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Planning for Sustainability 
Some Assessment Tools 


Introduction 
The following tools were prepared for the September 2011 network meeting of the HFfA Community Foods Demonstration Programme. They are intended to assist a CFI to take stock of its activity at the present time and decide how best to achieve a position of increased sustainability. The tools were presented to enable CFIs to do this to inform actions and priorities for the third year of the programme. 

Overview of Content 
Defining Sustainability and the Triple Bottom Line 
Planning for Sustainability 
A. Taking Stock 
B. Looking Ahead 
C. Exploring Resources  
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1. Defining Sustainability 
What might sustainability mean? 
· able to continue over a period of time e.g.
“That sort of extreme diet is not sustainable over a long period”.
· causing little or no damage to the environment and therefore able to continue for a long time e.g.
“A large international meeting was held with the aim of promoting sustainable development in all countries”.
· ability to fund the future e.g.
“The ability to fund the future of a non-profit through a combination of earned income, charitable contributions and public sector subsidies”.

Definitions of Sustainability produced by CFIs during the network meeting: 
	Enduring 
	Stands the test of time 
Endurance
Exists in 10 years

	Embedded in the community 
	What would be left if the team went? 
Needs to be relevant to local people
Integrated – part of life / work, not an add-on 
Internalised the change
Holistic – not a project but part of the community 
Doesn’t have to be a project anymore 
Owned by the community as a core principle of community development – they drive it

	Adaptable
	Needs to continue to meet real needs
Needs to (be able to) evolve / adapt to change
Parts may change, move on  

	Economically Viable
	Profitable – enough income to purchase materials 
Financially viable
A business but keeping it local
Costed appropriately
Self funding / self sufficient 
Continuity of funding   

	Embedded institutionally 
	Wider partnerships around land and skills 
Training horticulturalists so have the skills in the community 





Defining Sustainability 2:  The Triple Bottom Line
· Bottom-line 
(Single bottom line – Economic return/ profit)
· Double bottom-line  
(Economic and social return/ profit)
· Triple bottom-line
(Economic, social and environmental return/ profit)




Application to CFIs? 
Social: skills in the community, meeting social need, community ownership
Environmental: benefit to or conservation of the environment / natural resources, quality of the lived environment  
Economic: social enterprise, funding, contracts, income generation 
2. Planning for Sustainability

Three Questions to Ask in Planning for Sustainability: 



Two Approaches to the Three Questions 
Having taken stock of where you are, you might next consider where you want to be in one year’s time (a smaller vision or target outcome, one which focuses on achieving sustainability) and from that, unpack how you might get from A to B via C (Resources, Support, Skills, Assets).
Ultimately Steps B and C are iterative and can be explored in turn until there is a strong alignment. The important thing to remember is not to allow ‘resources’ to rule ‘vision’ – a good vision can inspire a creative look at resources and find new solutions. 




A. Where Are We Now?  
1.  The Pattern of Activity 
Use the matrix below to reflect on how services and target groups have changed / evolved since the start of the initiative. In Box 1 list the original service users and services planned at the start. In Box 2 identify any new service users identified along the way and included in the original planned service provision. In Box 3 identify any new services for the original service users that developed along the way. In Box 4, identify any new services that were developed to suit new users. 
How many items are listed in Boxes 2-4 compared to Box 1? 




A. Where Are We Now?  
2.  The ‘Triple A’ Review  
How does your current portfolio of activity (Box 3 and Box 4) meet the core aims in addressing food poverty? 
Does it do so equally well for all service groups? (Box 1 and Box 2) 



1. Score from 1 (weak) to 10 (strong)
2. Identify which projects or activities are making the biggest contribution  
	
	First target group
	Second Target Group
	Third Target Group
	Forth Target Group

	
	
	
	
	

	Accessibility
	
	
	
	

	Affordability
	
	
	
	

	Availability
	
	
	
	





A. Where Are We Now? 
3.  Keep or Kill? 
Thinking about the pattern of activity that has developed since the start of your initiative (Box 1, 2 and 4): Does the pattern show a number of individual activities?  Some of these may be proving very effective and well received others more problematic. Is it time to rationalise to focus on a smaller set of activities for sustainability?  If resources and time are stretched, it is worth thinking about whether more could be achieved through fewer projects?
Use the matrix below to help decide  

How many activities fall into each box?  Can those in ‘Sleeping Dog’ or ‘Problem child’ be re-vitalised or resolved?  Are they in some way important to the success of the others?  
If you replace the ‘Community Need’ test on the vertical axis with ‘Financial Sustainability’ (see inset) where are your activities then? 









B. Where do We Want to get to? 

A Vision for Sustainability 
Whilst each CFI may well have developed a vision at the start of the initiative to describe the overall impact the initiative might have on food poverty, planning for sustainability invites a second more practical look which can help in planning the steps and resources needed to achieve it.
Thinking about your situation and approach to date; can you describe how your initiative will be sustainable in a year’s time?  What will it look like? 

Will it, for example:  
“Be part of the day to day life of the community, owned and run by them and so requiring minimum funding” (Community Development Solution) 
“Be self financing for at least 40% of its income needs, with minimised costs” (Social Enterprise Solution) 
“Be part of a wider network of local food initiatives, sharing resources and trading using a local currency” (Partnership Solution) 













C. How Can We Get There?  Resources and Skills 
Consider the resources, knowledge and Support available to the CFI as a Mental Map:


Completing the table on the next page will help to define an action plan which seeks to build on the significance of each source of support to the vision of sustainability. 
As noted, Step c and Step B can be iterative, in that the stock take of resources could help to improve the clarity of the vision either in terms of possibility / emphasis or in terms of practicality. 




	
	Importance to achieving sustainability is: 

	Local Partners
	

	Community
	

	Wider Partners
	

	Host Organisation 
	



A Second Approach: unpacking expenditure
Clearly a threat or solution to sustainability is the costs of maintaining the services you want to keep. 
Try the following exercise to see how far these can be tamed and made more sustainable: 
1. What are the different costs making up the project? 
2. Identify those that could be replaced if people were able to volunteer or invest their own time in maintaining the arrangements that ensure affordable, accessible, available fresh food  
3. Identify those that could be avoided through recycling (seeds, soil, materials, repairs) or exchange 
4. Identify aspects that could be supported through strategic small scale sponsorship or bulk buying arrangements (e.g. tools, fertiliser, seed trays, storage)
5. Identify aspects that could be absorbed into a host or other local service provision (e.g. admin) 
6. Identify those that might be provided ‘in kind’ (e.g. rent of land / allotments from a council, rent of a kitchen). 
Other solutions? 

Wider Partners 
(eg) HFfa, Safefood, Other Funders, MLAs , Colleges


Local Partners 
(eg) Councils, Other community organisations / Volunteer Groups, Schools 


Community
(eg) Volunteers, user groups, members, early adopters , community assets 


The Host Organisation  (eg) 
Support, integration, staff, assets 


The Community Food Initiative 
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