entrances, renovating school facilities, as well as communicating with department heads to address maintenance and security concerns.  
“Certainly the school board is on board with it – they’re looking into our concerns about the community – security – and they’ll change the openings to the building so that not just anyone can get in.  I’ve been in touch with the Director of Maintenance and the [man] in charge of buildings.  They are addressing any concerns I have as principal – they’re supporting us.  And they’re not pushing it on us either.  They’re letting us get a feel for our community, see how much we want to do.” (a principal)
“… with the help of [the St. Willibrord CLC coordinator].  The school board hired him because it’s another initiative added.  It made a lot of sense to have someone to do the legwork.  He is excellent, and a great help to [his] principal.  We’re getting a lot of information, professional development, support in understanding what a CLC looks like… how to go about it… the philosophy behind it… supporting the English community in Québec.” (a principal)
“The school board is very supportive, and everybody wants a [coordinator like the one at St. Willibrord].  Now, since this is growing so much, [he was] hired by the school board, and he will slowly [leave] St. Willibrord to be working with all the schools, helping to set [this initiative] up.  He’s awesome.  He knows what he’s doing … but he had what it took.  A public relations guy and he gets the job done.  And there’s no wasting time.” (a principal)
Governing Board Involvement/Support 
Governing boards across Québec are charged with making a myriad of decisions regarding schools―from maintenance and hiring to curriculum and extracurricular activities.  Usually, it is the principal’s role to bring CLC requests to the governing board, and when asked about support from governing boards, most principals explained that they did not meet much resistance because “the message is clear” from the NFSB administration and Council about the direction of this initiative.  In what was described as a strategic move, the steering committee at St. Willibrord appointed a member to sit on the governing board to facilitate discussion and keep the governing board up to date.  The Assistant Director General and CLC school board representative explained that presentations had been made to governing boards to respond to questions and concerns, and that this practice would continue as the initiative grows: “We’re not done yet … I’ve been invited to speak to governing boards, and I see that down the road as more CLC concepts are put in place.” Governing board members had completed surveys on the status of the initiative (see data below) and expressed support, but also revealed that many are busy parents who have full-time jobs, thus their involvement may be limited.
Summary of Governing Board Survey Data
· Survey data collected from governing board members in March 2010 show that the vast majority of them are in favor of the initiative.  Close to 95% of the 61 respondents indicated it is important for their school to remain or become part of the CLC network; and more than 95% agreed or strongly agreed that as part of the CLC network, their school would become a more welcoming place for parents and other community members, and create a more positive learning climate for students.  
· Other data indicate that in spite of their support, many governing board members were uncertain about the precise goals and objectives of the CLC initiative at the time of the survey.  For example, when asked to what extent they understood the goals and objectives of the initiative, 18% understood the goals and objectives to a “good or great extent,” 42% understood them “somewhat” and 40% understood them “to a low extent or not at all.”   
· Open-ended questions gave governing board members an opportunity to share what they believed their school and community could become as a result of the CLC initiative, and why they believed their school should embrace CLC concepts and partner with the community to offer services. Nearly all respondents gave positive statements, indicating the benefits that they saw possible in CLCs, including  a) improving access to services for families and children in the areas of health and adult education; b) enhancing and developing the relationships that already exist between schools and their communities, and c) promoting student success in school and the increased vitality of communities.  Below are quotations from the surveys that illustrate these different ideas:  
“Parental/community involvement in schooling process is vital.  Partnerships are beneficial for students and community at large …would like to see greater partnerships with health services.”
“It can become the ‘hub’ of the community … help and encourage parents to realize the importance of an education.”
“It is a link between school and community where we can offer services that the community needs at a cost our community can afford, as well as the community making opportunities available to our students and staff.”
Several governing board members indicated their school was already acting as a community school; one noted the importance of preserving programs already in place. In the quotations highlighted below, governing board members explain that the CLC initiative is not fundamentally re-shaping schools, but rather building on established practices.  Though it was not possible in the case study to explore the extent to which schools in the NFSB actually function as “community schools,”  feedback from governing board members and other respondents does indicate that schools in the NFSB have long operated with a much broader mandate than typical schools, which are open only from 8:00 to 4:00 pm.  The final comment below, however, suggests that in spite of the unique and favorable context, schools will still need to undergo some change in culture, policies and practices to become fully open to and inclusive of the community:
“We are doing many of these things already without the official designation.”
“Our school is already heavily involved with the community without being an official CLC.”
 “I believe [the initiative] should be embraced, but not at the cost of programs already in place.”   
“I believe every school just by its nature is a CLC.”
“… however, definite rules, guidelines, maintenance and respect of our premises is of tantamount importance.  Classrooms, equipment, and personal possessions need to be safe from abuse or theft.”
FINDINGS:  DEVELOPMENT OF COMMUNITY PARTNERSHIPS
The following organizations have become faithful and consistent partners of the St. Willibrord and Huntingdon CLCs through early connections established by the respective CLC coordinators.   According to the new Administrator of Special Projects, these organizations will be approached by schools/centres seeking to develop new partnerships in the next phase of the initiative. The plan is for more attention to be paid to helping schools establish partnerships with these and other neighborhood organizations, depending upon the unique needs of each school community.
· Centre de santé et de services sociaux (CSSS):  The health and social services network has become an integral partner and helps in aligning services (e.g. social worker, nurse, dentist) and in obtaining human resources to provide services.
· Champlain College: Satellite sites in Châteauguay and Huntingdon provide courses for local residents. 
· Châteauguay English Community Network (CECN): works together with the St. Willibrord CLC to support the English-speaking community.
· McGill Institute of Retired Learners (MILR): sponsors a writing project for seniors with students in the schools.
· Local Economic Development Agency (LEDA): holds an office in the Huntingdon CLC; childcare is provided free for adult students from the community.
FINDINGS:  CHANGES IN SCHOOLS AND COMMUNITIES
The changes observed in St. Willibrord and Huntingdon began well before the NFSB decided to adopt the CLC concept initiative as a board-wide strategy.  At the time this report was prepared, the most notable changes had occurred in schools and communities located near the St. Willibrord and the Huntingdon CLCs.  These neighboring schools were described as “satellite sites” supporting the “official” CLCs, providing additional space when needed.  They also implemented, with the support of the Huntingdon and St. Willibrord coordinators, new programs or activities that meet the direct needs of their constituents.  For example:
“We’ve started … we’re a direct link with St. Willibrord.  Each time they have something where we could help, they contact us.  One project they had they couldn’t host anymore, so we became their sister satellite.  Now, we’re working very hard to bring in community services here at the [centre]… building a small room to offer drug-prevention [education] … a half day for the CLSC … bring in those community services for free … be in direct contact with our clientele … 16 year olds … we’re a vocational trade school.” (a principal)
“St. Will is the first one, extremely dynamic, they’re the locomotive, we’re in the back … giving us incentive … if they can do it, maybe we can also.  But you need the people, you can’t have five schools as dynamic as St. Will … so we’re an extension of them … we will help.  We have our own little community projects, and they’re feeding us projects they can’t handle.” (a principal)
Examples of the programs or activities started at schools new to the board’s CLC initiative include:
· computer classes for seniors
· a pre-kindergarten "Les Clémentines"
· School of Rock (music courses)
· Hangin’ at Heritage
· Champlain College ECE Program
· a summer literacy camp
· a sound studio in a secondary school used by an elementary school to record its choir
· a preschool renting space at an elementary school
· a band program implemented by a music teacher
The following quotations describe how schools new to the initiative are beginning to implement the concepts by gathering information for planning (e.g. surveying parents), engaging the governing board, dialoguing with teachers, implementing pilot projects, and changing the school success plan to include community partnerships:
“We attempted to get a drama group and dance group going in February.  We had the teacher, but unfortunately not enough registration.  We’ll definitely try again because we have the auditorium and the music facilities. Once we get one [activity] off the ground it will snowball. Sometimes it’s just perception … people don’t want to try the first one.  It will become more recognizable.  That’s what happened at St. Willibrord, and now [they’re] full.”  (a principal)
“So far [the governing board] hasn’t played a big role, other than listening to [the coordinator’s] talk.  I’ve sent a survey out to parents, and I’ve given that to [the St. Willibrord coordinator]; he’s looking at it … to see if there are any common threads … where we might go for September.  I have a very supportive Governing Board … I’m very lucky.  They listen to new ideas and they’re very flexible.”   (a principal)
“We’re starting to become committed to this … even though for my staff, there are fewer concrete things than at St. Will’s, but ideas are coming up and they’re open and aware. And it’s in our success plan. I’d like it to be heartfelt …. it’s not just about vocational training, it’s going a step further …” (a principal) 
“Our objective is to have two official partnerships in the next year … and we’re asking our staff what can we do?  Always offered hairdressing … for seniors … now working on offering hairdressing for women that are having a rough time … victims of violence … first thing we hear is they want to change how they look … brings up their self-esteem.”  (a principal)
It is important to note that the new programs being implemented are extremely positive ones, such as the pre-K Les Clémentines at Harmony Elementary School and the ‘Hangin’ at Heritage program (see attached vignette) at Heritage Elementary School.  As a steering committee member stated:  
“Slow but positive things have happened … for example, a [new] pre-K at Harmony [school] …every time you talk to that principal … thrilled to be bringing four-year-olds into the school … cannot rave enough about what a positive experience that is to have them in the school … changing the dynamic of the school culture.  ‘When you bring in families not yet with school-aged children, the possibility of those kids coming next year … it’s creating  value in education … parents see the children, see the movement … that has made kindergarten start-up better … made parents more trusting and willing to come into the school … not so much trauma [for children].  That alone is increasing enrollment.’” (a school board employee)  
FINDINGS:  VALUE OF CHANGES AS A RESULT OF THE INITIATIVE 
The benefits of this initiative affect not only students and families, but also older teens, adults and senior citizens, as well as principals, who see enrollment increase.  As suggested earlier, the majority of respondents interviewed in this case study saw the board’s initiative as a welcome and necessary development, and felt that it would have positive repercussions on the lives of students and the larger community. Respondents identified a number of specific ways in which CLCs could be beneficial:
1)  Improving access to services for families and their children.   The changes observed at St. Willibrord were identified by some as evidence of the concrete benefits that may result (or have resulted) from the board’s initiative. The overall positive changes for children and families of Châteauguay, such as access to services through the CSSS, Wednesdays at St. Willibrord, family yoga, sports and dancing, and “a place for the English-speaking people to gather and share” that has brought more members of the community into the schools and created a sense of belonging for children and families.  A principal of a school that was not an “official” CLC articulated the benefits in this way:  “It really depends on what is needed.  I think the CLC can become a hub of services and activities for the community … certainly supplement what the city is offering.  I see it as a place where families can come and be guided if we don’t have the services they need.”
2) Respondents talked about how CLCs could enrich the education of older teens and young adults, promote prevention and healthy behaviors, and encourage volunteering among students, for example, by having secondary students help out with CLC activities and act as positive role models for younger children. It was also said that CLCs could play a unique role in facilitating intergenerational exchanges.  Below, three different respondents described how community schools could provide a context for intergenerational ties.   
“For some, the school is the only place they can come for activities … absences are reduced.  Activities bring children to school who really didn’t want to come … a sense of belonging helps that.”
“I noticed some bigger kids helping set up tables at St. Willibrord on Wednesday night.  Those were kids from the high school … kids helping out at Wednesdays at St. Willibrord.”  (a teacher and steering committee member) 
“Same thing for the older students – they help out, play with the kids – good thing for my kids to see to get the bigger kids … not just the tiny group of little kids … (a St. Willibrord teacher)
3) Enhancing programs for senior citizens and  support to bring adults back to school.  In the following quote, the CLC coordinator at Huntingdon describes how the centre is providing services to adults in the community―another avenue other schools may choose to take.
“Tai chi courses, line dancing for the elderly, groups to do cooking … we’re open this semester four evenings a week.  A group from CSSS does an exercise club, brought in the treadmills, bikes, and apparatus; so we’re not charging them rent, and it’s [free] to all of our students.  It’s a give and take.  We didn’t have to buy anything.  That’s the interesting concept of community … and it’s a little easier at an adult center to do that … the doors are not locked like at an elementary school.”(Huntingdon CLC coordinator)
4) Providing principals with a useful marketing tool
Since Bill 101was adopted in 1977, there has been a decline in enrollment at English-language schools.  One principal stated that opening up his school to the community has given those who are eligible for instruction in English, a better understanding of what the school offers.  For example:
“[It’s] a way to market my school … I really think that’s happening as [more] parents come in to see the school.  Because in Québec you have to have the right to go to an English school.  So I might have one parent who’s Anglo married to a Franco who went to French school … so at an open house, let’s say the French mother’s really adamant her child is going to the French school.  At the end of the night – after they see what we have to offer – they say ‘No, no, my son is definitely coming here.  You have so much to offer.’” (a principal)
Other Examples of Value Added
· Teachers on the St. Willibrord steering committee specifically spoke of the importance of having a pre-Kindergarten program because parents of children with special needs could get services before their children entered first grade. They also mentioned the increased commitment and cooperation of everyone at the school to ensure the success of the preschool.  For example:
“[Early childhood education] … it’s the best tool for early intervention and literacy based initiatives.”  
“Now that the preschool is here every day … it is a whole new entity /challenge for the staff here … and everyone is involved in the process of making it work, because they see the value of it, like someone to lock a gate.  Never a problem with the preschool … it’s seamless … shows the partnerships that can be created.”  
· Another important benefit cited by teachers in the St. Willibrord steering committee focus group concerned their perception of ownership and the opening up their classrooms to the community. Though it wasn’t easy to do, teachers found that opening up their classrooms for “Wednesdays at St. Willibrord” allowed community members who would never have come into the school to finally do so:  “… with the CLC, they came in … a big adjustment for the community … a place to come to ... a win-win.” 
· The St. Willibrord principal also mentioned incentives as a benefit of the initiative.  A renovated room was a positive boost for the school, although the motivation behind the quick renovation was for teachers to observe students in preparation for kindergarten.  
“The pre-K room itself felt like an incentive for us … although pre-K will improve the community confidence for school registration, and that’s all about our enrollment.  It’s a positive incentive for the Board … and it paid for itself – we’ll be able to pay back [the Board] because now it’s profitable.”
FINDINGS:  SUCCESSFUL STRATEGIES
The “strategies” of the school board have been difficult to identify―mainly they have been culled from the descriptions articulated by all of the stakeholders. As a result, it has not been easy to determine to what extent the goals have been achieved or which strategies have been most successful. Certainly, great progress has been made in at least two regions of the school board, and some progress in the other two. Several factors that could be defined as strategies and seem to have enhanced progress have been noted previously, and warrant repeating here:  
· Stakeholders believe in and trust that strong support from the NFSB will continue.  
· School board employees are approachable and accessible and are given additional responsibilities pertaining to the CLC initiative.
· The St. Willibrord CLC coordinator is well connected in the community. He now enjoys full-time status and his role now includes responsibility for the CLC initiative across the board.  The Huntingdon CLC coordinator, who is also well connected, serves as principal of the Huntingdon Adult Center and was given an assistant to help with the CLC initiative.
· The St. Willibrord CLC steering committee was expanded to include principals of all the other NFSB schools or their representatives as well as school board employees from various departments such as Finance and Continuing Education,
· The school board assists with maintenance negotiations, city contracts, security issues and building and property enhancements.  Communication involving department directors, finance, and maintenance staff helps them understand how to be part of the solution. 
· Efforts to improve public relations and increase publicity are a priority.
· NFSB employees sit on many community-related committees and tables, such as CECN and CEDEC, which allows them to make connections, answer questions, clarify and promote the CLC concept, and network to build partnerships.  
· A mandate has been given to all principals to include CLC concepts in their school success plans.
· The NFSB has hired a director to manage the next phase of the initiative and identified key personnel to provide further support. 
FINDINGS:  CHALLENGES/CONCERNS
Safety and Security
The concerns most often cited relate to safety and security. Some principals and teachers feel uncomfortable at the thought of outsiders entering the school and classrooms.  In addition, though some maintenance issues and restrictions have been addressed, principals have noted these issues are likely to continue as potential challenges.  Parents, too, especially those of elementary school children, are often preoccupied with “safety.”  As expressed by governing board members on the survey, the four main areas of concern are security, human resources, cleanliness and funding.   
“As a principal …major concerns are security – that’s always a concern.  It’s one thing to let members of my own community come in [to the school], but bringing in people you don’t know, that changes things.” 
Competing Programs and Perceptions
In some instances, concerns have been raised about new programs competing with or jeopardizing existing programs, which has resulted in resistance to getting activities started. In other instances, contextual differences among schools and neighbourhoods have led to other forms of resistance. In some neighborhoods, parents and community members have developed a negative perception of CLCs, perhaps because they believe that, if students at a particular school need remedial help and various services, then perhaps the curriculum and instruction at that school is not of the highest quality. For example:
“We put out a survey to get feedback, especially from parents.  One school very happy to be involved, but another one … ‘We don’t want you to build it in our back yard.’  That may be the nature of that school’s culture – community may not be on board with it.” (CLC coordinator)
Teacher Buy-In
Some principals said they wanted to use the CLC concepts to emphasize instruction and curricular goals rather than focus on physical and recreational activities.  They believe teachers might be less resistant to the idea and more likely to buy-in if clearer connections were established between CLC programs and the curriculum and teaching practices. For example:
“Teachers don’t like change.  They’re quite compartmentalized and their classroom is their domain.  When they leave at 4:00, they want it to look exactly the same at 8:00 the next morning.  They’re not crazy about sharing their classrooms.  That will be one of the hardest challenges.” (a principal)
“One of the weak parts is my teachers are not that involved because a lot of the things are things that don’t help [them] in the classrooms … they’re not directly related to school or to teaching.  They know what’s going on but if it doesn’t affect them directly … the only way they’ll get involved is if they see a benefit to them.  Right now, they don’t see that.” (a principal)
A close look at teacher buy-in at St. Willibrord shows it was a slow process. The coordinator believes it helped to ask teachers what they thought the students needed, and what would be helpful to the community. 
“You can’t do everything everywhere. You have to study your community; sports night here is a big success…might not be somewhere else. That’s where the teachers help. They know what’s needed; they bring [ideas] to the table…and we heard it again in Philadelphia -- you have to have buy-in from the staff.  It won’t work if you don’t have it, but you can’t force it.  See who’s the most gung ho and get them involved.  It takes time….and enthusiasm…get people’s minds reeling…but naysayers are not a good starting point.” (St. Willibrord CLC coordinator)  
The St. Willibrord principal described the approach with teachers thus, “Come and try it, no pressure …”  Several years into the CLC’s implementation (four to five years in this case, even before the CLC initiative came into being at MELS), teachers at the school have grown increasingly supportive of the schools’ role in serving the community.  
For example:
“When I talk with people teaching at St. Willibrord, they don’t see it as more work, but as a great thing happening at their school.  But they had to open their classrooms for activities a night … at first [that was] frightening … but then [they] realized it wasn’t so bad … nothing disappearing … no mess.  I think it’s still that fear of the unknown that is getting people to not rush into anything.”  (a school board employee)
Other Challenges
Other areas identified as challenges include:  
· Lack of time―always a challenge with any new educational initiative.  The CLC initiative has to vie for the attention of school staff who must deal with a number of mandates and changes coming from MELS.  While some schools have had community-based activities at their schools for many years―often with little extra work for principals thanks to parental involvement, city sponsorship, and the oversight of civic organizations like the Cub Scouts―principals still stressed the need for manpower, time, energy and volunteers to make things happen.  They want teachers to feel secure, and they want time to focus programs and activities on the students’ academic needs as well as their recreational needs.  For example:
“We’d like to focus a lot more on [providing] services, not necessarily activities … if we could keep an educational focus to it … like tutoring, reading, literacy clubs, book clubs … just to have a different focus than St. Will, and provide different services … so we don’t compete; but if there’s a need to duplicate, we’ll do it.  But [we] want to have different types of services to offer … even a senior book club.”(principal)
“I respect the fact my teachers want to go slowly and I want them to understand and feel the change.” (principal)  
Given that the key to the success of this initiative is that it not entail a great deal of additional work or be perceived as an add-on, steps will need to be taken to ensure the burden does not land solely on the principals’ shoulders.  The following quotation is from a principal who recognizes that the CLC initiative will demand extra time, but who also believes the investment will be worthwhile:  
“Well, of course, it will take work to contact partners in Valleyfield … it will take time at the beginning.  And I’m the principal so, yes, I will have to put in hours at the beginning to help this work.  But I think it’s a challenge that will pay off.” (a principal)
· The lack of instruments to assess needs, measure outcomes and calculate in-kind donations
· The need to increase parent participation beyond the elementary school level

“The challenge is measuring the in-kind – measuring the invisible paybacks.” (a commissioner)
“Typically in elementary school, parents are very much involved.  In the high school, there is more of a withdrawal of the parents … less participation and being actively involved.  If we can develop that and work together, there’ll be greater understanding.  More partnerships, working together … I’m a big believer of that.  That’s why I’m hopeful.” (a principal)
FINDINGS:  SUSTAINABILITY
Several stakeholders shared opinions about the sustainability of the initiative. The comments covered a range of important points, from what was already happening to what still needed to be done. Evidence that the initiative is moving toward sustainability included the creation of new positions by the school board to support the initiative, and the Director General’s emphasis on helping schools find solutions rather than pointing out what can’t be done.  
The St. Willibrord CLC coordinator mentioned the value of recognizing the efforts of everyone involved, be it a staff member at an “official” CLC or not.  He also noted that many different funding models are possible. Other stakeholders noted the initiative now has an official mandate and is expected to be integrated into the schools’ success plans with specific goals attributed. The Assistant Director General was emphatic that sustainability would be supported through future funding from the board, in addition to what revenue would be contributed through partnerships. The plan is to provide funding and human resources to schools and centres based on a clear need identified within the community.  He also noted that hard work and more adjustments will be needed in the future.
“Funding?  There’s different partnership models available – it’s finding the win/win.  [A model] where they do good and we do good … with a solid foundation.  There’s money out there, but [partners] have to know they can come in to do [their programs].”  (St. Willibrord CLC coordinator)
“… The difference now is that [the school board] is realizing it is very time consuming for the staff, and perhaps officially saying, yes, we’re willing to pay people to do this … making positions to help maintain these activities and help them run smoother.” (a school board employee)
“I think to be successful – you have to have a different definition of sustainability – it has to be sustainable by the School Board, as well as what you can bring in from partners.  That’s why we’ve gone to [this] model… as schools develop projects and need support or human resources, we give it on an as needed basis … but we have to budget money every year as a School Board.  It’s nice to get grants, or in kind services, but it’s a bit of a dream to think it’s going to be 100% sustainable without any financial interjections of the School Board.  That’s why I like the declining financial model … it’s a good thing … it’s forcing us to deal with it -- $40,000 this year, $30,000 next, and so on.  We’ll have to make major shifts and adjust.  We’ll have to work harder … I think that’s a part of sustainability.”  (Assistant Director General)
FINDINGS:  NEXT STEPS/NEXT PHASE
“We have a newly-promoted principal who is taking on a position at the Board level as an administrator.  At least 50% of her task will be to support the growth and development of CLC concepts across the Board.  I’m expecting to have really good support from her.” (a principal)
The telephone interview with the newly appointed Administrator of Special Projects was helpful in corroborating some of the findings and conclusions drawn by the researcher, as well as learning what the school board plans to do in the next phase of this initiative. She related that her responsibility is to grow and support the CLC concepts throughout the school board.  She admitted that this was a vague directive and that defining it and deciding where to begin was the first order of business. She explained that, because of Bill 88 (which affects partnership agreements), all schools have a civil responsibility to support the communities they serve – to improve the community and its economic development.  She confirmed what the researcher often heard, that schools in rural areas have been functioning as community schools for some time without having the official title of CLC. She also noted that there would be further emphasis on clarifying the intention of the school board that every school is not expected to become an “official” Community Learning Centre.  “For example, in Châteauguay, we don’t need four CLCs.  The population from all four schools attends activities and events at St. Willibrord.  But by doing an asset map, we’ll discover what is needed in [those] other communities, what is missing in [those] neighborhoods, and then define a niche for each … and then figure out what to do from there.”
She further explained that it is her hope and expectation that “… a champion will surface at each site … someone who has a pet concept they want to support, like literacy or working with the elderly … it has to come from the people.”  It is also expected that the St. Willibrord CLC coordinator will be phasing out of that role and will, as full-time Community Development Officer at the school board, work closely with her on growing this initiative. When asked what further supports were needed, the Administrator of Special Projects, stated:
“If I could have one thing to help this … besides a whole pile of money, because without the financial support of the ministry we’ll be stopped in our tracks. The one thing that would be really, really awesome would be an alignment of the different ministries for this mandate.  If the Minister of the Family and the Minister of Education and the Minister of Health could all have a long chat together, and collectively decide … we need a pile of money to support this concern … healthier families … because in the end, if you have healthier families, fewer people will be going to the hospital or need medical care.  I wish people would stop seeing it as a cost and start seeing it as an investment.”
The first plans of the new Administrator of Special Projects for scaling up the initiative include:
· Brainstorming and dialoguing with staff in all schools to understand what they already know about the CLC concepts and the initiative, and providing further information, where necessary, regarding the “business model” strategy adopted by the St. Willibrord CLC, for example.
· Collaboratively constructing an asset map of each school/community.
· Using the information gathering tools suggested in the Healthy School guide (http://www.mels.gouv.qc.ca/DGFJ/csc/promotion/ecoleensante.html) at each school/centre in order to help teachers assess the needs of students/families.
· Visiting Chateauguay Valley schools to map assets and to publicize and celebrate what has been happening there.  “We’ve learned the schools in the Valley are already connected [to their communities] … already CLC’s but may not be aware of it yet.”
· Aligning all budgets and finances—an aspect that has been vague in the past, particularly regarding real and in-kind donations.  
· Assisting schools/centres (if they have not already done so) in establishing partnerships with specific organizations, such as the CSSS, Champlain College, CECN/Seniors at McGill and Local Economic Development Agencies.
· Contributing to grant applications for additional funding for the next phase of the NFSB concept-related initiative.  
REFLECTIONS 
The NFSB and the Council of Commissioners have undertaken an ambitious endeavour largely as a result of the successful implementation of two “official” CLCs in two very different areas of the school board.  The intention of the school board, which is in keeping with its longstanding mission/vision of strengthening and enhancing communities and their connections to schools, was to ensure that the culture of each and every school/centre exemplifies the CLC concepts.  Given that change takes time, it makes sense to consider this past year as a pilot year, an opportunity to explore ways to expand the reach of the CLC concepts by putting certain supports in place, learning by doing, assessing results and planning for the next phase.  
Progress Across the School Board
That an initiative such as this can achieve a good degree of success in so short a period of time is admirable.  Progress has been made in all four NFSB regions because: 
· Awareness has been raised in rural areas where stakeholders are taking a look at their communities and schools, reviewing existing partnerships, assessing whether they are the right ones, and discussing what the next phase will look like.
· Services, programs and activities have been implemented in schools and centres near the two official CLCs, and principals and staff at several of these schools/centres are on board and enthusiastic.
· The Huntingdon Adult Education and Community Learning Centre has made strides in providing programs and services directly related to the needs of its constituents, such as daycare for student mothers, exercise program for adult students, and community-sponsored activities for seniors (e.g. line dancing and art classes).
· The St. Willibrord Elementary School CLC has experienced extraordinary growth and success in helping provide previously unavailable services and programs to its English-speaking community, and has thus served as a concrete model for other schools.
Strategies for Change
At first it seemed difficult to identify the strategies used to implement this initiative because so much of what happened during and prior to this past school year was described as “the way we do business in the NFSB.”  Some early actions by the board, such as the reorganization, the approval of the initiative by the Council of Commissioners, and the consensus vote of principals to commit to this next phase, might be considered strategies, though it is unclear whether they were part of a strategic plan.  However, that does not appear to matter, since without a doubt they were actions that led to success.  
When we review NFSB’s other actions, such as:
· promoting the initiative and keeping it on the agenda at all meetings
· identifying a change facilitator (expansion of the St. Willibrord CLC Coordinator role)
· supporting and encouraging the advocates 
· acknowledging the resisters
· providing resources and support  
· getting the right people on board 
we readily see that these actions are those often associated with successful “change initiatives” because they build awareness and buy-in.  (Hall and Hord, 2010; Fullan, 2009).  This set of strategies also enforces the idea that change is not an event, but a process that must be carefully planned. Indeed, when we identify all that took place behind the scenes, along with subtle shifts in policy and practice, and consider the actions taken most recently, such as establishing a new position at the board level to manage this initiative, it is clear that the members of the school board administration are no strangers to organizational change and may have implemented certain strategies simply as the way they do business at NFSB.  What seems critical is that all key players in this initiative need to be knowledgeable about, and skilled in, change initiative strategies and practices that work. Professional development in this area would likely support them further.
Addressing Important Concerns
A very real conundrum for some principals and teachers is the desire to have CLC-based activities focus on student academic achievement rather than only on recreation or pop-education. One reason why some teachers have been resisting the initiative is that they don’t see the CLC activities as having anything to do with what they do, i.e. teach and instruct.  A review of the Concerns Based Adoption Model (2010), a model for understanding educational change, shows how constituents in the early stages of a new initiative focus on how it will affect them personally. For example, Loucks-Horsely describes the types of questions and concerns participants raise about school change as they progress through the change process:
“The model (and other developmental models of this type) holds that people considering and experiencing change evolve in the kinds of questions they ask and in their use of whatever the change is.  In general, early questions are more self-oriented:  ‘What is it?’, and ‘How will it affect me?’  When these questions are resolved, questions emerge that are more task-oriented:  ‘How do I do this?  How can I use these materials more efficiently?  How can I organize myself?’ and ‘Why is it taking so much time?’  Finally, when self and task concerns are largely resolved, the individual can focus on impact.  Educators ask: ‘Is this change working for students?’ and ‘Is there something that will work even better?’” (Loucks-Horsely, 1996).
It is natural for people to resist change. Change theory and the CBAM model can explain why this occurs and help change facilitators know where to direct their energy to help people adopt new practices.  
Managing Complex Change
Another important finding from the research on change management is that managing change requires the presence of certain elements in order to achieve a successful outcome. Authors Adams, Kingsley and Smith, in an article entitled Managing Complex Change, present a six-element framework that they have applied in many change initiatives―regardless of whether the organization was implementing a new initiative or was already involved in the change initiative and needed to review it in order to plan the next steps. (Adams et al, 2001). The component steps in the framework are: vision, skills, incentives, resources and an action plan.  Figure 1 below shows this framework:
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Figure 1:  Managing Complex Change
The importance of each specific component step is clear. If any one element is missing, results may be less than hoped for. Without an action plan, false starts are likely to occur. Without resources, frustration prevails. Without incentives, change will take place slowly, if at all. Without skills, players will experience anxiety, and without a vision and clear goals, confusion results. The path to change is rarely smooth; it is often filled with roadblocks. During this trial year, the NFSB administration certainly relied on some change management knowledge and skills to come as far as it has, and it has learned a great deal.  Already an action plan is being developed by the newly-appointed Special Projects Administrator, and her position will focus mostly on growing this initiative. As the principal of St. Willibrord, she recognized the importance of incentives and will undoubtedly ensure they are taken into consideration as plans go forward. The skills set needed for principals to fully embrace the CLC concepts will be addressed through a mentoring program for new principals. Additional professional development will be essential for teachers and other staff as the next phase begins. It will be interesting to see what other strategies are developed to smooth out the road ahead and put the important elements in place to ensure success and sustainability.
Respect for Differences
Across the NFSB, individual schools and the communities they serve differ in many ways. Principals insist there must be respect for each school community, time for building buy-in, gathering community input, and identifying specific needs. They concur with the school board that interest in implementing an activity or program or in developing a partnership must come from the school community itself. They appreciate that the school board has not pressured them to implement the initiative by a certain date. Indeed, giving schools options, keeping communities flexible and being respectful of the differences in perspective and opinion are crucial.  Thus plans to carefully gauge each community by asset mapping and holding discussions among stakeholders will likely gain more buy-in than mandating a “one size fits all” model that does not reflect unique context adequately nor garner the necessary level of commitment.  
Sustainability
Sustainability of this initiative is naturally on the minds of all stakeholders. To sustain, as defined by the dictionary, is “to keep in existence; maintain” and “to supply with necessities or nourishment; provide for” (www.thefreedictionary.com/p/sustainability).  The Assistant Director General noted this in his comment about defining sustainability―he stressed the importance of the school board’s continued contributions of funding, human resources and support to help nurture and sustain this important initiative. What is especially fortuitous is that the board already has identified a direction for the future and has a plan in place to get there. The new Administrator of Special Projects is planning site visits to all the schools and centres, further education for everyone about “the what and the why” of the CLC initiative, rigorous needs assessments, and invitations to dialogue and brainstorm with all stakeholders to improve understanding and raise commitment.  Another strategy the Administrator of Special Projects plans is to mentor new principals―to help them embrace the role of a school/CLC principal right from the start, rather than that of a traditional elementary school principal.  
NFSB is also considering using the St. Willibrord CLC as a model for other schools. Its “business model” encompasses a combination of CLC-run and partner-run programs, and attention to generating revenue while not increasing the financial burden on families.  Not everyone agrees that this will be the right model for all sites, and likely not everyone will understand the nuances involved.  In order for replication to occur, professional development wil be needed to help principals and others understand and apply this approach if it becomes the standard one across the board. 
Also important is the presence of strong advocates at each school or in each community, lobbying for implementation and expansion of the CLC concepts, of individuals who are doers, action takers, who don’t just talk but actually do something. These individuals may be teachers, parents, school support staff; each school community must find its champion and rally the support needed.  The school secretary at Heritage Elementary (see Addendum B) is one such individual who is making a difference at her school. In fact, when asked about the culture of the school board, she stated:  “I truly believe, knowing the communities the way I do, there's someone out there [at every site].  I believe you can find someone in every community … a parent, a school board person.”
  Challenges and Areas for Improvement 
An in-depth look at a large initiative like this one often reveals new issues. For example, though stakeholders in St. Willibrord agree that the CLC is doing a great deal for many students, families and community members in that part of Châteauguay, some residents in neighboring school communities have a negative perception of and strongly resist the CLC concept.  Further investigation will be needed to understand why this is and identify what can be done about it.
Another issue is how to encourage cross-collaboration and communication among CLCs. The researcher observed that the St. Willibrord CLC coordinator had never been to the Huntingdon CLC prior to the researcher’s visit in April 2010. It seems important to the future of the CLCs that there to be opportunities for collaboration and discussion of ideas, challenges and successes between these two key facilitators. 
Given that so many schools already offer activities and programs in connection with external providers in their communities, this initiative is seen by some as an effort to formalize and systematize these connections, as well as to help people see the value of them. Some of these programs/activities may have been established without prior deliberation or sense of direction, and over the years just putting them in place made sense at the time.  What will be done in the next phase to help ensure the right partners and programs are in place?  How will governing boards and the Council of Commissioners be involved and how can they make a difference?
Finally, several people mentioned the importance of taking a look at how to be more inclusive of French-speaking communities. Some even thought that the French would welcome becoming partners and more involved with the CLCs. How might the school board begin to address this potential connection?
RECOMMENDATIONS
The philosophy of the school board and Council of Commissioners, and the desire of just about everyone to grow and sustain this initiative, is heartening. Clearly many strategies in this pilot project have worked well, and the researcher recommends that the NFSB continue using these strategies as well as a few new ones:
· Continue supporting the St. Willibrord CLC coordinator, who was described as extremely valuable by all who worked with him.
· Continue the school board’s approach, which has been described as “happy to listen, talk, share ideas, and help resolve barriers.”   
· Form an advisory committee at board level to include major stakeholders (e.g. union reps, janitorial and support staff, teachers, principals, the Director General, commissioners, major partners, mayors and parents).
· Find ways to reward helpful and accessible school board staff members, who apparently make it easier for the CLC coordinators and others to conduct business.
· Ensure that change facilitators receive professional development on the change process and the tools for leading and facilitating change.
· Consider bringing in an external facilitator in the fall to engage key stakeholders in logic model development in order to clarify and document expected outcomes. Logic model development can be a productive way for stakeholders to engage in important conversations and come to consensus on goals and strategies.
· Investigate and improve the extent and regularity of collaboration opportunities for appropriate parties across the board.
· Keep expectations reasonable, manageable, measurable and meaningful.
· Stay flexible, yet set a clear timeline.
· Respect differences between schools, communities, and opinions.
· Educate various stakeholders so that everyone has the same clear understanding of the initiative and its goals and objectives.
· Engage in frequent communication to convey the vision of CLCs and identify what is working and what needs to be adjusted. 
· Celebrate and advertise successes and accomplishments.
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ADDENDUM A
Roles and Responsibilities of Stakeholders
	NFSB Council of Commissioners
The Commissioners are elected board trustees who represent the constituents of the schools in their respective MRCs.  They promote the CLC concepts, make connections, talk with parents, identify opportunities and are advocates of the initiative.  
	“My role … I give direction to the centre; try to guide it as a sounding board.  I am also at the Board level and wherever I can, something that might fall into the CLC link – I’ll identify that – promote the concept whenever I get a chance.  It takes a long time for people to see it.  In many cases it already exists, but to recognize the power that exists in that simple concept – the more it flies, the more buy in – the more it will be successful.”  
“By my understanding, and the way I promote it, it is more of a mindset rather than a physical place … as a way of approaching education, different from the traditional way.  In the early days, [we had] the one-room school … that was more a community center and [was] run by the community.  They hired the staff, decided what would be taught, and used [the school] for everything.  So essentially I think we’re trying to go back to that.” 

	NFSB School Board Representative
The school board representative for the CLC initiative is both the Director of Continuing Education and the Assistant Director General. A former a CLC school principal (Huntingdon),  he supervises youth, adult and vocational education across the school board, and supports the two CLCs in the implementation of the concept in all schools.
	“I lobby the School Board – both budgetary and conceptually.  We’re very lucky – our Council of Commissioners is very supportive of our CLCs and CLC movement and projects.  They see a need for it and see some of the results.  They want to be able to tell their constituents that schools are working to help kids and adults beyond the school day.” 
“I work between different School Board departments as well … issues like maintenance and cleaning schedules, caretaking in the evening … dealing with personnel and collective agreements … there are growing pains and a learning curve, honestly.”

	St. Willibrord CLC Steering Committee, 
The steering committee, which consists of community partners, teachers, school staff and NFSB employees, participated in a focus group.
	“The first role of everyone on the Steering Committee is to bring the information back to others.  Before this, we were working in silos … now with a cross-section of the region represented on the committee, even just talking about [ideas], if it gets to 10 people here, and they tell 10 people, and 10 more …” (St. Willibrord  Coordinator)
“As teachers or staff in the school, our role is to be open to what’s happening.  For example, Wednesdays at St. Willibrord … yes, they might use your classrooms and your stuff.  For some [teachers] it’s a big deal … and I understand that.  But it is theirs, and it’s not … the [classroom] I’m using right now … it’s mine and it isn’t.” (teacher)

	NFSB employees
Several school board employees at the board’s office were interviewed and explained their role in support of the initiative and also reiterated the collaborative spirit of the NFSB:

	“I serve as a liaison between the St. Will CLC and the Board.  I support [the CLC Coordinator] … help him make connections; and I help resolve challenges or provide resource.  For example for a rental agreement coordination at the Board office, I gave him a few of the resources I was privy to … guidance when he started on policies, like use of facilities.” 
“I try to link up people calling to rent with [the St. Willibrord Coordinator] and the CLC ... I send it [his] way … sometimes turns into a partnership.”
“Well, I wasn’t hired per se for the CLC initiative …but in going out in the field, sitting on different community groups and sub committees, I end up representing the whole School Board on many occasions.  People see me as someone they can ask questions of … I can get them in touch with who can answer them.  So by talking about the School Board, I came to publicize or advertise the fact that we are emphasizing the CLC concepts.   I can talk to groups and suggest ideas, or listen to them and their ideas; then what I do is get in touch with the directors and put those people in contact with them.”
“Our culture?  It has always been this way and it’s hard to understand … we really do it this way because our administrators at the top want us to work together.  They listen and we can tell them how we think it’s going to work, and they’ll let us try – that’s so important.  We feel the support to try these things.” (School Board employee) 

	St. Willibrord CLC Coordinator
In the fall of 2009, the coordinator was given full-time status and, in addition to coordinating the CLC, became responsible for supporting the implementation of the CLC concept in all NFSB schools. His business and negotiation skills have served him well in this role: he runs the steering committee meetings; explores opportunities for activities/partnerships with principals; creates partnerships; mentors potential assistants; oversees the CLC activities at St. Willibrord, and performs a myriad of other tasks, such as public relations.

	“The theory …we start something, it takes off, another school wants to do it and we are full … I help them set it up, show them how we did it, the rent, and so forth.” 
“We’re trying to start here – it’s easier for us to spread it around in Châteauguay first, and eventually get to the others.  There are a few seniors coming from St. Remi and Ormstown and Howick … for computer classes.  The other CLC in Huntington is working with the Chateauguay Valley more.  The reality is Châteauguay and the Valley are two different worlds.”
“Those two things definitely got the word out on a larger scale.  People from other communities, and even other coordinators (from across Québec) said it helped them too … it was brand recognition.  There’s been a lot of exposure in Le Soleil, the local newspaper, over the last couple of years, and there was something on CTV News in March about us.  One English-language writer all of Châteauguay, and once he started, he realized this was not just a school story … it was the whole community being involved.” 


	St. Willibrord Principal
St. Willibrord’s principal has been a consistent support for the CLC coordinator and this support has been key to the centre’s growth and success. She provides a strong voice for the CLC initiative and the board’s new endeavor to enhance the CLC culture/concepts across all schools.  (At the time of submission of this report, this principal had been appointed Administrator of Special Projectsat NFSB and a new school principal was to be assigned to St. Willibrord.)
	“I think the staff is much more accepting that I’m the principal of the CLC too …. I’ve made it a point to try to show that link for the staff, and be present for them in their needs – curriculum, discipline of students … and for the CLC.”
“Developing CLC concepts in all schools … it’s in the board’s strategic plan now … and they’re working on a plan to help by restructuring the administrative positions.  Need someone who can spend time aligning, supporting, publishing, writing grants … someone who can help put things in place and solidify the strategies …because if schools are to survive in the 21st century, this is the only way they’ll do it.  What we’re doing now is picking up the pieces of the last 15 years where churches fell down … and some day it will [all] feel good and be natural ... and will be who we are.” 

	Huntingdon CLC Coordinator 
The Huntingdon CLC is located in the Huntingdon Adult Education and Community Center and is run by a CLC coordinator and an assistant coordinator (also other positions pertinent to an adult ed centre).  The CLC coordinator has also served as principal of the Adult Education Centre, but at this point a principal has been named at the site.  Huntingdon is in a rural area known as “the Valley” whose population is much smaller than Châteauguay’s with very different needs.  

	“We are involved with agricultural training and, something new lately, a vocational program in horticulture.  We just started getting the building out back going, agreements with the town; they’ll let us use their equipment if we do the landscaping … trees, shrubs.  So there’s an exchange of services.”
“Personally I’ve been very involved in community [activities] for quite a while.  It’s time for this … this is the way.  It’s important to me that the community is involved … the more services created through the center … zero to five year olds, seniors, early childhood classes … and we also have a part-time day care that is open to our regular students.  Very often young mothers come in for the [adult education] courses …and the services are here [for them].”  
“The model we have here will not be the same as at the elementary school, but it is already happening there …and right now I’m also sitting on the town’s recreation and leisure committee … so we are open to others …” 
“ … things are already happening [in the elementary school nearby].  The director there has gotten involved in Québec Enfant, and has more to do with it than I do, because he’s receiving five-year-olds directly, so now he’s getting more involved there.  My role was to bring them together.”(Huntingdon CLC Coordinator).

	St. Willibrord Governing Board
The governing boards at all schools are responsible for administering the use of the building and approving any CLC activities, programs, or partnerships.  The St. Willibrord Elementary School governing board has had less oversight responsibility lately as the program has grown and become self-sufficient.
	“We have an agreement with the school board.  At the beginning, our job was to oversee [the CLC] and approve their activities … how they used the building. Now they report to us so we know what’s going on.  Most of the activities have been given over to them to be responsible for them.   Chuck is responsible for the CLC from 4:30 on … responsible for the building.  We had to let go because [it was] becoming very self-sufficient, and we couldn’t keep up with all the activities … once a month wasn’t often enough to do all the approvals.  So self-sufficient in its own right, it was easy to let go … [it’s] running on its own.” 

	Principals of other schools/centres 
Principals at schools and centres other than St. Willibrord or Huntingdon expressed a range of opinions regarding their roles and responsibilities during interviews.  Most were taking steps to become engaged, such as surveying their community, building teacher buy-in and encouraging ideas.  Schools near St. Willibrord and Huntingdon have provided space for overflow from programs and activities and have started to organize their own programs with the help of the St. Willibrord and Huntingdon CLC coordinators.  Some principals or their representatives regularly attend the monthly steering committee meetings at St. Willibrord.
	“Right now, I go and participate in the steering committee meetings… this is where I stay in contact with what’s going on with the CLC for the school board.  Right now two or three others have started [coming]. This is a way I keep in contact – good use of my time and it’s important … I hear about this didn’t work well or this did … so we can get guidance.  Why redo the wheel? It’s team work … we help each other.”)
“…we’re a direct link with the CLC at St. Willibrord, and each time they have something where we could help, they contact us.  For example, for a senior citizen course on computers they needed bigger laptops … so we have a computer lab … we hosted that.  Another project they didn’t have room for … we’ve become their ‘sister satellite’ … now we’re working very hard to bring in more community services … working with CLSC to provide drug prevention services … directly related to our clientele … 16 years and older … [we’re] a vocational trade school.” 
“I’ve talked to [the St. Willibrord coordinator]; he’s helping me … I’m on the [steering] committee, once a month, representatives from each school.  We talk about where we are and where we’re going. I’ve sent a survey out to parents…I’m trying to involve teachers … I’m checking with my community … what do you want here at the school?”
 


ADDENDUM B  
Vignette: ‘Hangin at Heritage’ 
Hangin’ at Heritage
After attending a couple of steering committee meetings at St. Willibrord, Kim Wilson was excited and determined to get something going at the elementary school in Huntingdon, where she worked as school secretary.  She brought back what she learned about the CLC concept and talked about it with her principal, Daryl Ness, who was very supportive.  “I came up with the ideas, and Daryl definitely supported me.  I wanted to try something that would be open to all people of all income levels ... I’m trying to find the key where we can all come together.  So, my first priority to see if it would work was to try something for a month.  Daryl has been in the community over 30 years and knows a lot of former students.  I sought them out and engaged them to do different activities like gym, games, sports, and arts and crafts.  They were very willing because they are young people who don’t have full-time employment yet, and this would help their curriculum vitae in the future.  I also got high school students to help me and most teachers were supportive.  Even though I was told that could be one of the hardest things (teacher buy-in), I had a lot of good support from many teachers.  We were able to use some of their rooms, and one teacher came with her mother and aunt and did sewing instruction.  That was our most popular … every Saturday for the month of May.  Another teacher did music … songs and games for three- to five-year-olds … also very popular.  On the pamphlet for this, I really emphasized that parents should attend.  I wanted that to happen because a lot of kids in this community are on their own a lot of the time … parents are working.  That went very well.  One parent played floor hockey with her son and then was upstairs with her daughters … she had a real good feeling … and that’s what I wanted.  Not everyone has the means or the opportunity, but here we have the equipment, the crafts … and the volunteers.  One mother said to me ’We as parents always say, ‘Okay, we’re going to make time to play’ … but before you know it, I’m weeding my flower bed and not playing any more.  When I come here, there are no distractions … it’s my family time.’
The library was also open; parents went in and read with their kids.   Another room was open for community groups or people from organizations to gather for coffee.  In that room I was able to see different parents connecting … some low-income parents actually having coffee with people they may have been intimidated by [otherwise]… closing that barrier.  Also provided a babysitting service; a student who was going into daycare volunteered her time.  I tried to cover all the bases … even got the Dads in … that was my goal, a family thing.  Had little soccer games going … just for the month of May.
It was all over very quickly, and I got some good suggestions and learned what parents want.  Even parents from outside of our school were interested.  We didn’t advertise, but if I had the resources to do that, I think it could be something that grows.”  
What are you planning next?  “My other initiative is to have something once a month similar to ’Wednesdays at St. Willibrord.’  I’ve lived in this community for a long time, and I don’t even know everything that’s going on.  I’m connecting with some organizations – their goal is to get the word out too – so I’ve asked if they would be willing to come and have a kiosk to display their services and give out information, because I think this community really lacks that.  I’ve also spoken to a few mayors in the municipalities around and they’re willing to work with me.  It has to be baby steps … I’ve learned through Chuck that you have to start small and build.  Everything doesn’t happen over night.  People have to feel comfortable … it’s a small community, and some people have never been in the school.  It would benefit everyone.”
Kim added that financially Hangin’ at Heritage was very inexpensive; she spent no more than $200 for the entire month.  She noted support from the school, school board, her principal, and Chuck Halliday, the CLC Coordinator at St. Willibrord.  She shared that the Assistant Director General had spoken with her and “was very happy about it … hoping to build on it in the future … it’s a lot about making connections and seeing what options are out there … That’s the time consuming thing … I’m hoping over the summer to get a lot done.”  When asked by the researcher if she had considered academic activities, Kim pondered that.  “That’s a good question.  Other than having the library open for reading and research, I haven’t, no.  I haven’t gotten that far.  It’s something I can see down the road to build in. Right now my main goal is getting people in so they don’t feel intimidated.  I’ve learned that making someone feel as special as anyone else goes a long way.  You get payback ten times over.  Getting these parents in and mingling, that’s my first priority.”
ADDENDUM C:  
St. Willibrord Vignette
Strong School Board Support Makes a Difference  
Upon entering the St. Willibrord Elementary School, it is very clear that the school and Community Learning Center are one and the same.  Everyone―from the school secretary to teachers, students, cafeteria staff, custodians and parents coming and going―quickly lets a visitor know how much they value their CLC. The remarkably successful implementation of St. Willibrord’s Community Learning Centre is an example of what can happen when strong support from the top is added to other key elements, such as a highly committed and connected coordinator, shared leadership, strategic partnership development, high teacher and staff buy-in, and a win-win business approach to CLC growth and sustainability.   
“The principal has to be behind it one-hundred percent.” (a teacher)
“The Coordinator must know the community, otherwise, it’s very hard to get things going.  That has to be a
 best practice … [the] personality and experience, and skills of the Coordinator are what make it a great CLC.”  (a teacher)
Continuous Momentum

Implementation stalled briefly when there was a change in coordinator during the second year, but picked up quickly thanks to the shared leadership philosophy of the principal and the new coordinator.  The new coordinator believed that Châteauguay was a “show me” town and that its citizens expected to see action rather than hear about what might happen.  “The action philosophy was used in an effort to build momentum and awareness … to embark on the CLC action journey sooner rather than later.”  Thus many activities were implemented and other actions followed with direct support from the NFSB and the Council of Commissioners, such as investment in the physical building, modifications to the kitchen/cafeteria, additional space for activities such as pre-K and a dance studio, and improvements to the parking lot and building entrances.  The following strategies adopted early on remain at the forefront of the CLC’s philosophy:
· Maintain open and honest dialogue with staff.
· Invite ideas for program and course creation from all members of school and community
· Involve key staff members (principals, teachers, caretakers, secretary) in the decision-making process.
· Disseminate information to all stakeholders, i.e. governing board members, teachers, staff and parents of neighboring schools. 
· Implement activities so that ‘word-of-mouth’ advertising begins.
· Respond to the community’s needs and suggestions.
· Never undermine concerns or worries of stakeholders, such as security in a school setting.
· Include the three neighboring elementary schools and the regional secondary school, as well as the adult vocational education centre near St. Willibrord CLC in planning and programming.
Evolution of Partnerships
Partnerships have evolved over time, beginning with partners like CSSS and the CECN, and progressing to include the development and acquisition of a separate company.  Carrefour Crossroads initially began by managing the summer camp at St. Willibrord – everything from hiring the staff to enrolling participants to conducting and supervising the daily activities.  They in turn paid St. Willibrord CLC a rental fee, which went directly into the CLC fund. The CLC coordinator recognized the entrepreneurial spirit of the young people who owned Carrefour Crossroads and mentored them to move into a managerial role, conduct many of the CLC-related tasks and ease his ultimate transition to a board-level position.  This “business partnership” model is one the CLC coordinator has championed from the start, As he explained:  “Our CLC believes in a win-win partnership model where all parties involved see long-term benefits from the partnership.”  In this and other endeavours, board-level employees, such as finance coordinators and contracts administrators, assisted the CLC coordinator and helped ease the bureaucratic challenges typical at the school board level.  
Challenges Met
Once  NFSB’s Director General and staff set out to expand the CLC initiative across the school board, the St. Willibrord coordinator’s role was expanded to full time with a mandate to help principals and staff at other schools implement CLC-based activities and programs.  Since then, St. Willibrord’s coordinator has connected with school principals to brainstorm and implement activities, given presentations to staff and governing boards, addressed the security concerns of constituents by adding individual “hosts” at CLC activities to ensure all security measures are in place in the school; raised awareness and engaged people in supporting the growth of the CLC through information sessions for key stakeholders to share the WHAT and WHY of the CLC.  As he explains:  “One of our major successes has been to ‘sensitize’ the in-building staff (teachers, custodians, support staff) and board staff (directors of departments, union delegates) as to WHAT we are doing and more importantly WHY we are doing it.  By understanding the ‘why’, employees and parents are more inclined to support projects and ideas that work (and even those that fail).  And of course the ‘why’ is to help the survival of our minority anglophone community within the province of Québec.” (2010 Report – St. Willibrord School & CLC End of Three Year Pilot Report)
Future is Solid
The CLC has designed and promoted activities that will likely support its existence in the long-term, such as Wednesdays at St. Willibrord, a regularly-scheduled symposium for community organizations to exhibit their products and services, along with a spaghetti dinner provided for families who attend from the community.   Flexible partnership models combining CLC-run and partner-run strategies with an eye to keeping the balance between generating revenue while not increasing the financial burden on already struggling families; keeping or cancelling programs according to needs, wants and evolving family trends of its constituents; including all local schools in every event, and expanding the CLC concepts to other schools through information sharing and consultation with school communities are all successful strategies of the CLC Coordinator.  The St. Willibrord Steering Committee has expanded to become a board-wide consultative group that collectively participates in decision making and planning.  The St. Willibrord principal and CLC coordinator are moving on to positions at the board level to further support the expansion of the CLC initiative across NFSB.
Potential Model
If a model were to be identified as a result of this case study, it would likely be a combination of the lessons learned through the St. Willibrord CLC implementation, and the subsequent expansion of the CLC concepts across the entire school board.  Some of the important and necessary components would include: 
· A mandate from the Director General is approved by the Council of Commissioners and is generously supported by the school board administration who provide human resources, funding and efforts to meet and resolve challenges and barriers
· A strong, active CLC that has been successfully meeting/serving the needs of a diverse population becomes a hub, with offshoots at other schools nearby
· A well-known, committed CLC coordinator, who is highly skilled in negotiation, business strategies and relationship building, is hired//present.  
· Shared leadership by a full-time coordinator and very supportive, engaged principal is evident.
· An active steering committee meets regularly and includes participation by employees of the school board and representatives from other schools across the board. 
· A business approach to partnerships and a strategic approach to getting the right partners is used to ensure sustainability.  
· Extensive public relations and media are used to raise awareness and understanding of what the CLC is and why its implementation is important.  
· Each school determines the extent of its CLC activities and hires a coordinator as needed.  Existing CLCs support and assist in implementing ideas generated from within the school community.
· Timeline is generous and flexible; goals are clear.  Respect for different viewpoints is at the foundation of the endeavour.
· The commitment to continue funding is made by the Council of Commissioners and school board administration.
Partnerships as of June 2010: 


Townshipper’s Association


Centre d’Action Bénévole


Lennoxville & District Women’s Centre


Community Economic Development and Employability Committee (CEDEC)


Literacy in Action


Townshippers’ Foundation


Community Table


The Centre of Literacy


St. Paul’s Rest Home


CLSC


La Relève (P.A.C.E.)


Mental Health Estrie


Sûreté du Québec


Quebec Anglophone Network (QAHN)





Downtown Gaspé


Douglastown


York


Saint-Georges


Bougainville


Barachois


Wakeham


Sunny Bank


Haldimand


Sandy Beach


Pointe-Navarre


Fontenelle


Rosebridge


Fox River


Cap-des-Rosiers





Vision Gaspé-Percé  Now


CASA


CEDEC


QFHSA


Hugh Fraser Recovery Institute


Service Canada


QCGN


CSSS (Healthy Schools Approach)


CHSSN


Quebec Drama Federation (QDF) 


English Language Arts Network (ELAN)


Authentik


Gaspé Bottling


Caisse Populaire Desjardins


TD Bank


Breakfast Clubs of Quebec


Camp Fort Haldimand


The Mussels


Gaspé Museum


The Royal Canadian Legion


Wakeham Adult Education Centre


English sector of the Gaspé CEGEP


Québec en forme


Centre for Literacy


Gold Card Program


Town of Gaspé


Pioneer Days


Barachois Interpretation Centre


Radio Gaspésie





Anticipated Impacts


Impact 1: To provide the necessary wrap around services to complement academic components by removing barriers to learning.


Impact 2: CLC is a caring environment where students, parents and community partner come together to learn and share knowledge.


Impact 3: The Gaspé/Percé region has a vibrant, committed English population.





Communities serviced by the CLC: Dundee (or Sainte-Agnès-de-Dundee), Saint-Anicet (including a community called Cazaville), Godmanchester, Elgin, Sainte-Barbe, Huntingdon, Hinchinbrooke (including a community called Herdmand), Ormstown, Franklin, Havelock, Saint-Chrysostôme, Très-Saint-Sacrament, Howick and a town outside their MRC, Hemingford.





Selected partners of the CLC (Oct. 2009):


Town of Huntindon


Une Affaire de FAMILLE


Family Resource Centre HSL 


Pacte de rue


Emergent Literacy Table


CSSS du Haut St-Laurent


Comité d’action local - projet Québec Enfant – Fondation Chagnon


Table petite enfance – Annual Family Day


Heritage Elementary


Ormstown Elementary


Carrefour Jeunesse Emploi


Maison des Jeunes de Huntingdon


École Notre-Dame de Huntingdon – inter school olympics


Table Jeunesse of the CSSS for the Québec en forme project


Jeunesse Rurale et Connections Compétences


Ministère de l’agriculture, des pêcheries et de l’alimentation du Québec


Le Collectif de la formation agricole Montérégie-ouest


Union des producteurs agricoles du Québec 


Centre des Moissons


Post-Scriptum Jeunesse 


Châteauguay Valley Regional High School


Action Haut St-Laurent


Emploi-Québec


CLD Haut St-Laurent 


SADC Suroît-Sud 


The Country Line Dancers


Instructors for Tai Chi, Stained Glass, Digital Photography, Spanish, conversational French and Pat Walsh painting and drawing


Scouts and Cubs of Huntingdon


Châteauguay Valley Garden Club





La Présentation� Marieville� Notre-Dame-de-Saint-Hyacinthe�Otterburn Park


Rougemont


Saint-Barnabé-Sud�Saint-Charles-sur-Richelieu�Saint-Damase (P & V)�Saint-Denis-sur-Richlieu�Saint-Dominique�Saint-Hilaire�Saint-Hughes�Saint-Hyacinthe�Saint-Hyacinthe-le-Confesseur�Saint-Jean-Baptiste�Saint-Liboire�Saint-Michel-de-Rougemont�Saint-Pie�Saint-Simon�Saint-Thomas-d'Aquin�Saint-Valérien-de-Milton�Saint-Angèle-de-Mannoir�Saint-Hélène-de-Bagot�Sainte-Madeleine�Sainte-Marie-de-Mannoir�Sainte-Marie-Madeleine�Saint-Rosalie (P & V)





Dawson Community Centre


SPVM (police)


Beurling Academy


Culture Elementaire


CSSS


Réseau d’Entraide de Verdun


Riverview School Staff


Riverview parents


YWCA








“The coordinator must know the community, otherwise it’s very hard to get things going.  That has to be a best practice … his personality and experience, and skills of the coordinator are what makes it a great CLC.” (teacher)








� Nine students, fourteen parents, eight teachers, and five partners in Eaton Valley responded to the 2010 CLC surveys.


� �HYPERLINK "http://www12.statcan.ca/census-recensement/2006/dp-pd/prof/92-591/details/page.cfm?Lang=E&Geo1=CSD&Code1=2403005&Geo2=PR&Code2=24&Data=Count&SearchText=Gaspe&SearchType=Begins&SearchPR=24&B1=All&Custom"�http://www12.statcan.ca/census-recensement/2006/dp-pd/prof/92-591/details/page.cfm?Lang=E&Geo1=CSD&Code1=2403005&Geo2=PR&Code2=24&Data=Count&SearchText=Gaspé&SearchType=Begins&SearchPR=24&B1=All&Custom�= and �HYPERLINK "http://www12.statcan.ca/census-recensement/2006/dp-pd/prof/92-591/details/Page.cfm?Lang=E&Geo1=CSD&Code1=2402005&Geo2=PR&Code2=24&Data=Count&SearchText=perce&SearchType=Begins&SearchPR=24&B1=All&Custom"�http://www12.statcan.ca/census-recensement/2006/dp-pd/prof/92-591/details/Page.cfm?Lang=E&Geo1=CSD&Code1=2402005&Geo2=PR&Code2=24&Data=Count&SearchText=perce&SearchType=Begins&SearchPR=24&B1=All&Custom�= 


� Portrait of Gaspé Polyvalent’s Situation (2007-2008), prepared by H. Miller.


� CEDEC’s support of the Community Learning Centre, Gaspé, dated June 8, 2010.




















5 http://www12.statcan.ca/census-recensement/2006/dp-pd/prof/92-591/details/Page.cfm?Lang=E&Geo1=CSD&Code1=2457030&Geo2=PR&Code2=24&Data=Count&SearchText=Otterburn%20Park&SearchType=Begins&SearchPR=01&B1=All&Custom=


6 Mountainview CLC Self-Evaluation Report








� Office of the Commissioner of Official Languages. The English-Speaking Community of the Lower North Shore: Vitality Indicators for Official Language Minority Communities 2: Three English-Speaking Communities in Quebec. Ottawa, 2008





� These data  were taken from the Netagamiou CLC Implementation and Evaluation Report, June 2010, p.10


� In the first year, no records were kept on participation in activities and programs or use of the VCN.


� This section is based on data collected through WestEd evaluation activities, as well as the self-evaluation report submitted by Ana Osborne to the PRT in summer of 2010.





� �HYPERLINK "http://www12.statcan.ca/census-recensement/2006/dp-pd/prof/92-591/details/page.cfm?Lang=E&Geo1=CSD&Code1=2466130&Geo2=PR&Code2=24&Data=Count&SearchText=Pierrefonds&SearchType=Begins&SearchPR=24&B1=All&Custom"�http://www12.statcan.ca/census-recensement/2006/dp-pd/prof/92-591/details/page.cfm?Lang=E&Geo1=CSD&Code1=2466130&Geo2=PR&Code2=24&Data=Count&SearchText=Pierrefonds&SearchType=Begins&SearchPR=24&B1=All&Custom�= 


� Riverdale CLC Self-Evaluation Report 2010


� Ibid


� Ibid


� �HYPERLINK "http://riverdale.lbpsb.qc.ca/sec/community/clc.asp"�http://riverdale.lbpsb.qc.ca/sec/community/clc.asp� 


� Figures are specific to 2007-2008 school year and are available at: http://riverdale.lbpsb.qc.ca/sec/about/history.asp


�http://www12.statcan.ca/census-recensement/2006/dp-pd/prof/92-591/details/page.cfm?Lang=E&Geo1=CSD&Code1=2466035&Geo2=PR&Code2=24&Data=Count&SearchText=Verdun&SearchType=Begins&SearchPR=01&B1=All&Custom=
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