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This strategy is presented by:

Toronto Community Food Animators
Who We Are: The Community Food Animators is a partnership between three
non-profit food security organizations in Toronto: FoodShare, The Stop
Community Food centre, and the Afri-Can FoodBasket. Each organization has a
Community Food Animator who brings new projects to life and supports existing
projects. We have worked together in this partnership since 2004, sharing
resources, developing trainings and exchanging experiences.
What We Do: The Toronto Community Food Animators use innovative food
projects to help communities become healthy, vibrant, and self-reliant. We work
with community residents and local agencies to start gardens, markets and
kitchens. Through these projects we increase access to healthy food, help to
create safe community spaces, reduce the impacts of poverty, build community
capacity, and reduce environmental impacts. The generous funders who make
this project possible are the City of Toronto, The Toronto Community Housing
Corporation, the Metcalf Foundation, and the United Way
About the Partners:
FoodShare (www.foodshare.net) is a Toronto non-profit
community organization whose vision is Good Healthy Food
for All. Founded 25 years ago to address hunger in our
communities, FoodShare takes a unique multifaceted and
long-term approach to hunger and food issues. We work to empower individuals,
families and communities through food-based initiatives, while advocating for the
broader public policies needed to ensure that everyone has adequate access to
sustainably produced, good healthy food. Working "from field to table," we focus
on the entire system that puts food on our tables: from the growing, processing
and distribution of food to its purchasing, cooking and consumption. FoodShare's
programs reach over 145,000 children and adults every single month across the
city of Toronto and countless others across Canada, bringing them fresh,
nutritious, affordable food, and cultivating the knowledge and skills that build
healthy communities.
Afri-Can Food Basket (AFB) is a Toronto non-profit organization
that was founded in 1995 to provide culturally specific food
access programs. The Afri-Can FoodBasket is dedicated to
building strong, sustainable, local food systems that ensure
access in low-income neighborhoods to affordable, nutritious,
and cultural appropriate food for all people at all times. We
provide a comprehensive blend of hands-on assistance in launching community
food access projects, expertise in community organizing and capacity building in
urban low-income communities, training, and advocacy to further the efforts of
grassroots groups and neighborhoods to create effective community food
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security solutions from the ground up. AFB is working with communities to help
build a thriving local movement to advance community food security in the City of
Toronto.
The Stop Community Food Centre (The Stop). The Stop is a
non- profit community organization that has been working to
address hunger and poverty in Toronto for over 30 years.
Initially functioning as a conventional food bank, The Stop has
broadened its scope to create a true community food centre that
promotes equitable food access, community development,
nutrition and environmental health. Located in the Davenport West
neighbourhood in Toronto, The Stop works to increase access to healthy food in
a manner that maintains dignity, builds community and challenges inequality. The
Stop’s programs and services focus on the ways food can bring people together
to break down social isolation and improve their quality of life. All of The Stop’s
efforts are based on the belief that food is a basic human right.

We would like to thank all the people who gave their time to
inform the Toronto Community Housing Community Garden
Strategy. We are inspired by your ideas, your dreams and the
amazing work you do by growing food and growing
communities.
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Executive Summary
In the fall of 2009, Toronto Community Housing contracted the Toronto
Community Food Animators to strategize how to expand and improve community
gardens within the TCH communities and how to use community gardens to
realize other aims. To create this strategy The Toronto Community Food
Animators consulted with over 200 people – residents, agency partners, and staff
at various levels in TCH.
Through these participatory consultations, the Animators heard about how
important community gardens are to realizing the aspirations and desires of TCH
residents and staff. The Animators also heard about the challenges that stand in
the way of more community gardens developing and that limit the potential of
existing gardens. The Animators heard many great ideas for how to address
these challenges and create more positive outcomes for residents and staff in
TCH. It is clear that resident engagement is a top priority, particularly
engagement that is respectful of all stakeholders.
This strategy describes nine Strategic Opportunities and twenty-two associated
Action Items for using community gardens to enhance TCH’s strategic goals.
Each Strategic Opportunity is an overarching approach that TCH can use to
realize its goals. Each Strategic Opportunity is broken down into concrete
actions. In order guide the process of selecting and implementing these actions,
each action is described in detail including the benefits and potential challenges
to the initiative, partnerships that could help to realize the initiative, an
implementation plan, how to evaluate the success of the initiative, and the cost
implications of implementing the initiative.
If implemented, these initiatives will not only lead to an expansion of the number
of gardens in TCH, but also will spur many new activities that will build on the
success of gardens to create vibrant, livable communities, reduce poverty,
promote resiliency, and more.
As the twenty-two Action Items cannot all be undertaken at once, the Animators
have selected the six actions that we believe would serve as useful pilots for
implementing this Community Garden Strategy. Implementing these six pilots will
not only have an immediate impact, strengthening TCH gardens and
communities; they will also prepare the ground for implementing the other actions
described in this strategy.
This Strategic Plan also includes four resources that will be very useful in both
the initial implementation of the strategy, and its on-going realization. The
updated list of TCH community gardens shows where there is already energy for
community gardening that can be built on, and where further animation is
needed. The Resource Guide provides a list of funding opportunities and
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resources to facilitate acquisition of those funds. The Train-the-Trainer Manual
can be used by TCH staff or outside facilitators to develop the necessary skills
and knowledge in the staff and tenants. Finally, the Evaluation Materials will help
to measure the successes from implementing the strategy, and to focus future
activities on areas where there is the greatest impact.
This Strategic Plan is not intended to be read and placed on a shelf. The
Animators intend this to be a document that comes to life in the actions of TCH
management, staff, residents and partners. It is our hope that people will return
to this document again and again as actions are implemented reflecting on where
we have come to, what has been most effective, and where we might go next.
The Toronto Community Food Animators look forward to seeing this Community
Garden Strategy come to life!
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Our Gardens
WRITTEN BY A TORONTO GARDENER IN A TCH NEIGHBOURHOOD
The act of growing food for our families has allowed us to eat healthier, connect
to the land around us, and to create a link with our homes, which many of us
have left behind.
The act of growing food on land that was previously empty has created a place of
beauty, sometimes chaos, but full of vibrant colours which has shaped a sense of
pride and ownership over what is around us.
Together, with our neighbours, we have learned to grow food that is familiar, and
recipes for what is unfamiliar. We have acted collectively to become leaders and
growers. To learn each other’s cultures through potlucks, celebrations, and the
simple act of being curious about what is being grown.
There are times with conflict and anger as the rest of our lives overwhelm us.
But where else to figure it out…to trust that something good can happen?
There was a time we felt unsafe, and still there are times we do…but less because now we know the person down the hall, the child upstairs, or the senior
that needs some support, who has taught us all we know about growing.
Our youth, who we sometimes fear, have sweat as they dug gardens, gotten dirty
as they planted seeds, have dreamed with us about our future. And now we feel
hope.
These are our gardens. This is the food we grow. In the communities we’ve
created.
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Toronto Community Housing: A Place to Grow
Toronto Community Housing already has over 120 gardens on TCH property.
The focus of this strategy is to not only increase the number of community
gardens, but to ensure that all gardens are strong, sustainable and healthy; this
refers not only to the food and flowers that are grown, but to the people who are
gardeners and leaders as well.
The strategic opportunities and the resulting actions are based on what
residents, staff and partners have said they want more of. There are already
successful models and projects that TCH can look to for direction both within
these 120 gardens, and other gardens that are close to TCH communities.
Toronto Community Housing’s foundational principle of resident engagement,
modeled in the budgeting process and tenant representation, reflect the values of
many organizations and groups who work within TCH communities and with
residents. These common values support future collaborative relationships.
Residents are excited about increasing gardens for many reasons, including:
• Increased food access
• Connecting to each other
• Meeting new people and building friendships
• Feeling safer and less isolated
• Learning about new cultures and
• The possibilities gardens represent for green houses, composting, fresh
produce markets and other food-related projects.
A cross-section of children, youth, adults and seniors continue to play integral
roles in community gardens. This strategy aims to engage all ages, but
especially to focus on youth and seniors as they have energy, time and unique
perspectives to share with the community.
Toronto Community Housing has already funded multiple food projects, including
community gardens through the Social Investment Funds, tenant engagement
money, landscaping overlap (food instead of flowers, gardens instead of grass),
and supported a Toronto Community Food Animator in Scarborough who helped
start two gardens and other food projects. Gardens have hosted tours and
network meetings and TCH gardeners have provided inspiration to gardeners
citywide at community garden trainings.
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There have been many successful partnerships that grew between local
organizations and community gardens including Horn of Africa Parents
Association and Warden Woods Community Centre, city departments such as
Lawrence Heights Community Centre and Regent Park Community Health
Centre, and citywide organizations such as the Toronto Community Food
Animators. It is this partnership-focused precedent that will drive this community
garden strategy forward in making strong, sustainable and healthy gardens.
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Defining Community Gardens
For the purpose of this strategy and throughout the consultation process,
community gardens are defined as a place where people come together to
grow food.
Non-edible flowers, native plants, and herbs were also discussed during the
consultation as an important complement to edible plants. The overwhelming
feedback we received throughout the process, however, was to focus the
strategy on food.
Community gardens can be in containers, in the ground, or on rooftops; a
collection of individual plots, a large community plot, or a mixture of both.
Community gardening is different from allotment, backyard, or balcony gardening
in its community focus: the people growing in the garden share ideas,
resources, and experiences rather than working alone.
Throughout this process we focused our energies on food growing. However,
other food initiatives, such as community kitchens to cook food together;
composting to turn food scraps into soil, and markets to sell food, were brought
up consistently by all the consulted groups. These complementary food initiatives
are also discussed when appropriate.
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What makes for a successful community garden?
In order to guide the implementation of this strategy, the following describes what
activities and qualities make successful community gardens. The following
community garden best practices were gathered through consultations with
gardeners, partners, and staff about their experiences with TCH gardens. These
ideas are further developed in the Community Garden Training series.
Shared Leadership
• More than one person making decisions
• Active coordinators
• The people who are most active in organizing the community garden are also
involved in other community groups and activities
Shared work
• Delegation of activities, based on interest and energy
Shared fun
• Facilitating social events, celebrations, potlucks, barbeques, and festivals
as a way to bring people together
Shared Communication
• Clear channels of communication
• People know who to talk to for what
• People are pro-active about bringing their concerns to each other and
addressing them in positive ways
Shared Decision making
• Participatory process
• Transparency in process and funding
• Everyone participates in some way with making the big decisions
• Meetings are well-facilitated
Shared Vision, Guidelines and Plan
• Guidelines are created and signed by everyone!
• People have a sense of what they want to accomplish together. They have
ideas about how they will do this
• Commonly understood group values
Regular contact
• People meet, talk and work together on a regular basis throughout the
year
Everyone can participate and everyone feels welcome
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•
•
•
•
•
•
•
•

The community garden is user-friendly
It is physically accessible to people of all ages, sizes and abilities
The spaces and signage are positive and welcoming and in different
languages
Information about the garden is accessible to all
What goes on in the community garden group is transparent and understood
by all
People feel like they are heard when they want to be heard
People feel like they have the ability to shape the direction of the group
People feel safe with each other

Presence in the Community
• The surrounding community recognizes the garden as a valuable part of
their neighbourhood.
The Garden has Partners
• The community garden group, supported by staff, approaches local
organizations and support staff as potential partners pursuing shared
goals
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Create regional
greenhouse hubs and
demonstration centres

Leverage existing resources
as assets

Create enabling
processes supported
by internal TCH
designated staff or
external partners

Provide training for
gardeners, leaders
and staff

Utilize gardens for
employment
opportunities of youth
and adults

Use change
processes to
create new and
enhanced
community
gardens

Develop
partnerships
and
collaborations

Create
opportunities
for supportive
peer learning

Provide
infrastructure
support to gardens

Strategic Opportunities to Increase
Successful
Community Gardens
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Strategic Opportunities to Increase Successful
Community Gardens

In creating this community garden strategy for Toronto
Community Housing, we followed four guiding principles,
which were developed through the consultations.

1) Engagement of residents, particularly
youth and seniors is a priority.
2) Existing configuration of staff job
descriptions does not allow for increased
responsibilities.
3) Toronto Community Housing is looking to
partner internally and externally to meet the
goals of increasing community gardens.
4) Employing residents as a way to
implement actions is fundamental
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Composting at FoodShare

Good Food Market at Lawrence Heights
TCH Community

STRATEGIC OPPORTUNITY #1
Use Gardens for Employment Opportunities
for Youth and Adults
Actions:
1) Hire tenants for landscaping and promote beautiful,
edible landscaping
2) Create an organic composting program modeled after
FoodShare’s mid-size composting system and the
Recycle Animators program
3) Support gardeners in supplementing their income by
selling produce
4) Think big and think farms as employment for youth,
adults, and organic produce markets for the community
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Strategic Opportunity #1:
From Consultation to Action

•
•

•

•

•

•

•
•

•

•

TCH residents mentioned tenant involvement in landscaping as an
ongoing issue
Community agencies that work with TCH residents also saw an
incredible opportunity in enabling residents to do the landscaping
work at their buildings
It was seen as a possibly cost-neutral measure that could increase
a sense of ownership and community pride and also reward
residents for the work that they are already doing
Management highlighted a successful project at the Central
directorate where a group of tenants registered a business
together, bid for a landscaping contract at their building and won
the bid
Quote from a Frontline staff “love the idea of leveraging
landscaping resources . . . TCH needs to listen as HSI and others
are not effective. Tenants can be paid to do better jobs and TCH
needs to dictate the quality of work we want. Less grass to
cut=More Local Grown Food.”
Staff also expressed a preference for seeing more youth
involvement figured into such recommendations and any pilot
projects that come out of them
The greatest interest in employment opportunities around
gardening was expressed by youth
They saw community gardening as something that can “generate
monetary value in the community,” enable “people to get involved
in community work” and “support diverse community interactions.”
Youth also wanted “to be able to grow produce for the market” for
supplementary income and to have aspects of the program “give
youth something to do that will open our minds to issues of
sustainability”
Many tenant garden leaders expressed interest in scaling up their
composting operations
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Strategic Opportunities #1: Utilize gardens for
employment opportunities of youth and adults
ACTION 1: HIRE RESIDENTS FOR LANDSCAPING AND PROMOTE
BEAUTIFUL, EDIBLE LANDSCAPES
Introduction
Many TCH buildings have residents who have approached property management
staff about contributing their services for landscaping. In many cases residents
maintain flowerbeds on a volunteer basis. Since there are locations where
residents are investing their efforts and skill into building and beautifying their
communities, we recommend that for locations where landscaping work is
typically contracted out to non-union workers, TCH give priority to local resident
job seekers who live within the community. Hiring residents to do landscaping
work and promoting edible landscaping is a way to develop a more localized
economy and a way to ensure that oversight of community resources and
planning comes from within the community that has the greatest stake in it.
We recognize that at sites where there is a union contracted to do landscaping
work, there is a barrier to hiring residents. We suggest that TCH pro-actively
explore enabling processes for sites where there is no union contracted.

What does tenant-led edible landscaping look like?
A tenant employment initiative such as this will require an investigative phase, a
scan of TCH properties to determine appropriate sites for initial implementation,
flexible policies about landscape use, and a support team for a pilot.
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Activities
• Connect with people involved at sites where residents have been hired for
landscaping (for example, HydroBlock). Evaluate the successes of this
project and identify lessons learned.
• Investigate methods of compensation that are possible and their
implications for TCH as well as for residents’ continued access to the level
of social assistance benefits they need.
• Investigate legal implications and requirements—Will the resident(s) have
to register a business in order to get a contract? What kinds of liability
issues arise and how can they be addressed?
• Identify sites where landscaping work is currently contracted out. Bring in
a consultant from a partner organization that has expertise in urban
agriculture to study the sites to assess what the landscaping needs might
be, if the scale of work would be appropriate for a pilot, and to consider
how the work and equipment needs may be different if the landscape were
converted to edible-ornamental plantings.
• Identify a few sites where the scale and complexity level would be
appropriate for a pilot. Allow for landscape changes to enable low-tech
maintenance, for example, rather than having to use a ride-on lawnmower
for cutting grass, residents could replace grass with herb gardens that
don’t require specialized equipment for maintenance.
• Outreach to residents at these sites to promote the opportunity and to
gauge interest.
• Establish a support team for the pilot including property manager,
superintendent, Health Promotion Officer, and a partner community
agency.
• Negotiate expectations with the resident(s) to be involved in a pilot.
• Document and evaluate performance of the project.
• Create a resource guide for hiring residents in landscaping at sites where
such hiring would be job-neutral for unions.

Resources
•
•
•
•
•
•
•

Skilled and interested residents
Knowledge and understanding of relevant regulations
Staff time for designing a hiring process
A consultant to conduct site assessments
Diverted funds to pay residents for their services
Some seed funding for equipment
Cross-departmental staff support and coordination
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Partnerships
Internal
• Operating Units - Superintendent of Building
• Community Health Unit
• Community Economic Development
• Youth/ Seniors Engagement
• Community Animators/ Resident Garden Leaders
External
• Local and city-wide agencies working with TCH gardens

Benefits
•

•
•
•

Residents are typically more aware of how their surrounding spaces are
used and can make more informed decisions about managing these
spaces
Knowledge, experience, and skills of community members can be
harnessed within the community
An increased sense of ownership and community pride
Creates a model for local hiring

Potential Challenges
•
•
•
•
•
•

•

Residents may need business planning and management skills training
There may be fees and processes related to accepting contracts, that
could deter tenant groups
Residents may need to register a business in order to be hired
Ensuring all potential liabilities are covered
Equipment costs—this could be resolved in partnership with
Residents that are hired could experience cutbacks in their social
assistance benefits or their rents may go up due to additional income—
residents could be paid in honorarium (gift certificates or a Metro pass)
Many of these challenges can be resolved through skill sharing amongst
tenants, through workshops, or partnerships with other organizations
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Evaluating Success
•
•
•
•
•

Number of work opportunities created for residents
Dollars diverted to residents
Resident satisfaction
Carbon emissions saved through changed landscape approaches
Amount of local food produced through shifting to edible landscaping
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Strategic Opportunity #1: Utilize gardens for
employment opportunities of youth and adults
ACTION 2: CREATE AN ORGANIC COMPOSTING PROGRAM
MODELED AFTER FOODSHARE’S MID-SIZE COMPOSTING SYSTEM AND THE
RECYCLE ANIMATORS PROGRAM
Introduction
One of the barriers to increasing community gardens in Toronto Community
Housing is access to rich, healthy, organic soil. Composting can provide many
benefits including employment, access to soil, waste diversion, and more.
Rather than sending food scraps to a landfill, residents’ organic waste can be
composted onsite to create rich soil for growing food and employing residents.
The composting program would train TCH community members so that they can
compost their community’s organic waste. It would also support them in the
education and community organizing process necessary to run a community
composting system.

What does community-composting look like?
When done according to best practices, composting can be relatively odorless,
can quickly turn from food scraps to soil, and can process large volumes.
Running a mid-scale community based compost system requires that a
dedicated person or group of people to learn the skills necessary and that they
receive support in establishing and running the system.
Step 1: Indentify sites & recruit compost facilitators
• TCH hires or designate a compost animator to bring to life community
compost systems
• The compost animator will use the Where Are All the Gardens? list
(attached) to find two compost facilitators from each TCH community
wanting to start up their own mid-scale composting operation. Beginning
with five pilot projects would ensure that lessons learned can be used in
starting new projects.
• Extra attention will be given to trying to recruit youth as the facilitators.
• The compost animator will support the compost facilitators in working with
building staff and residents to receive approval to set up composting
systems.
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Step 2: Train compost facilitators at FoodShare and start three-bin composter in
their home community
• FoodShare has an exemplary composting program and manages a similar
volume of waste to a medium-sized TCH community.
• The compost facilitators would apprentice at FoodShare for one to three
months, working one to three days a week, to learn about best practices in
the composting process and about the logistics of collecting the food
scraps.
• At the same time as the training at FoodShare, each compost facilitator
would be given a three-bin composter with which to practice in their own
community.
• The compost animator would support the compost facilitators in choosing
a location for the composting yard by talking with building staff and
residents to choose the most logical site and by helping educate about the
benefits of good composting.
Step 3: Community meetings to recruit and educate a small number of food
scrap suppliers in the community
• During the apprenticeship phase, while the compost facilitator only has a
three-bin system, the flow of food scraps would be only from a section of
the building.
• The compost animator would help the compost facilitators to source inputs
from a few families by holding a meeting for all of the gardeners in the
community to explain what can and cannot be included in the composter
and setting up a collection system that works for them.
Step 4: Form a compost committee
• While recruiting food scrap suppliers and apprenticing at FoodShare, the
compost facilitators will also create a compost committee.
• The role of this group would be to help with:
o The logistics of waste collection
o Some of the composting itself
o Education in the community about logistics and what can be
included in the bin
•

•

Each community can structure their committee according to the desires of
the group. One way would be to structure the group loosely like a cooperative. Members sign on, agree to do a certain amount of work, and in
return, receive a certain share of the compost (gardeners from the
community or from nearby communities would be good candidates for this
model). This would give incentive for continued participation and for the
production of a high quality product.
The idea behind this committee is to lighten the workload for the compost
facilitators, to build in a diversity of skills, and to give the faciliators back
up in case they need to go away for a week or get sick for a short period
of time
TCH Community Garden Strategy 2010
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Step 5: Practice with three-bin composter in community with support of the
compost animator
• After the apprenticeship phase, the compost facilitators and compost
committee would continue to work in their community at the scale of a
three-bin composter, but now with greater independence
• The compost animator would check up on the facilitators, doing site visits,
answering questions, supporting on the production/ science end as well as
the logistics and public education side.
Step 6: Scale up composting yard and inputs from community members
• Gradually, as the compost facilitators and committee become more and
more confident in their abilities, and as community understanding and
support builds, the compost yard could be gradually expanded to include
more bins.
• As the compost yard expands, the compost facilitators, compost
committees, and existing food scrap suppliers will work together to
educate other community members in what to include in compost and
expand the base of people supplying food scraps.
Step 7: Ongoing support and trouble shooting from compost animator
• The compost animator will organize networking events for the facilitators
and committee members for peer-learning and support
• The animator will provide direct support when needed
Step 8: Evaluation and improvement of program
• See Evaluation section below
Step 9: Replicate successful program in other communities, adapting approach
using lessons learned.
Logistics of Organic Waste Collection
Each building has a different culture and a different physical layout, so the
collection system should be catered to these needs. Here are two potential
options:
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Option 1
• Once or twice a week the compost facilitators could be in the compost
yard for a regular scheduled time (for example 3-6pm every Wednesday
and Saturday).
• Community member could collect food scraps in a Greenbin container and
bring it down to the facilitators in the yard to be composted
• The advantage of this option is that it brings community members and
facilitators directly in contact with each other so allows for education (if the
community member is including the wrong things in the bins, a facilitator
could initiate a conversation about it)
• The disadvantage is that it relies on community members to deliver food
waste, and may miss out on people who do not know about the benefits of
composting. If a resident misses the time to drop off the compost, they
may throw it out rather than wait until the next composting day.
Option 2
• An extra bin could be put into garbage rooms for organic waste
• 3 or 4 times a week the compost facilitators and committee could collect
• The advantage is that the compost team could do the pick up on a more
flexible time schedule. It is also potentially easier for residents to sort trash
in their garbage rooms rather than walking the waste outside (resulting in
higher percentage of waste diverted).
• The disadvantage is that without the opportunity for face-to-face
education, the inputs could be very contaminated and mean the compost
team will need to do a lot of sorting, which is not a fun task.

Resources
What
Compost animator’s wage
Compensation for compost
facilitators
Compensation for compost
committee
Materials to build compost bins
Tools
A shed or other tool storage space
Greenbins for collecting food scraps
Workshop and meeting materials

Cost
Could be covered by a grant
Hopefully could be covered by cost
savings in solid waste removal
In a share of compost
Could be covered by a grant or donation
Could be covered by a grant or donation
Could be covered by a grant or donation
Hopefully could be covered by cost
savings in solid waste removal
Could be covered by a grant or donation
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•
•
•

•

•

The savings in the solid waste budget from diverting garbage could ideally
fund the part-time wages for the compost facilitators (see Action 10).
Some of the end product of compost could also be sold to generate
income to pay for the program.
Compost facilitators could be paid in honorarium such as gift certificates to
a grocery store or metro passes if they prefer (so as not to create issues
with social assistance payments).
The compost animator can create a guide for mid-scale composting in
TCH buildings and other educational materials for the facilitators to use in
their communities
Educational materials about what can and cannot be included in the
compost can be created in many languages

Partnerships
Internal
• Greenworks Program - Community Recycling Animators
• Operating Units - Superintendent of Building
• Community Health Unit
• Community Economic Development
• Youth/ Seniors Engagement
• Community Animators/ Resident Garden Leaders
External
• FoodShare Toronto
• City of Toronto - Solid Waste Management
• Natural Resources Canada -- Climate Change Program
• Agencies working with TCH gardens – Toronto Food Animators
• LiveGreen Toronto and City of Toronto Environment Office
• Non Profit Environmental Groups
• Charitable Foundations (Laidlaw)

Benefits
•
•
•
•
•

Waste diversion and associated cost savings
Tenant engagement and education
Production of high quality soil within TCH communities
Health benefits from physical activity
Opportunities for part-time employment

TCH Community Garden Strategy 2010

28

Potential Challenges
•
•

Resistance to the program due to lack of interest or lack of understanding
Difficulty in recruiting and or retaining compost facilitators

Evaluating Success
•
•
•
•
•
•
•
•
•

Retention and good experiences of compost facilitators and committee
members
Number of residents participating in waste diversion
Volume of waste diverted
Resident complaints related to composting
Increases in public awareness about what should be included
Dollars saved from composting
Carbon emissions saved from composting
Volume of humus generated
Financial sustainability of the program
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Strategic Opportunity #1: Utilize gardens for
employment opportunities for youth and adults
ACTION 3: MARKET GARDENS: SUPPORT GARDENERS IN SUPPLEMENTING
INCOME THROUGH SELLING PRODUCE FROM GARDENS

Introduction
This action is for TCH staff, residents, and agencies to allow, encourage, and
support residents in growing extra produce in their gardens to sell to fellow
community members.

What does a market garden look like?
TCH can create market gardens in many different ways. Creating a market
garden could be as simple and low intensity as encouraging frontline staff to let
tenant gardeners set up a regular stand in the lobby or in front of the building to
sell extra produce from their garden. Alternately, new gardens could be set up, or
existing gardens modified to specifically focus on production for markets.
Produce could be sold at an on-site market or at other neighbourhood markets.
The Toronto Community Food Animators (TCFA) hold annual workshops on how
to start up and sustain community markets. TCFA already supports 17
community markets in TCH neighbourhoods across Toronto. A partnership with
TCFA could help gardeners build skills and capacity to run markets that become
community hubs for food access and social interaction. TCFAs or other local
agencies could develop and deliver resources and workshops around how to
plan crops, harvest, wash and prepare produce if the intent is to sell at market
(including food handler best practices).
A market onsite could be one sales option but as the gardeners get more adept
at growing for sale, they could also sell to local restaurants or caterers.
Step 1: Create a workshop and information package on Market Gardening
• Hire the Toronto Community Food Animators to modify existing workshops
on How to Start a Community Market to include specific information about
market gardens
• The information package would be a toolkit for staff and agencies to
support tenants. It could also be used directly by tenants. It could include:
o Crop planning charts
o Fundraising guide
o Tip sheets on how to set up a market
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Step 2: Communication strategy
• Create a communications strategy so that frontline staff know to
encourage residents to sell their excess produce
• This could be part of an overall communications strategy put out for the
TCH Community Garden Strategy
Step 3: Delivery of workshops
• Toronto Community Food Animators delivers workshops on market
gardening to interested gardeners, TCH staff, and agencies.
• The workshop could cover all they need to know about selling produce
from their garden.
o Crop planning
o Harvesting for sale
o Wash and prepare for market
o How to create a welcoming market space
o Money handling skills
Step 4: Evaluate and adjust
• During the pilot year, before doing a second year of workshops
• See below evaluation section for more detail

Resources
•
•

Workshop on how to run a market garden
Communications materials on how to encourage, enable, and support
gardeners in selling produce from their gardens

Partnerships
Internal
• Frontlines staff to promote and enable this program
External
• Toronto Community Food Animators to modify an existing workshop on
community markets and deliver it to TCH gardeners, staff, and agencies
• Agencies supporting community gardens in TCH buildings to support
gardeners in selling their produce
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Benefits
•
•
•
•
•

Provides access to high-quality fresh produce for residents who do not
have the time, ability, or interest in growing their own food.
Improved community health
For gardeners, this is way to supplement income
Builds relationships within the building (eating the food someone in your
community grew creates a bond)
A community market space can be a place for social interaction, it can be
a safe space in the community

Potential Challenges
•

Markets do well when there is a diversity of fruits, vegetables, and other
wares to buy and when they happen at a predictable and regular time. If
someone is just selling a few spare veggies occasionally, people may not
know about the market and the gardener may not get good sales.

Evaluating Success
•

•

At the end of a workshop participants will be asked to evaluate the value
of the session and identify any missing pieces. Facilitators will modify the
workshop based on this feedback before the next session
The success of this program will be evaluated by checking back in with
workshop goers later on in the season to ask:
o How many customers have come to your market?
o How much produce have you distributed in your community?
o How many days did you hold the market this season?
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Strategic Opportunity #1: Utilize gardens for
employment opportunities of youth and adults
ACTION 4: THINK BIG AND THINK FARMS: EMPLOYMENT FOR
YOUTH, ADULTS, AND ORGANIC PRODUCE MARKETS FOR THE
COMMUNITY

Introduction
Some TCH buildings have large amounts of under-used greenspace. If the
interest exists in the community, these spaces could be turned into urban farms.

What does a TCH farm look like?
Urban farms range in size, starting with a quarter or half acre of land with
standardized beds oriented toward production of lots of food. Depending on
growing methods and the way that produce is sold, a half-acre can generate up
to $50,000 worth of vegetables a season (SPIN Farming Manual 2008).
These farms would be best created in partnership with organizations that have
experience setting up and sustaining urban farms, such as FoodShare,
FarmStart, FoodCycles, or African Food Basket. These organizations provide
farm management expertise and hire youth or adults from the community to run
the farm. Their focus is on building skills and capacity for greater leadership from
the community in the project and on transfering these skills into other
employment in agriculture or food. Over time someone from the community could
be hired to be the farm manager.
Step 1: Identify a site with ample space, interested residents, and supportive
staff
Step 2: Identify a partner organization to support the start up of the farm
Step 3: Hire youth interns/ community participants
Step 4: Build infrastructure, establish relationships with residents, staff, partner
organizations, a greenhouse, customers
Step 5: Establish a market in the community (see Action 3)
Step 6: Learn from what is, and is not, working and adjust operations
Step 7: Apply for more funding
Step 8: Pass off coordination to community members

This project may take a year or two of planning and relationship building before it
starts to become a reality on the ground. Once the infrastructure begins to get
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built it may take a couple of years to iron out the details of how the produce will
be grown and distributed, how to work with community members/ youth interns,
etc. This would be a long-term project.

Resources
Resources Needed
Wages for a farm manager

Compensation for farm workers
and youth interns from the
community

Inputs (seeds, compost)
Tools

Shed
Greenhouse space

A cooler
Lumber for raised beds
A wash station

Potential Sources of Funding
Initially this could come from grant funding in
partnership with an agency but eventually it
could be funded, at least in part, through
sales of produce
Compensation could be in a share of the
produce harvested, learning, or an
honorarium such as a metro pass or gift
certificate for a grocery store, so as not to
cause issue with social assistance payments
Could potentially be covered by income
generated from sales of produce
Funded through a grant or donation from a
hardware store or tool sharing for some
things (See Action 6)
Funded through a grant or donation from a
hardware store
Could be rented or donated in partnership
with a local school or a greenhouse hub (See
Action 5)
Funded through a grant or donation
Funded through a grant or donation from a
hardware store
Could be relatively basic set up, having
reliable access to water and a shaded area
are the main things

Much of the infrastructure and staffing costs could be covered by grants and
donations if this was done in partnership with a non-profit organization

Partnerships
Internal
• Social enterprise department
• Frontline staff
• Maintenance staff
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External
• An organization, like FoodShare or Afri-can Food Basket, that has
experience starting and running community farms
• The CRAFT (Collaborative Regional Alliance for Farmers Training) — this
is an internship program for people wanting to explore a career in
agriculture. Linking in with this group would help interns on this farm learn
more broadly about farming as a profession and to connect with other job
possibilities www.craftontario.ca
• The Boston Food Project—this is an amazing community farm project in
Boston. They have great manuals on running youth-led community farms.
http://thefoodproject.org/
• FarmStart is an Ontario based organization that supports the start up of
new farms. They could help support this start up process by directing
organizers toward educational and monetary resources www.farmstart.ca
• FoodCycles is an educational urban farm in North York that runs
workshops on different aspects of urban farming www.foodcycles.ca

Benefits
•
•
•

The potential to produce a large amount of fresh produce to be sold to
community members
Internship opportunities for youth and adults in the community, to build
transferable skills
Improved community health from greater access to high-quality fresh
produce

Potential Challenges
•
•

Running a farm can be logistically and economically challenging
The project would, at least initially, be dependant on outside sources of
funding to hire a farm manager, build infrastructure
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Evaluating Success
Some indicators of success could be:
• Number of youth trained in urban farming
• Resulting job opportunities from farm training
• Amount of good healthy food distributed because of farm
• Improved health of residents of the building from eating food from urban
farm
• Financial sustainability of the farm after initial start up phase
• Degree of community control over project
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Youth working in
FoodShare’s greenhouse

Afri-can Food Basket helping dig
in a garden with a rototiller

STRATEGIC OPPORTUNITY #2
Create Regional Hubs that support food
initiatives
Action:
5) Create regional greenhouses
6) Create regional tool lending library
7) Hire Regional Animators
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Strategic Opportunity #2:
From Consultation to Action

•

•

•

•

•

•

Consultation with the TCH Directors indicated that in order to move
the recommendations in the strategy into reality, what is needed
more broadly is “determining how to connect social housing to the
food security movement”
Frontline staff also felt that in a community gardening strategy “the
importance of Food Security should be emphasized and messaged
in a way that different positions can play a role and are held
accountable for the work”
Key advisors to the Toronto Community Food Animators noted that
“there are several things happening [against the backdrop of the
TCH community gardening strategy– Food Centres, Animators, the
Toronto Food Strategy – [formulating] how these things all work
together” is a critical piece to ensuring the success and
sustainability of TCH’s community gardening initiative
In consultations with residents, one of the most popular solutions
to emerge was the notion of a regional hub for greenhouse
production, composting training, capacity development,
demonstration of best practices, or some feasible and evolving
combination of these
The idea of regional hubs was seen by residents as bringing
together many other recommendations, such as enabling
knowledge exchange and organizing in the community, creating
opportunities for income supplementation, allowing for more
affordable food production, and building community resilience
Community agencies also saw regional hubs as sites for future
innovation around food and greening initiatives

Strategic Opportunity #2: Create Regional
Hubs that support food initiatives
ACTION 5: CREATE REGIONAL GREENHOUSES
•
•

Employ resident and youth gardeners to grow and supply seedlings for
TCH gardens and landscaping
Hire TCH garden leaders as staff to lead the regional centre
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Introduction
A greenhouse initiative creates the potential for a resident led social enterprise
that supplies community members with culturally appropriate seedlings in the
spring. Seedling production is seasonal, so in the non-seedling time, the
greenhouse operations could also produce food in winter. This initiative would
create a “green economy” and neighbourhood-based employment in
communities characterized by higher unemployment rates and a diverse range of
socio-economic barriers.
Food gives a sense of comfort and grounding away from home. Most of TCHC
residents come from an immigrant, ethnic or racialized background. Having
access to a diverse range of culturally appropriate vegetables that are not readily
accessible in mainstream superstores is of significant value.

What does a regional greenhouse hub look like?
A regional greenhouse hub produces seedlings to be used in TCH community
gardens in the region. It also produces food in non-seedling production times. It
does so in a way that:
• Is culturally appropriate
• Provides employment
• Engages the community
• Supports the development of healthy and vibrant neighborhoods

Steps in Developing a Seedling Greenhouse Social
Enterprise
Implementation Plan
Activity
Step 1: Assess skill capacity and economic feasibility of
project
Step 2: Establish and develop tentative model for resident
engagement
Step 3: Identify residents interested in greenhouse seedling
initiative
Step 4: Assess resident skills and areas of interest
Step 5: Determine suitable location and site for greenhouse
operation
Step 6: Develop partnerships for capital infrastructure and
operating costs
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1 to 2 years
1 year
3 months
6 months
6 months
3months
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Step 7: Build greenhouse and provide skill building training
for residents involved in initiative
Step 8: Provide coordination and maintenance support in the
early stages of project
Step 9: Evaluate the success and challenges of model
initiative

1 to 2 years
1 to 2 years after
project
commences
1 to 2 years after
project
commences

Step10: Replicate in other regions

5 years after
project
commences

Resources
•
•
•
•
•
•
•
•

Skilled and interested residents
Greenhouse site
Capital infrastructure financing
Greenhouse operating costs
Resident honorarium or incentives
Early stage greenhouse expert support in partnership with an agency
Staff time support to coordinating greenhouse activities
See table below for cost estimates for the initiative

Estimated Economic Analysis of a Greenhouse Seedling
Enterprise
Projected Greenhouse Infrastructure and Operating
Costs
Cost per Sq ft
$/sq ft
Estimation for a 20 ft X 15 ft
300
Greenhouse
Total Area of Greenhouse Sq ft
Site preparation
$
5.00
Greenhouse capital infrastructure
$
50.00
costs
Annual Greenhouse operating costs
$
3.50
Other
Resident Incentives
5 months /3days per
week/ 6hrs/wk/9 staff @
$15/hrs
Total Estimated Cost
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$

$
$

1,500.00
15,000.00

$

1,050.00

$

48,600.00

$

66,150.00
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Partnerships
Internal
• Greenworks Program — Community Recycling Animators
• Community Economic Development and Social Investment Fund
• Youth/ Seniors Engagement Workers
• Community Health Unit
• Partnerships
External
• Agencies working with TCH gardens – Toronto Community Food
Animators
• LiveGreen Toronto and City of Toronto Environment Office
• Non Profit Environmental Groups
• Charitable Foundations (Laidlaw)

Benefits
•
•
•
•
•
•

Generates a common space and place that promotes inter-generational
and inter-cultural interactions
Provides an opportunity for residents to grow culturally appropriate
vegetables
Offers alternative approaches to creating employment opportunities for
residents
Access to low cost and self-managed seedling supply for residents and
TCH
Reduces TCH’s carbon footprint by providing seedling to grow local food
Generates “green” economic opportunities for residents and TCH
neighbourhoods

Potential Challenges
•
•
•
•
•

Initial capital costs to construct greenhouse infrastructure
Funds to operate and staff the greenhouse
A need for training and capacity building to run the greenhouse
Appropriate space to site the greenhouse
A supportive host community

Evaluating Success
Some indicators of success could be:
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•
•

•
•
•
•

Number of residents employed
Diversity of membership of residents employed based on:
o Gender
o Age
o Cultural background
Number of hours residents employed and engaged
Number of seedlings produced and distributed
Types and varieties of vegetables produced
Number and strength of partnerships and collaborations developed
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Strategic Opportunity #2: Create Regional
Hubs that support food initiatives
ACTION 6: CREATE REGIONAL TOOL LENDING LIBRARY
Introduction
When a garden is first starting up, the gardeners may need a rototiller or sod
cutter to dig in the garden. If a garden hosts a large volunteer workday and
needs an extra 20 shovels for one day, it doesn’t make sense to buy all of these
shovels. Similarly, a garden may be scaling up and may want to use a seeding
tool to plant in their beds; but they may not have the money to buy one and
would only need to use it few times throughout the season. There are certain
times in the season when short-term use of specialized tools or a particularly
large quantity of tools can support gardeners in their work. The idea would be to
provide access to these tools through a tool-sharing library.

What does the tool lending library look like?
The tool library could be administered by partner organizations, such as local
agencies working in TCH communities, a hardware store chain that already rents
out tools, or by TCH staff. The library tools would be for short-term use rather
than for ongoing use. For longer-term use of tools, gardeners should secure their
own tools.
The library could potentially include:
• Rototillers
• Sod cutters
• Shovels
• Spades
• Hoes
• An Earthway seeder (a seeding tool that helps when you are seedling
large spaces, i.e. if garden was scaling up to be more of an urban farm)
• Wheelbarrows
• Rakes
• Forks
• A power saw
• Electric drill/ screwdrivers
• Measuring tapes
• Hammers
• Others upon request
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These libraries would be regional (one each in the east, west, central regions) or
even more locally based (multiple libraries per region), because transportation
would be the largest cost and logistical barrier. If a large request came in and
one regional library could not fill the request, the libraries could potentially lend to
each other’s regions.
Step 1: Approach hardware store chain such as Home Depot or Rona to explore
a partnership. This partnership could take a few forms:
• The store could donate tools to be lent out and administered by local
agencies or TCH buildings
• Many stores already rent out tools such as rototillers and saws. The store
could waive rental fees from their store when the tool was going to be
used by a TCH building (transportation
• The store could also provide support by donating a certain amount of time
annually to support with dangerous or skilled tasks (carpentry or rototiller
use)
Step 2: Approach local agencies or particular TCH buildings about being a host
for a regional tool lending library. In order to be a library site they would need:
o Storage space
o A way of transporting the tools to sites
o Someone willing administer requests
If these agencies are ones that support the start up of community gardens
already, they may be willing to do the administrative work in return for use of the
tools in their other projects (these tools would continue to be property of TCH).
They may also ask for some compensation for the price of transportation (gas
and or staff time)
Step 3: These libraries will start small, perhaps at first just with a rototiller & sod
cutter per region and then as requests for other types of tools come in these tools
will be added and more library sites
Step 4: Communicate to frontline staff, residents gardeners, and agencies that
the tool lending library is available. After partnerships have been negotiated and
the system is ready to go
Step 5: Library sites should track their requests so they can report to TCH:
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•
•
•
•
•
•
•
•

Type of request
Location of garden making request
Requests not filled (because the tool was not available or because timing did
not work out)
Tools missing
Tools needed
Tools in low availability
Quality of tools upon return (wear and tear)
Other notes

Step 6: Evaluation and adjustment
• After first year and again annually for the first few years of the project

Resources
What’s needed
Tools
Administering rental
process
Transportation costs
(vehicles, gas, staff time)
Storage space
•
•

Potential Source of Funding
By donation from a hardware store chain
In-kind donation from either hardware store chain
or local agencies that in return gets to use tools
Same as above
Same as above

An agreement for borrowers to fill out before they take out tools and a
process that ensures the tools will be returned
If the cost of transportation, administration, and storage is too much for
local agencies to absorb, a small user fee could be charged

Partnerships
Internal
• Frontline staff can promote the libraries to their tenant gardeners
• Someone will need to establish these partnerships with agencies and with
the hardware stores this could be someone internal to TCH or could be
hired out to an agency to set up this program
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External
• A partnership with Home Depot, Home Hardware, Rona, Canadian Tire, or
another hardware store could be an opportunity for donation of these tools
and potentially also a donation of time to help with more skilled or
dangerous tasks (power tools and rototillers)
• Local agencies supporting the start up of community gardens in TCH
buildings as host sites and as promoters of the tool lending library to
gardeners

Benefits
•
•

The lending library would help provide greater equity of access to tools
across TCH buildings, regardless of the availability of equipment locally
This would ensure that access to tools did not become a barrier to starting
or enhancing garden efforts

Potential Challenges
•
•
•

Cost and logistics of transportation of equipment
Cost of replacing worn or lost tools
How to deal with lost, broken or stolen tools?

Evaluating Success
Evaluation questions for library sites:
• How many requests are you receiving?
• Where in your region are they coming from?
• What tools are getting used?
• What tools are being requested that are not in the library currently?
• What have been some of the largest challenges to this program in your
experience?
• What have been some of the largest successes in your experience?
Based on the answers to these questions after the first year, adjustments could
be made. These could include:
• Adding extra library sites if the sites feel like they are needing to travel too
far or have too high of a volume of requests to handle
• Adding extra tools
• Shifting some tools from one location to another
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Strategic Opportunity #2: Create Regional
Hubs that support food initiatives
ACTION 7: CREATE REGIONAL COMMUNITY GARDEN ANIMATOR POSITIONS
Introduction
Community Gardens need start up and ongoing support. The processes of
organizing people, infrastructure support, dealing with conflict, creating
leadership teams, and finding funding require the abilities of well-skilled
community organizers. It is also very clear that there are residents with many
skills within TCH communities! The Toronto Community Food Animators
recommend ongoing paid positions focusing on Animation skills for the
sustainability of gardens. Community gardens have different needs at different
times. Strong start up processes that set the tone for great community ownership
and leadership, and ongoing support during conflict, changes in resident
leadership, or desires to grow require a paid staff position to ensure consistent
support. We are recommending that this support come from multiple paid
positions either within Toronto Community Housing, such as through the Green
Animators, hired community garden experts from residents, or hiring externally
through the Toronto Community Food Animators.

What are we recommending
We are recommending regional community garden animator positions to support
start up, ongoing leadership development, and the support of gardens in conflict,
training, fundraising, and development.
Option 1 – Expand Green Animators
Option 2 – Toronto Community Food Animators (see Action 14 for details)
Option 3 – Resident-based Community Garden Experts

What does a regional animator position look like?
We are recommending regional community garden animator positions to support
start up, ongoing leadership development, and the support of gardens in conflict,
training, fundraising, etc.
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Animators will be either situated within TCH or within a partnering organization.
Community Garden Animators would meet regularly, supporting each other in the
ongoing work of community gardens.
An Animator would be responsible for the following activities:
•
•
•
•
•
•

Support staff and residents in ongoing work with gardens, including how to
start and maintain gardens
Support gardens in training, finding funding, and the starting process
Facilitate building partnerships
Help create leadership teams
Support networking and tours
Evaluation of all aspects of the community garden initiative

Season
January – April
May – October

August –
November
November –
December

Activities
Training series, determining start-up gardens, resource finding
fundraising, what support gardens need
Building gardens, planting, garden leadership teams, festivals,
events, tending people and gardens, harvest celebration, and
compost support
Evaluation of gardens, story telling, tracking
Documentation, planning the new year, support of the green
house, and composting

There are three options for implementing this strategy:
Option 1 – Enhance the Green Animators role to include community gardens.
PRO:
• Already within Toronto Community Housing, with a set infrastructure and
support
• Have relationships within TCH
• Have already started various projects
CONS
• Little experience with using food as a tool to start projects
• Possibly less experience with funding, training for gardens, leadership
training, and partner building around gardens
• Within TCH, may not have awareness and connections with best
practices, partners, and resources for gardens outside TCH
Option 2 – Hire Toronto Community Food Animators
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This can be done for all the activities, or for the activities that require increased
capacity, such as leadership and partner development.
See Action 14 for further development of this option.
PROS:
• Toronto Community Food Animators already have experience with all
activities needed to make community gardens and other food projects
successful
• Have existing relationships with funders and experience seeking funding
• Have existing relationships with large scale partners such as Toronto District
School Board and Toronto Public Health
• Are ‘outside’ of TCH, and not part of the hierarchical relationships within TCH,
therefore are not perceived as having power over residents
• If housed with local agency, has benefit of networking, larger perspective in
relation to funding, and connections with other residents and groups that are
already doing work in community
CONS:
• Need to find ongoing funding.
• Not within TCH, making the relationship more complex
Option 3 – Resident-based Community Garden experts
Hire community garden experts to help support other gardens. See Action 17 for
a further development of this.
PROS:
• Have garden specific knowledge
• Have started gardens, can support other gardens in beginning
• With sister garden project (see Action 20) and garden demonstration sites
(see Action 18), this could provide some ongoing support in starting-up
and developing the garden
CONS:
• No overarching coordination of networking, tours, sister garden projects,
training, finding funds and building partners

Resources
What
Staff time
Project Costs – start up and ongoing
Networks, meetings, tours
Training
Transportation

Cost
Depends on who
and how many
$5000
$2000
$5000
$1500
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Partnerships
Internal
• Community Development
• TCH community garden leaders
• Green Animators
External
• Toronto Community Food Animators
• LiveGreen Animators
• Locally-based organizations

Benefits
•

•

Ongoing support of gardens through natural rhythms of start-up,
leadership development, loss of leaders, conflict, and ongoing training and
evaluation
Sustainability

Potential Challenges
•

Finding partners and sources of funding for these positions

Evaluating Success
Method: Key informant interviews with residents, staff and partners
Indicators of success:
• Number of gardens started and support, events, leadership teams,
• Number of gardens started after trainings
• Response of Animator support from residents, staff, and partners
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Lorna’s One Love Garden –
40 Gordon Ridge, TCH Building

STRATEGIC OPPORTUNITY # 3
Facilitate Change that Affects Gardens, in a
Way that Empowers Residents and Staff
Actions:
8) Facilitate neighbourhood-based strategies and
interventions that engage community gardening early in
the revitalization and change processes.
9) Ensure equal and increased garden plots when there is
change (does not have to be 40 together, can be
piecemealed – 6 here, 6 there)
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Strategic Opportunity #3:
From Consultation to Action

•

•
•

•

•

•

•

•

Residents, management, frontline staff and community agencies
were consulted on the barriers that community gardening faces
currently within the TCH system
Residents reported experiencing a lot of difficulties around
communication with TCH staff
The range of issues included:
o Lack of timely response (especially around an activity that is
seasonal)
o Unavailability
o Loss of relationships through organizational shuffling
o Lack of communication around the infrastructure needs of a
garden
o Unnecessary roadblocks
Through management interviews we heard that there often end up
being circuitous routes to getting things done for community
gardens
Management felt that what would help with this would be greater
awareness (and authorization) among on-site staff of how to
support community gardens through small interventions that make
a big difference and of easy opportunities to remove barriers
Frontline staff who were supportive also asked for guidance on
how to support community gardens—“Tell me what I need to
know”—and suggested that the “Message should come from
Directors and buy-in should be nurtured on the ground”
This was also seen by community agency staff as a huge no-cost
opportunity that could yield significant results: “You can do these
things right now to say yes instead of no. You have said yes many
times. What happens if you say yes system wide. It’s no money –
just a directive”
Additionally, residents, agency staff and frontline staff also felt that
identifying best practices related to the continuation and
strengthening of community gardening within revitalization projects
was of great importance
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Strategic Opportunity # 3: Use change processes to
create new and enhanced community gardens
ACTION 8: WHENEVER CHANGE HAPPENS MAKE SURE THAT, AT A
MINIMUM, ALL EXISTING GARDEN PLOTS ARE REPLACED
Introduction
As community gardening is an important activity for TCH residents both in
meeting their recreational and food access needs, and in their ability to connect
to community and experience influence and voice, maintaining access to
community gardening must be a priority in change processes. TCH should
prioritize ensuring that gardeners continue to have access to garden space
through the change process, and that all plots are replaced in the end as it takes
communities through processes of major changes to buildings and revitalization.
Garden plots and spaces can take new and different forms. In places where a
former garden had several plots, those plots can be re-distributed throughout a
site in smaller groups or several former gardens can be merged into larger
groups, as the space allows.

What does this look like?
In all future revitalization, renovation, and redevelopment plans, TCH should
require that developers plan for where existing community garden will be
relocated to go, both during and at the end of the process. This should not only
be in original requests for proposals, but should remain consistent throughout the
entire process.
As the change process unfolds, TCH and developers should ensure that
community gardeners remain informed about how coming changes will impact
them, and what provisions are being made to help them adapt during the change
process. As much as possible, residents should inform this process and be
engaged in planning it.

Partnerships
Internal
• Management
• Community Health Unit-Health Promotion Officers
• Youth Engagement Workers
• Seniors Engagement Workers
• Resident Garden Leaders
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External
• Builders
• Developers

Benefits
•
•
•

Residents will feel like their needs and desires are being considered
during change processes
Community gardens will provide resilience for residents during the change
process
These processes will ensure on-going resident voice, engagement and
empowerment

Potential Challenges
•

In some change processes, land will be scarce. However, by planning
creatively, it will be possible to find spaces on roofs, in areas that would
ordinarily be landscaped, and in other places for these gardens.

Evaluating Success
At the beginning of any change process, inventory the number of gardening plots
and gardeners. The approach will have been successful if during the process all
gardeners are able to continue gardening someplace and if at the end of the
process there at least as many plots at the end of the process as there were in
the beginning.
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Strategic Opportunity # 3: Use change processes to
create new and enhanced community gardens
ACTION 9: ENGAGE RESIDENTS AND NEIGHBOURS IN MAINTAINING,
ENVISIONING, PLANNING, AND IMPLEMENTING COMMUNITY GARDENS
THROUGHOUT CHANGE PROCESSES.
Intro
All change processes impact on community gardens. Changes in TCH
organizational structure, management, and staff impact relationships, access to
resources, and more. Building changes impact the areas around gardens and
residents. Revitalization processes transform entire communities, changing the
community make-up, relationships, geography, connectivity, spaces, buildings
and more.
Community gardening can create resiliency in communities as they experience
change and can create opportunities for residents, neighbours, and staff to
connect and create relationships. They can give residents a sense of stability,
ownership and pride as their communities change.
Engaging community is both key to better change processes and to ensuring the
resiliency of gardens through change processes.

Benefits
•
•
•

Engagement facilitates resident capacity building and promotes better
social relations.
Community gardening provides a simple and low cost “greening”
opportunity.
Consistently supporting community gardening provides a common and
consistent message about community ownership and voice throughout
change.

Potential Challenges
•
•
•

Some staff lack access to the organizational tools and channels to
consistently support engagement.
Some staff lack capacity building skills.
Staff turnover
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What does this look like?
This process should be inclusive and, as much as possible, resident led. Where
residents need support in engaging other residents or there is little energy for
collaboration, these processes will need to be initially staff led. As much as
possible, these processes should privilege the perspectives and priorities of
residents, while acknowledging limitations on feasibility.
Step 1: As changes are planned, either to organizational structure, staffing, or
community geography, staff should inform residents involved in community
gardening at the earliest possible date.
Step 2: Staff and residents should assess how changes will impact on present or
future community gardens, both positively and negatively, and work together to
envision and plan how to address or take advantage of these changes.
Step 3: Staff and residents should work together to ensure that their plans are
implemented, or to adapt plans as new information becomes available and new
conditions emerge.
Step 4: All potential partners and collaborators in TCH change processes should
be informed about the importance of community gardening in TCH and about
how gardens are to be treated in change processes.
Step 5: Build on existing relationships in a manner that promotes ownership
Identify key community leaders and stakeholders to participate in and mediate
the process

Resources
•
•

Staff time-for engaging residents.
Resident and community group time for participating in these processes

Partnerships
Internal
• Greenworks Program- Community Recycling Animators
• Operating Units-Superintendent of Building
• Community Health Unit-Health Promotion Officers
• Community Economic Development
• Youth Engagement Workers
• Seniors Engagement Workers
• Resident Garden Leaders
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External
• Agencies working with TCH gardens –Toronto Food Animators,
• LiveGreen Toronto, and City of Toronto Environment Office

Evaluating Success
•
•
•
•
•

Number of resident involved in organizing community gardening projects
Roles/task taken by staff, residents and community groups
Staff familiarity with recommended change processes
Resident knowledge and understanding of processes
Resident self-governance and approach to governance
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STRATEGIC OPPORTUNITY #4
Leverage Existing TCH Resources as Asset
Actions:
10) Leverage existing waste management budget to
support composting
11) Working with existing and overlapping departments and
funding streams
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Strategic Opportunity #4:
From Consultation to Action

•

•
•

•

•

•

Management indicated that there was a lot that could be done
about making current TCH funding streams and resources more
accessible; without necessarily bringing more money to the table,
a lot could be done simply by optimizing use of the current
budgets
For example, “there are funding pools that should be (but often
haven’t been) promoted by frontline staff and tenant reps”
In addition to wider and more accessible promotion, there are a
number of funds that typically have not been defined as usable for
community gardening, but that could strengthen gardens in
various ways
One manager pointed out that the federal “New Horizons for
Seniors” funding that TCHC is receiving could support capacity
development around gardens. Management also felt that Tenant
Council funds, although neighbourhood-based, could be
considered as a pool to resource a capacity development training
series for TCH communities city-wide
The Participatory Budgeting process could also infuse community
gardening with funds if tenants were assisted in promoting it to
their communities
Overall, the common feeling among all who were consulted was
that were there to be a well-communicated directive and priority
set from the directorate level to expand community gardening,
assets, resources and funding within TCH could be re-directed or
optimized to support initiatives
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Strategic Opportunity # 4: Leverage Existing TCH
Resources as Assets
ACTION 10: LEVERAGE EXISTING WASTE MANAGEMENT BUDGET TO
SUPPORT COMPOSTING
Introduction
It is estimated that each single-family home on the Green Bin Program
contributes more than 200 kilograms of organic waste annually to the program.
About 30% of all residential garbage is "wet" waste or organic waste (City of
Toronto, 2007). Organic waste materials hold great potential if they are
considered as a resource, rather than as something simply to be disposed of.
This action would be to reduce trash pick up costs by composting this organic
material onsite. This cost savings then can be reinvested in running the onsite
composting, that would then have the side benefits of providing employment,
building skills, and generating high-quality humus for use in TCH gardens (for
more on how to set up the composting systems see Action 2).

What does leveraging solid waste budget for composting look like?
Waste management is a growing economic and ecological concern for TCH. The
money that currently is being spent on picking up and hauling trash could be
shifted to create jobs in the community and to generate compost, an essential
input in gardening efforts. In order to justify this shift in resources, the impact of
the composting program (waste diverted) will need to be carefully quantified and
documented.
Steps in the Leveraging Waste Resources for Composting
Waste management changes will require the development of resident waste
management training, changes in institutional waste management policies and
the implementation of infrastructure that supports composting.
Step 1: Establish a relationship between compost facilitators and building
management of pilot sites
• Please see Action 2 for more details on
o How pilot sites will be chosen
o How residents will be engaged as compost facilitators
• Agree to a 2 year trial period where the management will divert some of
their waste management budget to fund the composting program
• Will need to create an understanding that it will take some time to
establish the program so cost savings may not be felt immediately
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•

Agree to a tracking scheme for quantifying cost reductions in trash pick up
and reporting schedule

Step 2: Perform organic waste audits at pilot sites to establish a baseline for
waste generated and average percentage of total waste as organic waste
• This can be done through
o Discussions with building management about frequency and costs
of waste pick-up
o Weighing of waste
o Research into existing studies on waste in Toronto
• The compost facilitators will be the ones doing this work
Step 3: Establish composting program
• See Action 2 for details around
o How composting program will be set up logistically
o How Tenants will be engaged educationally
Step 4: Measure effects of composting program on trash generation
As indicated by:
• Reduction in frequency of solid waste pick-up
• Reduction in cost of solid waste pick-up
• Reduction in volume/ weight of solid waste generated by community
Step 5: Periodic check-ins between composting committee and management
Step 6: Evaluation and adjustment

Resources
•
•
•
•
•

Existing research on organics in the waste stream in Toronto
Knowledge and understanding of necessary municipal and federal
solid waste management regulations.
Capacity and willingness to track solid waste reductions
Staff time to support and encourage resident composting leaders
Financial and human resources to implement and manage composting
infrastructure and equipment
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Partnerships
Internal
• Greenworks Program - Community Recycling Animators
• Operating Units - Superintendent of Building
• Community Health Unit
• Community Economic Development
• Youth/ Seniors Engagement
• Community Animators/ Resident Garden Leaders
External
• City of Toronto - Solid Waste Management
• Natural Resources Canada - Climate Change Program
• Agencies working with TCH gardens – Toronto Food Animators,
• LiveGreen Toronto and City of Toronto Environment Office
• Non-Profit Environmental Groups
• Charitable Foundations (Laidlaw)

Benefits
•
•
•
•
•

New municipal garbage fees require investment in strategies to
increase waste diversion
Transforms waste into an organic low cost and sustainable input
Reinforces the goals and outcomes of the Green Plan
Provides opportunities that create environmental awareness and
reduces TCHs carbon footprint
Creates local employment

Potential Challenges
•
•

Will need to build resident interest and capacity to quantify waste
diverted
Will need buy-in from frontline staff and residents to support a new way
of managing waste

Evaluating Success
•
•
•
•
•
•

Reduction in frequency of solid waste pick-up
Reduction in cost of solid waste pick-up
Volume of waste diverted
Financial sustainability of the program
Carbon emissions saved from composting
Volume of organic material/humus generated
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Strategic Opportunity # 4: Leverage Existing
TCH Resources as Assets
ACTION # 11: WORKING WITH EXISTING AND OVERLAPPING
DEPARTMENTS AND FUNDING STREAMS

Introduction
The goal to have improved interdepartmental integration yields increases in
capacity to support and facilitate the implementation of the community gardening
in TCH neighborhoods. Interdepartmental integration means more actionoriented discussions and information flows between different units such as
Program Services, Community Health, Community Safety, Social Inclusion and
Community Economic Development.
Internal activity and resource integration seeks to build dynamic links between
programs and departments. To ensure basic functioning, enable effective
resident engagement and resourceful management of TCH assets. Integration is
not an outcome but is a process that changes over time.

What does this look like?
Effective integration means open communication channels, coordinated
operational interaction and efficient resource collaboration—various departments’
cohesively work towards a collective and shared vision. Collaboration and
cohesive interaction between departments is critical to the successful
implementation and management of community gardening. It is collaboration has
a stronger effect than interaction (Kahn, 2003).
It is important to build interdepartmental bridges and alliances that will work
toward a common goal. Working relationships are built on good communication
channels, a common understanding, trusting relationships and sharing of multiple
perspectives (Zając, 2009).The building of interdepartmental alliances is
dependent on clear role boundaries, accessible communication channels and
financial resources.

Steps in the Integration of Internal Activities and
Resources
•
•

Step 1: Facilitate flexible procedures and channels between departments
Step 2: Foster teamwork and provide mutual benefits for better service
delivery.
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•
•
•
•
•
•
•
•

Step 3: Identify passive resistance from real or perceived power relations.
Step 4: Identifying common interests for building collaborative solutions
Step 5: Identify core contributions departments can support in the
partnership.
Step 6: Identifying benefits key to the process of forming important
alliances.
Step 7: Develop inter departmental agreement to guide specific initiatives.
Step 8:Create liaisons roles that support effective and resourceful
partnerships.
Step 9: Build better communications channels that build trust and respect.
Step10: Provide departments with resources needs and diverse ways to
deliver the desired outcome.

Resources
•
•
•
•
•

Organizational instruments, guidelines and policies that facilitate
collaboration between departments
Allocating staff time liaise and support activities.
Measures or indicators of mutual benefits expected from collaboration.
Staff incentives to motivate effective collaborations and partnerships
Financial resources to implement and manage promote collaborations
and partnership

Partnerships
Potential Interdepartmental Partners and Collaborators
• Community Health Unit- Health Promotion Officers
o Provide support and community facilitation channels
o Provide project staff and financial resources
• Community Safety Unit
o Provide project staff and financial support to engage residents
• Operating Unit Manager-Superintendent of Building
o Facilitate the development and use of gardening infrastructure
• Social Investment Fund/Community Economic Development
o Provide funding streams that support community gardening
• Youth and Senior Engagement Workers/ Social Inclusion
o Outreach and Advocacy for gardening
• Participatory Planning
o Promote and integrate community gardening in community planning
• Green Plan Program
o Integrate waste diversion and gardening in green activities.
o Provide staff and financial resources
• Procurement
o Develop collective procurement plans for gardening inputs
• Communication support
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Benefits
•
•
•
•

Reinforcing priorities in the Community Management Plan 2009-2011.
Harmonizes and builds dynamic and productive links between programs,
departments and basic TCH operational functioning.
Integrated resource procurement increases purchasing power and
reduces project costs
Enables effective resident engagement and resourceful management of
TCH assets.

Potential Challenges
•
•
•
•

Staff lack of partnership building procedures and skills.
Competing interests between departments.
Lack of direct responsibility and ownership of relationships.
Workload and competing organizational priorities.

Evaluating Success
•
•
•
•

Number of partnerships and collaborations developed
Duration/Length of partnership/collaboration
Resources leveraged in partnership/collaboration
Challenges /opportunities faced in developing and implementing
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Toronto Community Food Animator Bus
tour with partners, funders, and residents
- 40 Gordon Ridge (TCH)

STRATEGIC OPPORTUNITY #5
Develop external Partnerships and
Collaborations
Actions:
12) Create local partnerships as standard practice for
gardens
13) Develop formal partnerships with
14) Contract with Toronto Community Food Animators to
provide start-up and ongoing support of community
gardens
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Strategic Opportunity #5:
From Consultation to Action

•

•
•

•

•

•

•

•

•

TCH management, along with all other groups that were consulted,
were of the opinion that “we should build off of what is already
going on,” within TCH and within partnerships and programs that
are already having a positive impact on community gardening in
TCH communities
Residents identified at least 22 agencies, businesses and other
partners that had supported their gardens in one way or another
Key advisors to the Toronto Community Food Animators noted that
“TCH is already involved in numerous processes and partnerships.
This provides the basis for community building with tenants. There
are existing relationships with tenants. We are inviting TCH to be
intentional about food in a more far-reaching strategic way”
Community agency staff suggested that “there could be, with a
little money, lots more money to come in. If [TCH] says they’re
supportive [of community gardening as a food security measure]
there are lots of people who want to partner”
Overall, the feedback was that this is a time ripe for partnershipbuilding because of other initiatives that are gathering force around
it, for example, the launch of the city’s Food Strategy
Management recognizes that it has taken “ages to build up the
infrastructure” and expressed an interest in identifying pathways to
formalize some partnerships at a higher level, particularly with the
city
From management’s perspective, “funding streams from the city
should be promoted to TCHC communities and the city should
have a mandate to prioritize some of them for TCHC access”
Frontline staff who were consulted were “happy that this is a
collective approach as the [various] organizations have different
gifts to share”
Residents also expressed that they were “confident that outsiders
can do much to sight us, in the right direction.”
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Strategic Opportunity # 5: Develop external
Partnerships and Collaborations
ACTION 12: CREATE LOCAL PARTNERSHIPS AS STANDARD PRACTICE FOR
GARDENS.
Introduction
Toronto Community Housing is working hard to create a community of TCH
residents. This is the first partnership to build between residents and staff.
However, it is just as vitally important to expand the definition of community to
include other organizations, such as the local Action for Neighbourhood Change,
institutions such as schools, health care centres and community centres, and
surrounding businesses as they all interact on a daily basis as neighbours,
customers, students, and contributors. A community garden offers numerous
opportunities to meet residents’ goals of growing a vibrant, safe space and the
goals of surrounding groups and institutions.
Example # 1 See attached description of Jamestown Backyard Project as an
inspiring model of multiple partnerships.
Example #2 Numerous high schools have green houses, carpentry classes and
Eco Clubs. Creating a partnership between the high school and the local TCH
community could result in seedlings grown in the greenhouse, support with art,
signage around plant identification, building composters and planters, or even
designing the garden.
Example # 3 TCH, as a foundational partner, has supported residents with
land, water access, and fencing. For example at 140 Adanac the superintendent
turns on the water for the gardeners, at Gordon Ridge the staff built a fence, and
at Warden Woods, staff built planter boxes for community gardeners.

What do local partnerships look like?
A formal process based on enabling procedures to build local partnerships
• Asset Map that all TCH staff have access to
• The process should be initiated by residents
• Supported by staff who would be the HPO, or the Superintendent or Garden
Animator, to call a meeting with potential neighbourhood partners
• We recommend the meeting is run by the residents, with support of staff. See
attached ‘Community Partners Map” that residents can use to begin
identifying possible partnerships. See attached example of Jamestown
Backyard Project for ideas and inspiration.
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A partnership between residents and TCH would include:
• A policy from TCH for staff to say ‘Yes” to:
• Space that meets most criteria for ideal site
• Water provided by TCH
• Fencing
• Start-up kit which includes:
• Outreach (photocopying)
• Materials, tools, and staff support
• Bulk buying of fencing, soil, compost, seeds and seedlings
• If unable to, commit to reimbursing some costs, or supporting fundraising
Staff, upon request, provide:
o Garden process document (see Attached)
o Access to information about tenant project money
o Resource tool kit (see Attached)

Resources
•
•
•
•

No monetary resources required
Staff time to support residents
Partnership agreement template
Community Asset Map

Partnerships
Internal
• Community Partnership
• Health Promotion Officer/Community Garden Mentor
• Superintendent of Building
External
•
See Community Partners Map
•
Community Food Animators

Benefits
•
•
•
•

Increased resources and support for garden
Increased access to residents by local organizations
Breaking down barriers between the external community and TCH (fear of
TCH buildings)
Meeting of mutually beneficial goals
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Potential Challenges
•

Resident and staff capacity to negotiate partnerships

Evaluating Success
•
•

Number of new partnerships created
Success of partnership
Did the partnership bring people to the garden?
Did the partnership add value to the garden?
Did the garden add value to meeting the partners goals?
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EXAMPLE OF LOCAL PARTNERSHIPS AND COLLABORATIONS: CULTIVATING
YOUTH LEADERSHIP: BACKYARD GARDEN PROJECT
Neighbourhood: Jamestown-Rexdale
Project Description: The Jamestown Back-Yard Garden project has been
meeting to improve food access in St. James Town. The project is a collective
effort as it requires the involvement of all stakeholders. The primary
stakeholders are the Toronto Community Housing residents, as their ownership
of this project is integral to its sustainability. Residents have been involved in all
aspects thus far and will continue to be supported by all the partners.
Partnering Organisation: Afri-Can FoodBasket, FoodShare
Community Groups: West Indian Volunteers Services, Horn of Africa
Community Development, Jamestown Women and Children Services.
City Partner Agency: Parks, Recreation and Forestry (Elmbank Community
Centre)
TCH Partner Unit: TCH Community Health Unit, Social Investment Fund
Key components for partnership:
• A unified message for all stakeholders
• Creates community spaces and places for inter-cultural/intergenerational
interaction
• Generates employment and learning opportunities for unengaged youth in
community.
• Partners and collaborators take on active and specific roles and
responsibilities in the project.
• It is important to have connection and access to support and facilitation
provided by Health Promotion Officers.
Appendix of Roles and Responsibilities in Local Partnerships
TCH – Health Promotion Officer
Coordinates planning meetings
Cover the cost of community meetings
Newsletter support and printing
Honorariums
Tenant support
Work closely with the young people
Community Liaison (Susan Hall, Environmental projects etc)
Look for funding / donations
Attend planning and community meetings
Coordinate Harvest Festival
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Afri-Can FoodBasket : Project Animator
Community garden and back yard animation
Community garden and back yard training and consultation
Project Evaluation
Documentation
Newsletter coordination
Community meeting coordination
Proposal writing
Attend planning and community meetings
Coordinate Harvest Festival
Jamestown/Rexdale Neighborhood Action Partnership: Project Coordinator
Receives the pilot project funding support for backyard gardens
Letters of support for donations
Attend planning and community meetings
Coordinate Harvest Festival
Facilitate Councillor’s participation and support of the project
Investigates award for garden contest from the city
Promotes opportunities among potential funders and supporters
West Indian Community Support Services: Project Coordinator
Participate in advisory capacity
Community outreach
Community Garden Support
Coordinate Harvest Donation to the Food bank (backyard & community garden)
Attend planning and community meetings
Coordinate Harvest Festival
Horn of Africa Community Development: Project Coordinator
Participate in advisory capacity
Community outreach
Attend planning and community meetings
Coordinate Harvest Festival
City of Toronto Parks, Forestry and Recreation Elmbank Community
Centre: Community Recreation Coordinator
Secure compost, mulch, woodchips, seedlings
Space for meetings, events etc. at Community Centre
Attend planning and community meetings
Coordinate Harvest Festival
Jamestown Women and Children Services (Khadra)
Participate in advisory capacity
Community outreach
Attend planning and community meetings
Coordinate Harvest Festival
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FoodShare Toronto
Project Trustee

Tool for Starting a Partnership
Partnership process between gardens and local agencies
• Determine who in your neighbourhood might be interested in a partnership
with the garden. Could use ‘Community Partner Map’ following
• Write out what you want to say to first determine who would meet with
you in the organization/institution.
Example:
School – Eco teacher, or any staff interested in community gardens, carpentry
teacher
Business – An individual who deals with community requests for support
Write out what you are requesting, or that you would like to set up a meeting
with someone who is interested in community gardens.
•
•
•

Find a date that works for TCH staff (HPO) and at least two gardeners.
Create an agenda before meeting, bring pictures if you can, prepare some
stories about the garden
Before the meeting ends, have contact information, time to next meet, and
what you all agreed to do.

After the meetings and in between:
• Communicate what you have decided
• Follow up when steps are accomplished
• Celebrate successes together
• Thank the partners in every official event!
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Strategic Opportunity # 5: Develop External
Formal Partnerships and Collaborations
ACTION 13: DEVELOP FORMAL PARTNERSHIPS
•

Formalize a partnership with Toronto Public Health

•

Formalize a partnership with Toronto Parks and Recreation to build
gardens in areas where there is no land for Toronto Community Housing

•

Further examples include: LiveGreen Toronto, City of Toronto
Environment Office, Toronto Community Garden Network

Introduction
Toronto Community Housing, by definition, having buildings, land, and a large
tenant population, provides many place-based opportunities such as community
gardens, fresh produce markets, and other food related projects that have results
directly meeting the goals of many institutions and organizations. This also
translates into opportunities for place-based interventions in areas of settlement
and immigration, ESL, and social services.
The ever-present question is how much of this should be done by TCH. The
intention of this action is to lay out opportunities for formal partnerships in order
to bring in staff and organizations that support the principles of TCH of tenant
engagement. TCH’s role is to at times provide some resources, the political
leverage of it’s size, and of course, the actual place to interact with a large
number of community members who need and want positive community projects,
and in particular, food projects.
We are recommending Toronto Community Housing pursue high-level
partnership agreements with provincial and city wide organizations and
departments such as Toronto Public Health, Toronto District School Board,
LiveGreen Animators, Social Services, Toronto Community Food Animators, and
Toronto Parks and Recreation.

What do formal partnerships look like?
We are recommending exploring formal partnerships with:
1) Public Health
Public Health currently has a partnership with the Toronto District School Board
and FoodShare’s Field to Table Schools program to support a program called the
School Foot Print Garden Project. It was formed with funding from IntoHealth,
through the Ministry of Health Promotions and the Ministry of the Environment.
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Toronto Community Housing, especially in light of the recent Food Strategy being
funded through Public Health, could pursue a similar relationship with Public
Health.
2) Toronto Community Food Animators
This is further developed on the next action item
TCH has already partnered with Toronto Community Food Animators:
The Social Investment Fund provided three year funding for a Toronto
Community Food Animator in Scarborough, which resulted in successful food
projects, such as the Gordon Ridge community garden (Lorna’s One Love). The
Community Garden Consultation is another example of a partnership with the
Toronto Community Food Animators.
There are opportunities to take this partnership to another level. There are many
ways this could be developed and funded if, Toronto Community Food Animators
and TCH were to apply for funding together.
For example: Ontario Ministry of Agriculture and Rural Affairs is interested in
exploring a partnership between Toronto Community Food Animators and
Toronto Community Housing related to community gardens and food growing
education that could lead to a $100,000 grant.
3) Toronto Parks and Recreation
Some TCH communities do not have space that is suitable for a garden,
however, a park nearby could be perfect (For example, 40 Teesdale,
Scarborough across the street from Warden Woods Park). Conversely,
neighbours that are not part of the TCH community could want a community
garden, and the only space available is on Toronto Community Housing property.
A partnership between TCH and Toronto Park and Recreation could result in an
agreement that in these communities, when requested by residents, a
community garden is a priority for support from either partner. This means
resources from both institutions are put to use for that project.

Resources needed
•
•
•

No monetary resources required
Staff time to support process
Formal Partnership agreement template

Partnerships
Internal Partners
• Community Partnership Department
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External Partners
• See above

Evaluating Successes
•
•
•
•

Number of partnerships created
Success of partnership
Did the partnership leverage resources for TCH gardens?
Did the partnership bring people to the garden?
Did the partnership add value to the garden?
Did the garden add value to meeting the partner’s goals?
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SAMPLE PARTNERSHIP AGREEMENT
Community Food Animators
The project partnership between PARTNER A, PARTNER B, and PARTNER C
continues to be important in forwarding the work we can do together in the extensive
arena of food security. The Community Food Animators are involved in animating and
supporting many different projects in different neighbourhoods within under serviced,
high priority neighbourhoods in the inner suburbs of Toronto. PARTNER, as the lead
agency and partner, PARTNER, and PARTNER will work to build stronger organizations
and greater community within these neighbourhoods and foster positive, ongoing
communication amongst themselves. This agreement spells out the commitment each
organization has as a partner organization and specific responsibilities pertaining to the
individual organization.
I. PARTNER A
PARTNER A as lead agency, offers facilitation of:

•
•
•
•

Strategic visioning
Advisory Committee, partnership meetings and planning meetings
Evaluation planning and accountability to granter and community
Resources for trainings and projects

II. PARTNERS B & C(including PARTNER B & C as a partner)

Partners will participate in:
• Assigning an individual to be an animator
• Attending animator, advisory, and partner/planning meetings
• Implementation of projects and support of animator’s projects
• Timely writing of interim and final reports
• Timely completion of community and project evaluation
Partners will form a Steering Committee that will make strategic decisions about:

•
•
•

Strategic vision for each year
Yearly work plan
Joint policy action

Communication and representation:
• Animators will write a monthly update, and meet monthly to problem solve
and plan for ongoing projects.
• Partner organizations will meet four times a year to discuss proposed projects
and plans that affect all organizations.
• Agendas and minutes from each meeting will be forwarded to Animators and
supervisors.
• Animators will receive documented approval from their director supervisor
and/or executive director of the organization before anything goes out to
media, the public, the Advisory Council, city staff and/or funders, that
represents the position of all partners,
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III. Specific Animators Partner Agreement – PARTNER B & C
1) PARTNER B & C will be contracted for _____________from January 1, YEAR to
December 31, YEAR to animate community gardens and participate as a Toronto
Community Food Animator.
2) Compensation will be _____________ with additional _____________ for
insurance, for a total of _____________First partner payment will be in January
for the amount _____________, and the remaining _____________
3) PARTNER has the use of PARTNER’s power point projector and digital camera
for Animator related work. Other costs associated with training for community
members, networking, and tours, will be negotiated with the Animator Project
Coordinator previous to the events, as per the work plan.
4) At the end of May YEAR we will evaluate to see how we are doing in terms of
deliverables and review the rest of YEAR.
Community Garden Animator – Specific Deliverables

•
•
•
•
•
•
•
•
•
•

Animate two new gardens in priority neighbourhoods
Support ten animated gardens from YEAR - YEAR
Support one Good Food Market
Support Animator listening sessions to gather stories about food security in
Animator projects
Participate as organizer and trainer and facilitator in community garden
related training
Coordinate one Animator community garden network meeting and/or tour
Participate in outreach and presentations related to Animators
Plan, implement and evaluate city-wide events such as community garden
trainings, bus tour, advisory and policy events
Complete monthly, interim and final reports
Completion of community garden evaluation – Garden Tracking Sheets, focus
groups and other evaluation tools as agreed on in Animators, as per work
plan

Expectations for Animator City-wide events:
Community Garden Trainings, Bus Tour, Advisory Council and policy-related events

•

Attend and participate in pre-planning meetings for:
a. Community Development aspect of trainings
b. Actual trainings and events (How to Start and Community Garden, etc)

•
•
•

Turn out for events – including flyering, phone calls, emails, personal invites
Prepare for trainings and events – including creating and collating handouts
Attend and participate in the facilitation of each training and event.

_____________Executive Director, PARTNER A

Date

_____________, Chairperson, PARTNER B&C

Date

_____________ Executive Director, PARTNER B&C

Date
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Strategic Opportunity # 5: Develop external
Partnerships and Collaborations
ACTION 14: CONTRACT WITH TORONTO COMMUNITY FOOD
ANIMATORS TO PROVIDE START-UP AND ONGOING SUPPORT FOR
COMMUNITY GARDENS IN PARTNERSHIP WITH INTERNAL TCH STAFF
Introduction
Animation means ‘to bring to life’. Toronto Community Food Animators (TCFA)
use innovative food projects to help communities become healthy vibrant and
self-reliant. We work with community residents and local organizations to start
gardens, fresh produce markets and community kitchens. We focus on resident
engagement, building on skills and resources that exist and train communities in
leadership capacities. Direct implementation of a project as an objective is not
Animation; this should be defined as facilitation. As Animators, we bring to life
projects, and support them in becoming sustainable. We are a partnership of
three food-based organizations: The STOP Community Food Centre, Afri-Can
Food Basket (AFB) and FoodShare Toronto. See end of document for TCFA
guiding principles.

What does a partnership with TFCA look like?
We are recommending a partnership with Toronto Community Food Animators
(TCFA) on a variety of levels, depending on the way a partnership is shaped.
Option 1: Create two to four TCFA positions, focused on the four areas of
TCH. These Animators work through the same partnership as AFB, The STOP
and FoodShare, overseen by both the TCFA coordinator and through TCH, could
be housed with a local organization such as an ANC hub, or organizations such
as Working Women, Regent Park Health Care Centre, etc.
Activities would include:
• Support the start up and ongoing capacity building of high need projects:
• Year 1 = 2-3 projects
• Year 2 = 2 new projects 3 on going
• Year 3 = 2 new projects 5 ongoing
• Create networking opportunities
• Organize three two day ‘How to Start a Community Garden’ trainings
• Organize and facilitate leadership trainings
• Build local partnerships related to projects
• Work with superintendent and HPO of area
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•

Create internal links from within Toronto Community Housing, such as
between Landscaping and residents

Option 2: Contract with Toronto Community Food Animators for various
aspects of the implementation strategy:
Activities:
• See pilots for possibilities (Train-the-Trainer initiative, composting,
coordinating networks and tours, etc.)
To build a partnership between TCH and Toronto Community Food Animators
steps would include:
15) Find funding to partner with TCFA
16) Determine activities and deliverables
17) Contract with TCFA
18) Hire 2-4 Animators together with TCFA
19) TCFA and TCH would agree on job description and interview process
20) Coordinate training of staff, reporting processes (currently TCFAs report
monthly) and creation of work plans
21) Evaluate success of project at six months and one year

Resources
What
Toronto Communitiy Food Animaotr
• Includes insurance
Project Costs – depends on projects,
this number is baseline support of
some training, some networking and
tours, does not include other things like
composting, greenhouse, etc.

Cost
$45 000 – $50 000
$10 000 – 20 000

Partnerships
Internal
• Community Health Unit- Health Promotion Officers
• Community Safety Unit
• Operating Unit Manager-Superintendent of Building
• Social Investment Fund/Community Economic Development
• Youth and Senior Engagement Workers/ Social Inclusion
• Participatory Planning
• Green Plan Program
• Communication support
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External
• Local partnerships related to local garden
• Formal partnerships negotiated (such as Toronto Public Health)

Benefits of Partnering with Toronto Community Food Animators
•
•
•
•
•
•

•

Toronto Community Food Animators already have experience with all aspects
needed to make community gardens and other food projects successful
Have already built relationships with residents, staff, and partners working in
TCH
Have existing relationships with funders and experience seeking funding
Have existing relationships with large scale partners such as Toronto District
School Board and Toronto Public Health
Are ‘outside’ of TCH, not part of the hierarchical relationships within TCH,
therefore are not perceived as having power over residents.
If housed with local organization, has benefit of networking, larger perspective
in relation to funding, and connections with other residents and groups that
are already doing work in community.
Can pilot various aspects of the Strategy

Potential Challenges
•
•
•

Finding ongoing funding
Not within TCH, making cross-departmental communication a challenge to
overcome
Who are the TCH Animators accountable to?

Evaluating Success
•
•
•
•
•

Number of gardens supported
Gardener, staff, and partner organization experienced success of Animators
Number of trainings resulting in strong leadership teams
Number of partners
Remaining results depend on what partnership looks like
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Toronto Community Food Animators Guiding Principles
1) Use food as a particularly effective tool for bringing people together across
diverse communities to create vibrant public space and to increase food
access.
Food As a Good News Story
In areas of crime, poverty, language barriers, and lack of community support
services and meeting places, food projects have become good news stories,
including community gardens
Food as a connector
Food projects have contributed to personal health, vibrant neighbourhoods and a
great city. People increasingly are understanding that food connects health, the
environment, the economy and community. There is a growing interest within
TCH with cooking, gardening, food festivals, farmers’ markets, specialty food
stores, food entrepreneurship, volunteering with neighbourhood food projects,
learning about nutrition, and supporting local farms and healthy and sustainable
food.
Food connects people across cultures and languages, as people share their
stories, recipes, and food grown from other countries. Gardens create a safe and
shared place for these interactions to happen. Much like the market place in
other countries, a garden and other food projects can be places for informal
interactions, as well as organized ones that celebrate events such as harvest
time, planting, meaningful holidays, etc.
2) Focused on resident, staff and partner capacity-building to create sustainable
food projects through:
In-the-moment learning
On a project-by-project basis teach facilitation skills, demonstrate facilitation of
good meetings, support the creation of leadership teams, and teach and create
opportunities for project-specific learning. For example Toronto Community Food
Animators offer sample community garden guidelines, letters that can be used for
fundraising, and support projects in creating their own garden guidelines that
reflect the community needs.
Formal learning
Toronto Community Food Animators organize city-wide:
• Training on starting community gardens and leadership training on topics
such as conflict management, volunteer recruitment and retention, facilitating
good meetings, etc.
• Networking opportunities – such as partnering with Toronto Community
Garden Network
• Tours of gardens – which allows for inspiration and cross-fertilization of ideas

TCH Community Garden Strategy 2010

83

3) Build city-wide and local partnerships
Food Animators role is to support residents in finding resources such as partners
on a local level. A partnership could include working with a school to grow
seedlings, or larger scale partnership such as our own partnership between
FoodShare, Afri-Can Food Basket and The STOP Community Food Centre.
Toronto Community Food Animators support residents and staff in building
partnerships that are a benefit to both groups. All of our projects have local
partners including TCH staff, local organizations, and residents of the community.
4) Utilize community building processes that are inclusive
Many of Toronto Community Food Animator’s projects are in TCH building
communities, and all are in low income communities. The processes used to
build the project, find people, create ownership, do outreach and do the training
are all done with diversity in mind. This includes diversity of income, gender,
literacy, and language. There is an emphasis on focusing on the assets and
resources that exists with in the community, creating
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STRATEGIC OPPORTUNITY #6
Create enabling processes supported by
internal TCH designated staff or external
partners
Action:
15) Adopt enabling processes to build on tenant and staff
energy for start up and ongoing development of gardens,
including conflict resolution.
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Strategic Opportunity #6:
From Consultation to Action

•

•
•
•

•
•

•

•

The overall feedback on the strategy from TCH frontline staff was
that there would be significant challenges “if TCH did not create
supporting processes” that would facilitate the implementation of
these initiatives
Staff felt that “resident-led initiatives should be met with supportive
messaging and prioritizing from the top management levels”
Consistency of message and process was important to both staff
and residents
In addition to this, staff were interested in getting clear directives on
specifically how they could support community gardens, without
leading projects themselves
All groups consulted felt that some capacity development for staff
was an important piece of the implementation process
Management echoed some of these concerns, saying that there is a
strong “need for a communications strategy—so far it has been selfselecting”; when particular frontline or management staff are
interested they have been able to help catalyze community gardens
successfully, but there is little understanding of the process and
supports needed for staff who are not as personally invested in
community gardening
Everyone consulted pointed to the power of partnerships and the
need to expand build upon them, however, partnership-building was
also recognized as a complex process
Residents and frontline staff expressed a need to develop
processes and best practices around partnership-building
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Strategic Opportunity # 6: Create processes and
policies that facilitate resident engagement and
appropriate staff involvement
ACTION 15: ADOPT ENABLING PROCESSES TO BUILD ON TENANT AND STAFF
ENERGY

Introduction
Creating processes and policies that facilitate resident engagement and
appropriate staff involvement would allow for residents to maintain the high level
of energy they need to start up and maintain a garden. Too often energy is
squashed for gardeners when staff does not communicate, they receive a ‘no’
without adequate reasons, and resources are not made available. Gardeners
and staff need clear roles, and a clear way to say ‘yes’ to initiatives that will have
positive outcomes in the community. Processes and policies include a land use
policy, procurement of gardening materials, resident engagement, staff support
and capacity building.

What does this look like?
Guidelines for facilitating resident engagement:
• Identify, acknowledge and support neighbourhood leadership
• Provide capacity building training and facilitate sharing networks
• Create communications channels that build trust with residents
• Keep a consistent message in community gardening campaigns
• Encourage residents to contribute to problem solving and decision-making.
Guidelines for facilitating staff support:
• Allocate staff time and define roles and responsibilities for the community
garden
• Provide resident engagement guidelines and best practices (See Train-theTrainer series)
• Develop land use, preparation of land for the community garden policy
• Build staff capacity to support and evaluate initiatives
Guidelines for facilitating community group support:
• Ensure relationship between garden and partner is mutually beneficial.
• Develop partnership agreements that inform what roles, responsibilities and
expectations are of each partner.
• Facilitate the capacity building of partner community groups to support
community gardening in TCH neighborhoods
• Evaluate partnerships using clear measures
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Resources
•

Staff time

Partnerships
Internal
• Greenworks Program: Community Recycling Animators
• Operating Units: Superintendent of Building
• Community Health Unit
• Community Economic Development
• Youth and Seniors Engagement
• Resident Garden Leaders
External
• Agencies working with TCH gardens such as Toronto Food Animators,
LiveGreen Animators, local organizations
• City of Toronto Environment Office
• Non Profit Environmental Groups
• Charitable Foundations (Laidlaw)

Benefits
•
•
•
•

Responds to priorities in the Community Management Plan 2010-2011.
Enables effective resident engagement and resourceful management of TCH
assets
Provides residents, staff and community agencies with tools and channels to
use when engaging community gardening projects
Facilitates better resident capacity building and social relations in community
gardening

Potential Challenges
•
•
•

Too many processes could delay response time to community needs
Potential misunderstanding and misapplication of guidelines and policies
(using it for power 'over' residents, instead of giving power to residents)
Lack of financial and human resource capacity to facilitate enabling policies
and guidelines

Evaluating Success
•

Resident, staff, and partner positive experience with processes
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STRATEGIC OPPORTUNITY #7
Create opportunities for supportive peer
learning
Action:
16) Promote and host regular TCH networking events for
community gardeners, leaders, and staff
17) Hire garden leaders as floating garden experts who can
visit different gardens to provide support, training and
expertise
18) Create/build relationship with demonstration sites
19) Garden contest to recognize garden leaders and support
learning
20) Set up a sister garden program to foster supportive
relationships between groups
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Strategic Opportunity #7:
From Consultation to Action

•

•
•

•

•

•

•

TCH management recognizes that “linking people is key,” that right
now “there is not a lot of peer-to-peer support and knowledge
sharing” and that there would be a lot of value in helping “to build a
network”
Residents also felt very strongly the need to “build [a]
communication network between TCHC gardening communities”
They had many ideas for how to implement this—a “garden
competition across the city,” an official “demonstration plot,” a
”website, blog or newsletter for TCHC [gardeners where people
can] share experience, plants, tools, and resources,” a “yearly
festive TCHC seed exchange,” a “Sister Garden Program,” a
garden tour, and many more. Overall, residents were interested in
seeing “gardeners . . . become a community resource”
Management suggested that while TCHC lacks the resources to
create regular staff positions to respond to this, there are certainly
funds available to provide honoraria to resident leaders on a pertask basis
Youth who were consulted echoed some of these suggestions,
wanting to “put ideas together” through “knowledge of what’s
happening [in] the larger community,” and “support from other
community members”
Community agencies advised that there needs to be a partnership
approach to building a program of tenant engagement and
empowerment
TCH Management and frontline staff conceded that it would be
best to outsource some of the capacity building and coordination
work that would be involved

TCH Community Garden Strategy 2010

90

Strategic Opportunity #7: Create
opportunities for supportive peer learning
ACTION 16: PROMOTE AND HOST REGULAR TCH
NETWORKING EVENTS FOR COMMUNITY GARDENERS,
LEADERS AND STAFF

Introduction
TCH community gardeners have a wealth of experience and resources that they
are willing to share with others. There are many ways in which residents can
support each other and learn from each other, creating more resilience and selfreliance in the community. Most often what limits their ability to support each
other is lack of access, lack of channels of communication and lack of
opportunities to get together and act together.
Toronto Community Food Animators suggest that TCH promote and/or host a
range of networking events, including an annual city-wide Community Garden
Bus Tour, regional or neighbourhood-based seasonal gatherings focused on the
growing cycle and an annual city-wide TCH Community Garden Action Day.

What does this look like?
The four types of networking events suggested are already held in Toronto
through existing partnerships. There are a few implementation options including:
•
•
•
•
•
•

TCH could layer on to existing events.
Existing events could be hosted at appropriate TCH sites.
Current events could be promoted better within the TCH community.
There could be enhanced supports to enable greater participation from TCH
residents (for example, support with transportation expenses for residents).
There could be TCH-specific versions of some of these events
Opportunity to partner with other existing city-wide garden networking events

Type of
Event

SEEDY
SATURDAY

Scale

Time
of
Year

Vision

External & Internal
Partners

Regional

Spring

A place for people to sell and
barter: seeds, seedlings,
compost, worms, etc

Toronto Community
Garden Network

Opportunities to learn more
about gardening through
vendors, workshops,
presentations
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TCH Food Action Group
A place to promote what you
are doing in community
gardening
A place to connect Sister
Gardens (see Action # 13)

Regional Garden
Animators (see Action #
8)
Resident Community
Garden Leaders
Floating Garden Experts
(See Action # 11)
City of Toronto
Environment Office

Community
Garden Bus
Tour

City-wide

Summ
er

Visits to various community
gardens in the city inspires
people to start or improve
their own, to learn about
other designs and practices,
network with people to share
successes and challenges,
and to get an opportunity to
meet funders, community
members and elected
representatives

Toronto Community Food
Animators
TCH Food Action Group
Regional Garden
Animators (see Action #
8)
Resident Community
Garden Leaders
Floating Garden Experts
(See Action # 11)

HARVEST
FESTIVAL

Regional
or
Neighbou
rhoodbased

Fall

An opportunity to connect
with other communitygardeners in the region or
neighbourhood

Afri-Can Food Basket

A place to connect Sister
Gardens (see Action # 13)

East Scarborough
Storefront

A time to celebrate
achievements and showcase
positive things that are
happening in the community

TCH Food Action Group

The Stop Community
Food Centre

Regional Garden
Animators (see Action #
8)
Resident Community
Garden Leaders
Floating Garden Experts
(See Action # 11)
City of Toronto
Environment Office
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TCH
Community
Garden
Action Day

City-wide

Winter

A city-wide event that is
focused on sharing expertise,
getting one-stop training, and
building connections for
advocacy and action
Series of workshops offered
by resident garden leaders /
Floating Garden Experts,
with possible support from
partner organizations or
Animators
Demonstration of best
practices, models, and
achievements
Announcement of Official
Garden Demonstration Site
for the following year

Toronto Community
Garden Network—
Knowledge Exchange
Toronto Community Food
Animators
TCH Food Action Group
Regional Garden
Animators (see Action 8)
Resident Community
Garden Leaders
Floating Garden Experts
City of Toronto
Environment Office

A place to launch The
Garden Contest (see Action
19)
A place to connect Sister
Gardens (see Action 13)
Coordination of resources
A space for planning growth
and taking things to the next
level
A place for advocacy to grow
A place for community pride
to grow
Series of workshops offered
by resident garden leaders,
with possible support from
partner organizations or
Animators
Opportunity to create
schedule for year-round
programming
Networking for people who
want to start up gardens
Occasion to invite elected
officials to share what is
going on in your community
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Resources
What
Staff costs
Transportation, childcare, venue,
interpretation/translation
Promotion costs
Event costs

Cost
Coordinating time
$1500/per event
$500 - $1000
$1000 - $5000 depending on event and scale

Partnerships
Internal Partners
• Greenworks Program: Community Recycling Animators
• Operating Units
• Community Health Unit
• Food Action Group
• Youth and Seniors Engagement
• Community Animators and/or Resident Garden Leaders
External Partners
• Toronto Community Food Animators
• Agencies working with TCH gardens
• LiveGreen Toronto
• City of Toronto Environment Office
• Toronto Community Garden Network
• East Scarborough Storefront
• LiveGreen Toronto
• TCH Food Action Group

Benefits of Networking Events
•

•

Providing occasions and spaces for networking to help people come up with,
and follow through on their own solutions
• Regular networking events also become launching pads for mid to longterm actions (see Action # 1, for example) that require the foundation of an
organized community with functional channels of communication, cooperative skills, energy, readiness, and sense of purpose
Opportunity for TCH staff and management to connect and plan with the
community, promote initiatives, identify community leaders and agencies to
partner with, and consult with residents
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Potential Challenges
•
•

Potential space limitations at venues where current events are held.
Lack of sufficient coordinating resources at TCH.

Evaluating Success
Number of residents participating
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Strategic Opportunity #7: Create
opportunities for supportive peer
learning
ACTION 17: HIRE GARDEN LEADERS AS FLOATING
GARDEN EXPERTS WHO CAN VISIT DIFFERENT GARDENS TO PROVIDE
SUPPORT, TRAINING AND EXPERTISE

i.e. Peer training and education models that provide honourariums

Introduction
Given that there are over 100 community gardens in TCH, Toronto Community
Food Animators know that there is resident gardening leadership exists in TCH
communities. This leadership can be mobilized to further develop and strengthen
resident gardening groups. Toronto Community Food Animators recommend that
a group of community garden leaders—at least 2 per region—be hired by TCH
as Floating Garden Experts to provide support, training, and expertise and to
help build mutually supportive learning networks through a peer-sharing model.
This recommendation may be taken as a stand-alone action, or it may be
integrated into a Sister Gardens Program (see Action # 13), an Official Garden
Demonstration Site (see Action # 12), or a Yearly Training Series (see Action #
14).

What does this look like?
Floating Garden Experts could have at least one of the following two roles:
• They will be trained and equipped to deliver a series of workshops on
community organizing and organic gardening to resident groups. Their
training would consist of actively co-facilitating the series of workshops with
staff from the Toronto Community Food Animators and then conducting
optional follow-up visits with the resident group. Floating Garden Experts
would be paid an honorarium for both their facilitation work and visits.
• Act within the wider TCH resident and staff community as a resource group
that can be called upon to share their learning about community organizing
and gardening with others. Floating Garden Experts would receive an
honorarium for visits and consultations.
Steps to take:
Step1: Create parameters for the activity of the Floating Garden Leaders: how
many workshops may they deliver per year, how many consultation visits can
they take on per year, etc.
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Step 2: Determine funding to cover honorariums, workshop expenses as well as
to cover staff support time for monitoring, supervision, and ongoing evaluation of
process
Step 3: Initiate a public and transparent process for nominating and hiring
Floating Garden Experts.
Step 4: Hire 6 or more community gardening leaders
Step 5: Clarify the responsibilities of everyone involved in a peer support
program—Floating Garden Experts, community leaders they liaison with,
community agency staff and TCH staff
Step 6: Coordinate capacity building training for Floating Garden Experts and
create reporting processes
Step 7: Promote the services of the Floating Garden Experts, while being
sensitive to the mentor’s needs, time, and abilities
Step 8: Evaluate success of project

Resources
•
•
•
•
•

Honoraria for Floating Garden Experts
Transportation
Supporting staff time
Skill development training in a peer-mentoring model
Coordination of hiring process

Partnerships
Internal Partners
• Greenworks Program- Community Recycling Animators
• Community Health Unit
• Community Economic Development
• Youth /Seniors Engagement
• Resident Garden Leaders
External Partners
• City-wide partnerships such as Toronto Community Food Animators, Afri-Can
Food Basket, FoodCycles, Live Green Animators
• Local agencies working with TCH residents / community gardens
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Benefits
•

•

•

This program would develop a sense of collegiality among Floating Garden
Experts, creating and strengthening resident networks, which can serve as
the foundation for community-wide organizing.
This model provides ideal conditions for community learning, as residents
work together on current challenges that are relevant to them and exchange
feedback with others in similar situations.
A peer support program enables communities to manage their own learning
and development, including setting their own specific learning goals,
schedule, methods and evaluation.

Potential Challenges
•

Although a peer-sharing model can enrich other capacity-building initiatives,
the residents who become Floating Garden Experts need effective supports
at the outset and on an ongoing basis; they need training and guidance to
approach their work with confidence and enthusiasm. They also need
ongoing constructive feedback and opportunities to reflect on their practice
and improve it.

•

A peer-sharing model lacks the structure and predictability of other learning
situations and is also more vulnerable to interpersonal differences;
consequently, the process may feel “messy” to both the person doing the
mentoring and the resident group. It will be important to enable the group and
the Floating Garden Experts to realize and remember the varied benefits of
the process they are engaged in so that their role is not undervalued.

Evaluating Success
•
•

Number of training workshops or consultations delivered
Residents’ rating of the value of the workshops, visits and consultations
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Strategic Opportunity #7: Create opportunities for
supportive peer learning
ACTION 18: CREATE AND/OR BUILD RELATIONSHIP WITH A
DEMONSTRATION SITE

Introduction
Visiting a garden that has many innovative projects going on in one space can be
inspiring and motivating for gardeners. The idea here would be to create a series
of demonstration sites. Relationships could be built with non-TCH gardens or
organizations as well, if they were already existing sites of inspiration and the
group agreed to host workshops and visits from TCH.

What does this look like?
Option 1: Creating demonstration sites based on existing TCH gardens
•

A demonstration site could include some of the following:
o Rainwater harvesting
o Composting
o Innovative approaches to gardening (soil prep, planting methods, etc)
o Rooftop gardens
o Fruit trees
o Urban farming or market gardening
o Greenhouse production
o Or a completely different sort of innovation

•

These sites could be regional hubs of education and inspiration, hosting
groups during networking events such as the community garden bus tours,
harvest festivals, etc (see Action 16).

•

The Demonstration Garden Contest (see Action 19) would help with the
process of finding these gardens and helping them deepen their innovation.
After a few years of this contest a network of demonstration gardens would
begin to emerge.

•

A critical mass of projects could be found within TCH in order to begin to start
to get synergies between projects. For example, a solid composting system
will support greenhouse production, which can then support gardening and so
on.
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Potential Site
Lawrence Heights

Location
Lawrence &
Allen

Adanac Apartments

Bishop Tutu

250 Davenport Road

Gordonridge Place
(Lorna’s One Love
Garden)

Innovations
Particularly positive working relationship
between TCH staff & tenants
Extensive garden network across the
buildings
Well organized garden group
Ethnic crops
Composting
Interested in being a regional greenhouse
hub
Interested in scaling up production to be
an urban farm site
Markham & Onsite market
Eglington
Interested in hosting a regional
greenhouse
Bathurst &
Onsite market
Lakeshore
Would like to expand their composting
efforts
Davenport & Edible landscaping
Avenue Rd
Community market
Community kitchen
Interested in adding fruit trees, in being a
regional greenhouse hub
Midland &
Interested in adding a market
Danforth Rd Extensive gardens
Well organized group

Please see attached Toronto Community Housing Community Gardens for other
potential sites
Steps to take:
1) Identify one garden site that currently has many innovative projects going on
and gardeners willing to host workshops & tours as a potential pilot learning
centre/ demonstration site
2) Work with a non-profit partner to write grants to turn this site into a learning
centre by deepening the innovations they currently are working on and by
adding on new systems
3) If this learning centre model works well, replicate it in other regions
Option 2: Build partnerships with existing innovative sites in Toronto (not
in TCH Buildings)
Rather than creating new learning centres and focusing energies into
demonstration gardens within TCH, relationships could be built with existing non-

TCH Community Garden Strategy 2010

100

TCH gardens and learning centres, that TCH residents could then visit on garden
tours and for workshops.
When a visit from a group of TCH gardeners comes to this site, the gardeners or
organization could be given a honorarium or gift (seeds, tools, a delivery of
compost, etc) for their time if education and workshops are not already part of
their mandate and covered by other funding sources.
Potential
Partner
FoodShare
Toronto

Location

Innovations

Dufferin
& Bloor

•
•
•
•
•
•
•
•

FoodCycles
Farm

Afri-can Food
Basket
The Stop
Community
Food Centre

Greenest City

Peanut Oriole
Community

•
•
Keele &
•
Sheppard •
•
•
•
•
North
•
York
•
•
Christie & •
Saint
•
Claire
•
•
•
•
Parkdale •
•
•
•
Sheppard •
& Don

Mid-scale composting systems
Off the grid greenhouse
Aquaponics systems (fish and plants together)
Vermicomposting
Rooftop growing
Different soil prep methods in onsite gardens
(biointensive, lasagna, container gardens)
Seed saving
Growing vegetables to be cooked in a
commercial kitchen
Honeybees
Edible landscaping
Greenhouse production
Vermicomposting
Windrow composting
Urban field crop production
Honeybees
Co-operative organizational structure
Youth engagement & employment
Urban farming
Growing ethnic crops
Greenhouse production
Mid-scale composting
Outdoor bake ovens in garden
Community markets
Community kitchens
Growing ethnic crops
Youth engagement & employment
Art in the garden
Communication in a multicultural & multilingual
garden
Rainwater harvesting
Communication in a multicultural & multilingual
garden
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Garden

WestonLawrence
Community
Garden

San
Romanoway
Community
Gardens

Mills

•
•
•
Weston & •
Lawrence •
•
•
•
•
Jane &
•
Finch
•
•
•
•

Land use partnership
Growing ethnic crops
Seed saving
Container gardening in an abandoned lot
Composting
Rainwater harvesting
Partnership between multiple organization
Community kitchen
Community market
Children’s garden
Intergenerational learning between seniors and
children in the community
Composting
Fruit trees
Art in the garden

**The Toronto Community Garden Network is currently doing an inventory of all
gardens across the city. They could help identify other potential partner gardens.
Option 2: Steps to take
1) Approach organization/ gardens about building a partnership
2) Send TCH garden groups to the site for workshops, tours, etc and build
3) Evaluate & adjust

Resources
Option 1
• Support from an animator or TCH staff for host gardeners to develop some
standard speeches for tours and workshops, ways of telling their story
•

Money to deepen the innovation. Some could come from the Garden Contest
funds (see Action 19) Other fundraising could be done in partnership with
community agencies

Option 2
Honorarium for partner sites

Partnerships
Internal
• The innovative gardens listed above along with others that get identified by
the garden contest
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External
• The Toronto Community Garden Network to connect to their events and
knowledge of potential partner sites
• The gardens and organizations listed above and others

TCH Community Garden Strategy 2010

103

Benefits
•
•
•

Encourage other gardens to also innovate
Draw people to the sites of these gardens to be inspired and to learn from
existing successes
Gardeners from these sites would start to feel comfortable hosting groups
and could develop and hone workshops and tours so that the quality of
these visits would be higher than if no consistent relationship existed

Potential Barriers
•

Visits to demonstrations sites may be disruptive to normal gardening
activities, which may be a dissuading factor for gardens to agree to being
a learning centre/ demonstration site

Evaluating Success
•

Increased learning, based on written evaluation, from gardeners who visit
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Strategic Opportunity #7: Create
opportunities for supportive peer learning
ACTION 19: GARDEN CONTEST TO RECOGNIZE GARDEN
LEADERS AND SUPPORT LEARNING

Introduction
Across the city, Toronto Community Housing community gardens are already
leading the way. The Garden Demonstration Contest recognizes those gardens
and garden leaders already leading and encourage others to also innovate.
For a year, this garden will be the TCH Demonstration Garden and a host site for
workshops, receiving an official sign to recognize the garden as a demonstration
site for that year, and a small boost of funds to go toward supporting or
deepening their innovation and leadership.
Over the years, a network of these exemplary gardens will develop (see Action
18). These gardens could then play a role in the Sister Gardens program (see
Action 20).

What does the Garden Contest look like?
Option 1: Process
• Biannually, during the summer, a committee of TCH staff, youth leaders and
residents review applications submitted by gardeners to be designated as
their region’s demonstration garden for the following season.
•

To ensure the process is accessible to everyone, in the first stage gardeners
answer one question either in writing, in a video, through photos, or by phone
(the group could call in and have someone transcribe their story if writing is a
challenge): What is your garden doing especially well?

•

Innovation in gardens takes many forms:
o Modeling particular growing practices
o Growing many different sorts of ethnic crops
o Saving seed
o Art in the garden
o Intergenerational learning
o Selling produce from the garden as a social enterprise
o Or anything else for which a group would like to make a case
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•

Along with the above question the applicants will be asked a series of
practical questions:
o How many people are involved in your garden?
o How is your garden organized (garden leader, committee, individual
plots, community plot)?
o How many languages are spoken in your garden? Which ones?
o How large is your garden?
o What do you grow in your garden?
o How long has the garden been around?
o Who supports your garden (TCH staff, agencies, completely tenant
run)?
o What other food initiatives exist at your site?

•

After reviewing this round and narrowing the field, the committee will then go
out to the site of the garden to talk to the gardeners and to see the garden.
The committee will then choose the demonstration gardens for that year or
those years, one for each region (east, centre, west, and seniors).

•

The gardens could receive:
o Funding for signage to tell their story in the garden and to recognize
that they are the TCH Demonstration garden of that year
o This sign could be a standard sign that can be used in all
demonstration gardens over time to recognize it and/or it could take
the form of a mural or another art project that will involve the
community in the process of representing their story
o Funding ($1000-3000) to help them continue or deepen their
innovation: to go toward tools, seeds, infrastructure, honorarium (to
support whatever work they are already doing well)
o Recognition at an event (see Action on Networking Events)

•

As the TCH Garden Demonstration Site, the garden would be asked to:
o Be the host site for workshops relevant to their innovation
o To mentor at least one other garden (see Action 20)

•

One animator or TCH staff should coordinate this initiative on a very part-time
basis, so as to ensure things run smoothly and to provide continuity over the
years

•

Eventually a database of gardens innovating in many ways and at different
scales will grow (see Action 18); this will support other Peer Learning actions
such as the Sister Gardens initiative (Action 20).
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Option 1: Activities and Timeline
Activity
Put a call out to TCH staff, community garden agencies,
tenant gardeners to form the judging committee for the
contest (7 member committee)
Meet as a committee to come up with criteria for
evaluating the gardens (this would only need to be done
by the first year’s committee, future years could just
modify) (committee chair elected)
The committee would draw up and distribute a call for
proposals to frontline staff, agencies, and residents
Application submission deadline
Applications evaluated by committee, decision made, &
gardens notified (Committee chair collects and sends out
all applications to other members, two weeks to review
them, one meeting to narrow the applicant pool, site
visits, final choice)
Gardeners receive funds and signage, host workshops
Repeat

When
Spring of the same
year of the contest
Spring

Late Spring
Mid-summer
Mid-Summer

Fall of this year until
fall of next year
On a two year cycle

Option 2: Implementation
• Rather than having a committee of independent people, another option could
be to have all the gardens that submit applications then form the committee
that chooses the gardens.
• Two representatives from each garden could visit all the other gardens.
• Each gardener could vote once, but not for their own garden
• This would encourage networking for all the gardens rather than just the
winning gardens
• It would also be seen as a fair and bottom-up process because those getting
judged would be involved in the process, the gardens that did not win could
see and understand why the winning garden won
• Staff would not have to spend time sitting on another committee
• Other than the decision-making process, the rest of the implementation would
be the same (what the gardens receive and what they are asked to do in
return, etc)

TCH Community Garden Strategy 2010

107

Option 2: Timeline
Activity
A TCH staff person or community animator draws up and
distributes a call for proposals to frontline staff, agencies,
and residents
Application submission deadline
Two representatives from each applicant garden are
called together for a meeting or series of meetings to fine
tune a criteria for judging the gardens (a draft could be
put together by the TCH staff person or animator for the
first contest and future years could modify the one from
the previous year)
Garden site visits and voting process by the garden
representatives
Meeting to tally up votes and announce the winners
Gardeners receive funds and signage, host workshops

Repeat

When
Early Spring

Spring
Late spring

Summer
Mid-to-late Summer
Fall of this year 2010
until fall of next year
2011
On a two year cycle

Resources
•
•

Staff time to promote the contest and encourage residents to apply
A TCH staff person or animator to coordinate the contest on a very part time
basis

What
Funds for signage

Cost (biannually)
$400

Money to continue
the innovation

$12,000 max

Notes
$100 per garden, 4 gardens (one from
each region: east, west, central, seniors)
$1000 - $3000 per garden, 4 gardens

Partnerships
Internal Partners
• Health Promotion Officers, Youth Engagement Workers, Superintendants to
promote the initiative in their communities
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External Partners
• Agencies working with TCH gardens (to promote the contest and to sit on the
board)
• Toronto Community Food Animators as a possible part time coordinator
• Toronto Community Garden Network to promote the initiatives

Benefits
•
•
•
•

Recognize existing best practices & showcase TCH’s leadership in the field of
community gardening
Encourage other gardens to also innovate
Draw people to the sites of these gardens to be inspired and to learn from
existing successes
Give the chosen garden a boost of resources to support their work

Potential Challenges
•

•

The process of choosing gardens could come off as biased or to be
guided by favoritism. The committee will need to make sure the process of
choosing the gardens is as transparent, fair, and governed by some predetermined criteria
Finding people to sit on the committee

Evaluating Success
•

Number and quality of applicants
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Strategic Opportunity #7: Create
opportunities for supportive peer learning
ACTION 20: SET UP A SISTER GARDEN PROGRAM TO FOSTER
SUPPORTIVE RELATIONSHIPS BETWEEN GROUPS

Introduction
When a new garden starts up they often have question about how to find
support, resources, and participants. Often the best way to answer these
questions is to ask someone who has gone through a similar process to share
the lessons they learned along the way. This initiative would link a new garden
with a successful and well-established garden that is working in a similar context
(in terms of size, purpose, challenges, dreams, demographics, etc). The idea
would be to facilitate peer-to-peer animation. The gardeners from the older
garden would then mentor those from the new garden. The hope would be that
this relationship would quickly become a mutually supportive relationship with the
new and old supporting each other in different ways.

What does the Sister Garden Initiative look like?
In order to connect these gardens, someone with knowledge of the existing
gardens in the area could recommend an existing garden for a new one to
connect with (possible resource: ‘Where are the Gardens’ table attached). This
coordinator could either be the regional animator (see Action 7) or a Toronto
Community Food Animator (see Action 14).
Steps to setting up a sister garden:
Step 1: Initial interest
A garden would like to start up. They talk to their HPO, superintendant or an
agency. The frontline person contacts the animator.
Step 2: Gather information from new garden
The animator talks with the gardeners who want to start the garden to get a
sense for what sort of questions they have and what context they are working in.
Step 3: Find a garden to mentor the new garden
With these questions in mind, the animator will:
• Look at their list of successful existing gardens (see attached Where are All
The Gardens?). The pool of mentor gardens could include non-TCH gardens
as well, to draw on lessons from successes outside of TCH too. Ideally the
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•

•

gardens would be close to one another so that travel time would not be a
deterrent for maintaining the relationship
Once a potential mentor is identified, the animator will call the existing garden
and explains the Sister Garden program to see if they are interested in being
a mentor
If so, the animator will contact the new garden and set up an initial meeting
with the two gardens

Step 4: Initial meeting
At this meeting the animator will explain some of the possibilities for ways the
gardens could support each other. Gardens could:
• Place seed orders together (the new garden would learn where to get seeds,
the existing garden would save costs by buying in bulk)
• Celebrate the end of season with a harvest festival together
• One garden may have an idea to resolve a problem the other is having and
the other may have a solution to a different problem for the first
• Support each other on days when they need extra hands (initial soil prep at
the beginning of the season in both gardens: it could be one weekend
everyone helps in one garden, the next weekend the other)
The animator will also help the gardens dream about what ways they could
collaborate, have a frank discussion about expectations, and come up with some
guidelines for communication. This process could extend into a follow up meeting
if need be.
Step 5: Check-ins
Once the relationship is established, the animator will check back in with the
gardens periodically to see how things are going, but would too casual.
Step 6: Mentee becomes mentor
After two years, the Sister Garden relationship will come up for renewal. If the
gardens choose to continue the relationship they can. Borrowing an idea from
Heifer International (www.heifercanada.org), the well-established mentee garden
would then be asked to mentor another new garden, passing on the gift of
learning to new gardens in TCH.
Variation A
•

Sister gardens would not just have to be new gardens and experienced
gardens, they could just be any gardens looking to work together

•

The process could be facilitated in a similar way, but with both new and
existing gardens

TCH Community Garden Strategy 2010

111

Resources
•
•
•
•

Staff time from an animator facilitate
Meeting costs (food (could be potluck), facilitation supplies like flip chart
paper, markers, etc)
A presentation on the possible sorts of reciprocal support the gardens could
provide to one another
A list of TCH and potentially non-TCH gardens with details on what their
experience has been (what challenges, context, innovations, needs)

Partnerships
Internal partnerships
• Existing TCH gardens as mentors
• Frontline staff will help with referrals to animator
• Animators could be the TCH Green Animators
External partnerships
• The Toronto Community Food Animators either as the lead animators on the
project or as support for the TCH Green Animators
• The Toronto Community Garden Network as a source for information on
existing non-TCH gardens

Benefits
•
•
•

Gardens would not have to recreate the wheel every time and lessons could
be passed on
It would build a network of support and help gardeners feel like they are not
alone in facing barriers
Partner gardens could celebrate successes together

Potential Challenges
•

The gardens could become dependant on the animator as a middle person,
rather than the gardens working together independently from the animator’s
facilitation

Evaluating Success
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•

After one year and after two years the sister gardens will do a formal
check in to reflect on the challenges and benefits of the relationship, these
reflections will be useful in modifying the program to better meet the needs
of participant gardens

Food Activist experiences

Trainings…

STRATEGIC OPPORTUNITY #8
Training for gardeners, leaders and staff in
a train the trainers model
Action:
21) Yearly training on community capacity building, skill
development and leadership:
o How to Start a Community Garden
o Conflict Resolution and Prevention
o Increasing participation in diverse settings
o Facilitation of meetings
o Applying for funding and where to find it
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Strategic Opportunity #8:
From Consultation to Action

•

•
•

•

•
•

•

•
•

TCH management noted that “the most successful projects are
where tenants have leadership roles” and expressed that they
“need to give tenants the power to do things themselves” and
“really want to enhance capacity development”
Training was one of the most popular suggestions across all
groups that were consulted
Residents were keen on learning more about things like
composting, organic gardening, “simple tools for cooperative work,”
“skills for coming to consensus” and the “process to start a
community garden”
Many residents recognized the richness of knowledge and skills
that already exist in their communities—the fact that there is
“knowledge within these gardens; it’s just a matter of sharing it with
other gardeners”
They expressed a preference “to bring speakers from TCHC and
other organizations”
One of the main concerns for management in the implementation
of the strategy was “support for leadership development on a
predictable / consistent basis” and the need to foster skills in
“community conflict resolution”
Management cited cases where there were huge opportunity costs
to not having an adequate level of leadership development at the
resident level; a large grant from the city had to be revoked where
residents were not able to work together and plan effectively in
groups
Management also saw “low staff involvement” in capacity
development as a challenge to implementation of the strategy
Partnerships around building community leaders was very much
appreciated by TCH staff and management; they expressed
“feel[ing] very lucky to have groups like … [Community Food]
Animators and community health centres to be doing the people
side” at various TCH sites
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Strategic Opportunity #8: Training for
gardeners, leaders and staff in a train-thetrainers model
ACTION 21: YEARLY TRAINING ON COMMUNITY CAPACITY
BUILDING, SKILL DEVELOPMENT, AND LEADERSHIP
Introduction
Developing community-based leadership is a critical foundation for sustainable
community projects. Mentors who are local and accessible are able to help
people around them when support is needed. This simplifies the work of TCH
staff and complements the work of agencies. A yearly train-the-trainer training
would not only teach people new skills, it would increase the number of trainings
happening all over TCH communities.

What does a train-the-trainer series look like??
A yearly series of workshops covering some or all of the following topics:
Workshop Topic

What the training will cover

1

Food Gardening 101
(A brief introductory
slideshow)

2

Basic Organic
Gardening

3

Advanced Organic
Gardening

4

Composting

5

Participatory Organizing

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

The benefits of community gardens
An overview of how and where to get started
Planning what to grow
Mapping out the garden
Making it happen on the cheap
The basics of soil fertility and composting
Good watering and mulching practices
Handling weeds, insects and pests organically
What to grow in Ontario
Good gardening practices
Organic pest control
Native plants
Intensive techniques
Relay planting
Seed-saving
Starting seedlings indoors
Different set-ups
What goes in, what stays out
Compost maintenance and troubleshooting
Democratic process and fair participation
3 different ways of coming to a decision
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Planting the Seeds of
Peace

6

•
•
•

How to Start a
Community Garden

7

•
•
•
•
•

How groups work together
What promotes peace, what creates risk for
disharmony
Creating a collective agreement in positive,
affirming language
Strengthening appreciation for the group
What are Community Gardens and what good
are they?
What you need to get started
What will the timeline look like?
Finding resources in your community

Resources
•
•
•
•
•
•

Authorization of interpretation and translation services for outreach
materials
Access to community spaces and resources
Incentives for staff participation
Promotion within the organization for staff participation
Outreach and promotion within TCH resident communities and to Tenant
Council
Communications to onsite superintendents and property managers about
their role in supporting the program

Partnerships
Internal
• Community Health Unit
• Operating Unit Superintendent of Building
• Community Animators/Resident Garden Leaders
• Greenworks Program- Community Recycling Animators
• Tenant Representatives and Tenant Council
External
• Organizations that have focused on commuity gardening, composting, etc.
• Toronto Community Food Animators
• Local Community Organizations

Benefits of train-the-trainer series
•

Increases capacity on the part of residents to mentor their peers
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•
•
•
•
•

Increases self-confidence and willingness to take a leadership role
Connects residents in a way that creates the foundation for self-organizing
Participants become assets and partners for community health staff
Creates engagement and economic opportunities for active resident
gardening leaders
Creates a beginning and foundation for resident-driven program facilitation
and coordination

Potential Challenges
•
•

Lack of sufficient resident and staff interest and capacity to be involved
Lack of sufficient financial and staffing resources

Evaluating Successes
•
•
•
•
•

Participant satisfaction surveys
Number of resident garden leaders trained
Number of participants who attended training workshops
Neighbourhood resident gardening participation levels
Number of trainings led by newly trained trainers

TCH Community Garden Strategy 2010

117

STRATEGIC OPPORTUNITY #9
Provide Neighbourhood- Based
Infrastructure Support to Gardens
ACTIONS:
22) Make available land, access to water, and small

tool lending on a site by site basis
23) Commit to providing start up kits and ongoing
support
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Strategic Opportunity #9:
From Consultation to Action

•
•
•

•
•
•
•

•

Consultations with residents revealed that support and funding for
community garden start-ups and builds has been patchy across the city
Residents felt that adequate “TCH funding is missing”
Management reported that there appears to be fragmented knowledge
about which TCH funds can be used for community gardens and how
those requests should be framed
Not all eligible funds are promoted as well as they could be to residents
and frontline staff
Seniors’ communities reported facing extra barriers because of the added
cost of lumber to build accessible raised beds
Residents who were part of existing community gardens faced challenges
around some seasonal recurring costs for compost, seeds and seedlings
Residents and community agencies proposed solutions that entailed
helping resident gardeners get organized, share resources and create
collectives and partnerships that could create cost efficiencies
Management posed solutions around creative leverage and greater
promotion of existing funds and partnerships.
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Strategic Opportunity # 9: Provide
Neighbourhood- Based Infrastructure
Support to Gardens
ACTION 22: MAKE AVAILABLE LAND, ACCESS TO WATER, AND SMALL TOOL
LENDING ON A SITE BY SITE BASIS

Introduction
Enabling policies serve to both promote and clarify community gardening
activities. Toronto Community Food Animators recommend that TCH adopt a
policy, through all levels of the organization, of “Saying Yes to Community
Gardens.” Reinforcing this policy could mean, among other things,
communicating a set of criteria as a checklist for residents, health promotion
officers, superintendents and building managers to use. This checklist would
enable residents and staff to determine and agree on whether or not a site is
appropriate and safe for a community garden.
Additionally, most of the basic infrastructure elements of a community garden
already exist at TCH buildings; community gardeners’ access to them can be
enhanced by on-site staff who are knowledgeable about the needs of community
gardens and how they can serve them without undue added workload.
Communicating a set of guidelines—“7 Easy Things You Can Do to Support
Community Gardens”—to each on-site staff person is an easy way to educate
and authorize them to provide access to on-site resources and facilities such as
tools and water.
Placing community gardening on the organizational activities and events
calendar would also ensure consistent exposure and would reinforce community
gardening as a priority. Toronto Community Food Animators recommend that
TCH’s communications team be involved in messaging and promoting
community gardening on a scale similar to participatory budgeting and tenant
council meetings.

What does this look like?
Activities
•

•

Define on-site staff’s roles and responsibilities in supporting community
gardens. Communicate these verbally and in writing to on-site staff—
superintendents, property managers and health promotion officers. (See
“Tools” section below.)
Create communication channels that build trust with residents.
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•

•
•

Collate information on all tenant-accessible funding within TCH and define the
parameters within which community gardeners may access funds that
typically have not been available to them. For example, can Curb Appeal
funding be used for garden signage, if not for compost? Can Tenant Council
funds be used for a training series on community gardening? Publish this
information in a one-stop, user-friendly format for tenants, health promotion
officers, and other frontline staff.
Authorize support staff to use flexible parameters for funding requests from
community gardens.
Launch a community gardening awareness campaign targeting both staff and
residents.

Resources
•
•
•
•
•
•
•

Space
Tools
Access to water supply points
Funds for soil tests
Staff availability
Supplies for community meeting spaces
Photocopying, printing, and computer resources

Partnerships
Internal
• Operating Unit: Superintendent and Building Manager
• Community Health Unit
• HSI Inc.

Benefits
•
•
•

Enables resourceful management of TCH assets.
Conveys the message that TCH is supportive of community gardening and
resident empowerment.
Promotes positive working relationships between residents and on-site
staff.

Potential Challenges
•
•
•

Requires more open channels of communication between residents and staff
Staff availability can impede easy and timely access to resources
Bureaucratic procedures delay response time to community needs and can
foster negativity
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Evaluating Success
•
•
•

Resident satisfaction
Amount of TCH funding directed towards community gardens
Partnerships developed between superintendents / building managers and
health promotion officers

Tools

CHECKLIST FOR A COMMUNITY GARDEN SITE
1.
2.
3.
4.
5.
6.

Access to water
Sun
Drainage
Safe soil
Space that is not regularly used by others
People who want to garden
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7 EASY THINGS SUPERINTENDENTS AND BUILDING MANAGERS CAN DO TO
HELP COMMUNITY GARDENS
•

Let community gardeners know what tools exist at the site that they may
borrow for gardening use. Tell them for how long they may borrow the tools
and how to get easy and timely access to the space where they are stored.

•

Provide your cell phone number to at least two organizers of the community
garden so they can get in touch with you easily.

•

Make sure that the water supply is functioning, well maintained and kept on at
all times during the growing season. If there are other staff members or
contractors who use the water supply, let them know to leave it on for the
community garden.

•

Let community gardeners know about storage spaces on site that they may
use to store tools or supplies related to gardening. Ensure that gardeners
know how and when they may access the storage spaces.

•

Provide easy access to community meeting spaces. Ensure that facilities in
meeting spaces (washrooms and kitchens, for example) are in good repair
and adequately supplied.

•

Make sure those seasonal tasks that impact community gardens are
completed properly and on time, for example, water supply checks and
clearing of walkways.

•

On sites where TCH handles landscaping, help coordinate available funds
and resources with the needs of the garden. For example, before making a
purchase for things like compost, soil, wood chips, mulch, seedlings, or
planters for landscaping, check in with the community gardeners to see if
some of the materials purchased might be used for the garden as well.

TCH Community Garden Strategy 2010

123

7 EASY THINGS HEALTH PROMOTION OFFICERS CAN DO TO HELP
COMMUNITY GARDENS
•

Help residents identify and leverage other budgets (such as Curb Appeal
Funding) that may be overlooked by community gardens.

•

Help residents bring community gardens to a bigger platform in the
participatory budgeting process and tenant council meetings.

•

Help residents negotiate with superintendents and building managers about
access to community meeting spaces, storage spaces and on-site tools and
resources.

•

Support facilitation and outreach for community garden meetings.

•

Help residents develop communication tools like flyers. Provide access to
photocopying, design and interpretation/translation services within TCH.

•

Promote and model accessibility and inclusion.

On sites where TCH handles landscaping, help coordinate available funds and
resources with the needs of the garden. For example, before making a purchase
for things like compost, soil, wood chips, mulch, seedlings, or planters for
landscaping, check in with the community gardeners to see if some of the
materials purchased might be used for the garden as well.
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Strategic Opportunity # 9: Provide
Neighbourhood- Based Infrastructure
Support to Gardens
ACTION 23: COMMIT TO PROVIDING START UP KITS AND ONGOING SUPPORT
including:
• Outreach
• Materials, tools, and staff support
• Bulk buying of fencing, soil, compost, seeds and seedlings
If unable to cover costs, commit to reimbursing some costs, or supporting
fundraising.

Introduction
One of the benefits of a community garden is that it does not necessarily require
a large amount of ongoing funding to support the inputs. Once the garden has
been set up, costs of compost, seeds, and seedlings are borne by the gardeners
themselves. However, since many TCH residents are financially vulnerable,
small savings can amount to a big difference in their quality of life. Many
residents have expressed interest in finding ways to access seeds and seedlings
that are more affordable yet come from quality sources.
For ongoing infrastructure needs around seed and seedling supply, Toronto
Community Food Animators recommend that TCH support the formation of a
residents’ buying collective(s) that can take advantage of bulk purchasing.
Toronto Community Food Animators recommend that the collective explore
partnerships with the organizations listed below for a relationship that enables
TCH residents to acquire what they need at an affordable cost while also creating
opportunities for apprenticeships or skills development.

What does this look like?
Activities:
• Promote the idea of testing a seed/seedling-buying collective with
community gardeners and with potential partners listed below
• Determine if residents have interest or motivation to run such a program
• Meet collectively with all interested parties to develop a partnership
understanding and to explore options for how it could be organized and on
what scale to test it
• Develop communication, ordering, and distribution processes
• Promote participation
• Evaluate the project
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Potential
Partner/Supplier
Schools

Partner Infrastructure
Schools that have
greenhouse space

FarmStart enterprises

FarmStart’s New Farms
Incubator Program
supports new farm
enterprises by offering
access to land,
equipment and
infrastructure at
reasonable rates, along
with business planning
support, technical
training, mentorship and
experience with
ecological and emerging
farming methods. Farm
businesses participating
in the incubator program
are located within the
GTA area and may have
access to greenhouse
space.

Centre for Addiction and
Mental Health

CAMH’s Sunshine
Market Garden is a
partnership between
CAMH's Vocation,
Education and
Rehabilitation Services
(VERS) and Foodshare.
In addition to produce,
participants grow sprouts
in a greenhouse for sale
to Foodshare’s Good
Food Box program.

What A Partnership
Could Look Like
School Greenhouse
program grows seedlings
to supply TCH
communities.
Alternatively, TCH
residents could make use
of underutilized
greenhouse space to
grow seedlings for their
buying collective.
Possible partnership with
a FarmStart enterprise to
grow seedlings for supply
to TCH community
gardener’s buying
collective. New farmers
have a guaranteed order
before they start
production and TCH
collective may also
benefit from offering
business skill-building
opportunities for
residents through
internships with
enterprises. This
partnership could be an
opportunity to groom
potential leaders for
regional green hubs (see
Action # 1).
CAMH’s greenhouse
production may have the
capacity to supply
seedlings for a TCH
buying collective.
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FoodCycles

Matchbox Gardens

Urban Harvest

FoodCycles is a not-forprofit educational urban
farm. They have
greenhouse space for
their own use and also to
rent out.
A FarmStart enterprise.
Rents greenhouse space
at FoodCycles.

Toronto-based enterprise
that supplies organic,
heirloom seeds and
seedlings.

Bendale Farm

The Stop Community
A partner organization of
Food Centre—The Green the Toronto Community
Barn
Food Animators. Their
Green Barn currently
grows seedlings for
distribution to community
gardens in Toronto.
Toronto Urban Growers
Network of people who
grow in Toronto at many
different scales of
production.

Grow and supply
seedlings to TCH buying
collective. Possible
apprenticeship
opportunity as well.
Grow and supply
seedlings to TCH buying
collective. Possible
apprenticeship
opportunity as well.
Grow and supply
seedlings to TCH buying
collective. Possible
apprenticeship
opportunity as well.
Grow and supply
seedlings to TCH buying
collective. Possible
apprenticeship
opportunity as well.
Grow and supply
seedlings to TCH buying
collective. Possible
apprenticeship
opportunity as well.

Urban CSA that buys
seedlings from
individuals who can grow
in school greenhouses or
greenhouse space that
TCH may have at some
buildings. Possible
apprenticeship
opportunity.

Resources
$500 - $1000
Promotion to create and gauge interest in participation
Outreach to potential partners
Meeting costs
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Partnerships
Internal Partners
• Greenworks Program- Community Recycling Animators
• Operating Units-Superintendents
• Community Health Unit
• Community Economic Development
• Youth / Seniors Engagement
• Resident Garden Leaders
External Partners
• Agencies working with TCH gardens, both city-wide and local agencies
• Centre for Addiction and Mental Health
• FoodShare
• The Stop Community Food Centre: Green Barn
• FarmStart’s enterprises
• MacVean Farm
• Toronto Community Garden Network (TCGN)
• Toronto Urban Growers (TUG)
• Schools with greenhouses
• Bendale Farm
• LiveGreen Toronto
• FoodCycles

Benefits
•
•
•
•
•

Fosters networking among resident-gardeners and relevant agencies
Creates the foundation for resident cooperation around other objectives
Economically rewarding for resident-gardeners
Supports local and emerging growers
Creates opportunities for skills development

Potential Challenges
•
•
•
•
•
•

Lack of sufficient resident interest and capacity to be involved
Lack of interest or capacity among partners who are approached
Interpersonal or communication difficulties in the process of coordinating
orders with residents
Working as a collective requires good interpersonal communication and
also clear communication between suppliers and buyers
Since money-handling is involved, a high degree of accountability and
trust is needed
Language barriers can impede involvement
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Evaluating Success
•
•
•
•

Number of residents who expressed interest in participating
Number of participants who participated in first year
Cost savings to participants
Volume of business given to local and emerging growers
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Opportunities for Future Innovation and Leadership
REGIONAL FOOD-CENTRED HUBS
Throughout the consultation process, conversations started with talking about
gardens, but they never ended there. Conversations branched out as residents,
management, staff and partners spoke about kitchens, greenhouses, nutrition,
after school programs, employment opportunities, food banks, and more. For
those that we consulted with, improving food access in TCH communities is a top
priority. They also prioritize creating more opportunities for people to connect
with each other.
As a result of these conversations, The Toronto Community Food Animators
have been inspired to encourage Toronto Community Housing to go beyond
community gardens when thinking about food access and resident engagement.
We encourage TCH to begin to create food hubs.
Food hubs create vibrant community gathering spaces for children, youth, adults
and seniors. These hubs include community kitchens, community gardens,
education workshops, after school programs, fresh produce markets, youth
leadership opportunities, entrepreneurial opportunities and fresh produce
markets. These relatively low-cost interventions can have significant effects on
social and physical health, and on social support and connectedness – goals that
are priorities for many organizations that could partner with TCH to make hubs a
reality. The Stop Community Food Centre is an outstanding model of what this
could look like.
Many Toronto Community Housing communities are in is revitalization
processes. Community garden space and industrial kitchens have already been
talked about. Creating food hubs would greatly increase the impact of these food
projects with small additional costs. These hubs would be primarily created
through partnerships with other locally based and citywide organizations.
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Childrens’ programs
greenhouse

Community kitchen

market

Community garden

FOOD FRIENDLY TCH NEIGHBOURHOODS
If made a focus of planning TCH neighbourhoods, food could help TCH
communities to become some of the most vibrant and livable in Toronto. People
are drawn to communities that offer vibrant and exciting food choices. Market
areas are always among the busiest in any city, and gardens, restaurants, and
cafes bring people from outside a neighbourhood in and connect those that live
within it.
Where Toronto Community Housing has chosen to create food spaces resiliency,
cooperation, and celebration have blossomed. By creating spaces in revitalizing
and established communities for a diversity of restaurants, cafés, farmers’ and
community markets, public gardens, butchers, bakers, community kitchens,
grocers and supermarkets, these benefits could be seen in all TCH communities.
Adding more food spaces and programming would provide TCH communities
with walkable access to everyday services, greenspace, lively and safe main
streets, common meeting places and celebrations, all while improving the health
of residents.
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USE FOOD TO BRING TOGETHER TCH DEPARTMENTS
The needs, issues, and goals of all the different TCH departments cannot be
addressed comprehensively when each department remains separate, within
their silo. Food is, by its nature, a cross-divisional matter and engenders
cooperation and collaboration. The Community Garden Strategy has already
demonstrated that gardens can meet multiple goals. Imagine, with the broader
focus of food, what myriad of goals can be met. In an era of constrained public
resources, effective collaboration between TCH, government, and the community
can leverage assets that working within silos cannot.
Food can not only help to meet many strategic goals from within TCH such as
community safety, decreasing isolation, waste management, greening,
communications, and youth engagement; it can also help TCH departments to
collaborate.

Proposed Pilots
Toronto Community Food Animators have proposed a variety of pilots that TCH
can use to ‘try out’ the effectiveness of the community garden strategy. Each of
these pilots are part of the larger strategy, and have details about implementation
with in the strategic document. All pilots can be implemented within a year,
except for the composting pilot, which really needs 2 to 3 years to allow for
apprenticeship and scale.

I. Community Garden Training Project
Timeline: 1 Year
Option 1: Implement Train-the-Trainer Program
Cost: $10,000-$15 000 (not including trainer) $40,000-$60,000 (including
trainer)
The Train-the-Trainer program is intended to create increased capacity within
TCH for residents to learn training skills and to be able to deliver more trainings
based on their own expertise. The Toronto Community Food Animators have put
together an implementation process that includes training residents and staff on
how to do these trainings based on topics that were asked for by residents and
staff. After residents and staff have been trained in both the topic, and how to
facilatate training, the key trainer supports residents and staff in delivering
trainings as asked for by community gardens. This model allows for many more
trainings to be offered, and the possibility exists of trainings in particular
languages.
See Strategic Opportunity # 8: Action 15
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Option 2: Implement various trainings as requested by residents and staff, such
as organic gardening, conflict resolution, etc.
Cost: $10 000 to $15 000
There are organizations and individuals who have delivered particular trainings
on topics that were requested by residents and staff. For example, Scadding
Court has offered trainings on composting, FoodCycles has offered trainings on
organic growing, Toronto Community Food Animators have offered leadership
trainings. Toronto Community Housing could support residents in finding
trainings that match the needs of the garden.
See Strategic Opportunity # 8: Action 15

II. Create 3 to 5 opportunities for gardeners to network
and learn from other gardens
Timeline: 1 year
Cost: $5 000 – 10 000
Feedback from residents was overwhelmingly in favour of opportunities to learn
from each other. Toronto Community Food Animators have proposed a variety
of ways this can happen.
• Tours and Networking events
See Strategic Opportunity # 7: Action 11

•

Sister garden program
See Strategic Opportunity #7: Action 14

•

Hire existing gardeners to share expertise with other gardens

•

Create a demonstration garden (from an existing garden) to provide a model
and learning.

See Strategic Opportunity #7: Action 12

See Strategic Opportunity #7: Action 13

III. Build formal partnerships to meet mutually beneficial
goals
Timeline: Immediate
Cost: $55 000 plus depending on nature of partnership
Toronto Community Food Animators (TCFA) use innovative food projects to
help communities become healthy vibrant and self-reliant. Toronto Community
Food Animators work with community residents and local organizations to start
gardens, fresh produce markets and community kitchens. We focus on resident
engagement by building on skills and resources that already exist and help train
communities in leadership capacities. We also work with agencies and
institutions as partners, supporting their capacity to create food secure
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communities and find funding to support ongoing projects. As Animators, we
bring to life projects and support them in becoming sustainable. We are a
partnership of three food-based organizations, The STOP Community Food
Centre, Afri-Can Food Basket and FoodShare Toronto.
Immediate actions could include:
• Partnering to write funding proposal to Ontario Ministry of Agriculture and
Farming Association (OMAFRA) for $100,000
• Implementing any chosen pilots
• Exploring formal partnerships
• Presenting to TCH board regarding strategy
Strategic Opportunity # 5: Action 9

Toronto Public Health
Timeline: Immediate
Cost: none
Toronto Public Health currently has a partnership with the Toronto District School
Board and FoodShare’s Field to Table Schools program to support a program
called the School Foot Print Garden Project. It was formed with funding from
IntoHealth, through the Ministry of Health Promotions and the Ministry of the
Environment.
Toronto Community Housing, especially in light of the recent Food Strategy being
funded through Public Health, could pursue a similar relationship with Public
Health.
Local Partnership with a School
Timeline: Immediate
Cost: $0 – money for seeds/supplies for composters
Support 3-5 gardens in building a local partnership with a school with a
greenhouse to grow seedlings or build planters, compost bins, etc.

IV. Composting in 3 to 5 buildings in TCH
Timeline: 2 to 3 years
Cost: Initial investment of $60 000 to $75 000 (including Compost
Animator) leading to cost saving.
About 30% of all residential waste is “wet” waste, or organic waste. It is
estimated that each single-family home contributes more than 200 kilograms of
organic waste annually to the Green Bin program (City of Toronto, 2007). To
deal with the high costs of getting rid of organic waste, and to turn it into a
resource for gardens and employment for youth and adults, TCH can pilot a midsized site-based composting program. Follow the implementation plan laid out in
Action 19.
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See Strategic Opportunity #4: Action 6 & Strategic Opportunity #10: Action 19

V. Support existing greenhouse on TCH property in
supplying seedlings to gardens.
Timeline: July to May
Cost: $10 000 – $20 000
All community gardens need both seeds and seedlings. Growing seedlings to
give and sell to gardeners and to meet Toronto Community Housing landscaping
needs could provide significant employment opportunities for youth and can be
modeled after numerous organizations, schools, and others who are already
doing this work.
See Strategic Opportunity #1: Action 1 & Strategic Opportunity #

VI. Create a demonstration garden that includes all
supportive aspects of a community garden
Timeline: Next eight months
Cost: low to mid-range
Residents need a place to be inspired and to learn the many different
components of growing healthy gardens including rainwater collection,
composting, planting fruit trees, growing seedlings, and using native plants. This
demonstration site would allow for education and learning opportunities for
nearby schools, as well as other community gardens.
See Strategic Opportunity #: Action

TCH Community Garden Strategy 2010

136

The Consultation Process
Introduction
The Toronto Community Food Animators were commissioned by Toronto
Community Housing to consult with residents, TCH frontline staff, community
agencies supporting gardens, and TCH management over the course of six
months. We asked these groups what is going well and what can be improved
about community gardening in Toronto Community Housing. The information
gathered during this process has been synthesized into this strategy.
Methodology

Step 1: Workshops with Residents & Community Agencies
Toronto Community Food Animators began our consultation process by
designing a series of participatory workshops for residents and agencies working
on the ground in gardens to hear their concerns, success stories, and ideas. We
wanted to engage residents of various literacy levels, cultural and language
backgrounds, and abilities. We wanted to hold people’s attention over a long
enough period of time to delve deeply into the issues. In order to do this, we
designed the workshops so that they would be
•

Accessible—We held the workshops regionally and sometime community by
community; we offered TTC tokens, childcare, honorarium, a meal, and
translation to residents who participated

•

Interactive & visual—The activities involved storytelling, brainstorming,
drawing, discussing in small groups, prioritizing as a full group; the workshops
encouraged people to interact with fellow residents from other and their own
communities to talk about shared and differing experiences

•

Confidential & safe—the workshops took place in community rooms of TCH
buildings so that it would be a familiar and comfortable space; we began
sessions by creating together a set of ground rules for respectful interaction
and confidentiality so that all participants would feel safe sharing their
experiences with us and with each other; we had no TCH staff in the room
while residents spoke (in later consultations we had no residents in the room
while staff spoke)

•

Action-oriented—we allowed space for storytelling and discussion but focused
the workshops on coming up with practical solutions and deciding which were
realistic and priorities

Outreach for residents was done through phone calls to all tenant reps to ask
them to invite people involved in gardens in their community. Toronto Community
Food Animators also went to existing meetings of tenant groups such as
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community animators meetings, youth events, and revitalization meetings. We
consulted with well over 100 residents and over 20 community agency staff.

Step 2: Listening to and Confirming with Frontline Staff
We applied a similar philosophy and approach to our meetings with frontline staff.
We held one large meeting for health promotion officers, superintendants, youth
engagement workers, and other frontline staff and followed up with a few
interviews. After Step 1 we synthesized the data we collected so that we could
present it to the Frontline staff so we could find common themes, divergence of
experience, and hone and build on the solutions brought up by the first groups
we consulted with.
We brought people out to these meetings by asking management (operating unit
managers, health managers) to designate a certain number of staff to represent
their unit at the workshop. We engaged 50 plus frontline staff.

Step 3: Interviews & Meetings with Management
After Steps 1 and 2 we drafted a series of recommendations informed by in the
best practices, limitations, and ideas of the previously consulted groups. We then
set up phone interviews, attended staff meetings, and sent out drafts for
electronic feedback. We honed these ideas through discussions with
management to the point where we hope the strategy will be easily translated
into work on the ground because many of the barriers to implementation have
been anticipated and efforts have been made to overcome these issues and
because the process has created buy-in throughout the TCH organization.
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Conclusion
The process of creating a strategy and consulting with multiple stakeholders has
contributed immensely the potential for this strategy to be a living document. The
very fact that the actions put forward are based on existing initiatives and
examples in Toronto, with a majority of them found within Toronto Community
Housing speaks to its promise. Further, this strategy has outlined partnership
potentials that could be acted on right now to bring to life many of these
recommendations. Moreover, during the consultation process to research this
strategy, participants became excited, engaged and ready to implement,
demonstrating an ownership of what was being recommended.
This strategy is not only feasible, and ready to move forward, but it also has
tremendous potential to transform TCH communities and to meet many TCH
goals. Clearly, community gardens hold tremendous potential. The process of
researching this strategy revealed that that there is even greater potential in
using food more generally as a tool for transformation, creating opportunities for
employment, leadership, engagement, celebrations, cross-cultural interactions,
and engaging youth and seniors.
The Toronto Community Food Animators know that as this Community Garden
Strategy becomes a reality even more opportunities and possibilities than are
captured in this document will emerge. We look forward to experiencing the
transformation that we know will come as this strategy comes to life.
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