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The Canadian housing sector is in a time of change, even before the
COVID-19 pandemic swept around the world. The affordable housing sector
and housing providers face a number of challenges that impacts their ability
to continue to operate and provide affordable housing, including rising
demand, aging housing stock, deferred maintenance, and more.
In response to these challenges, some housing
providers are undertaking substantive business
transformations. However, to support successful
changes and respond to these challenges, housing
providers must foster both organizational and
personal resiliency.
Resiliency is an individual or organization’s capacity
to adapt to change and sustain operations. In
the context of sectoral change and business
transformation, internal resiliency is a necessary
trait for housing providers to develop. As it is
strengthened and developed, businesses are more
likely to succeed through planned and unplanned
disruptions or changes.

factors that are associated with the ability
to successfully handle change at both the
personal level and at the organizational level.
2. The research highlights three key area to
measure: (1) leadership and culture; (2)
networks; and (3) change readiness.1
• Leadership and Culture: Positive leadership
and a strong, positive organizational culture
impact the organizational capacity for
change and the way change is approached.
• Networks: Resilient organizations need to
have an understanding of relationships,
internally and externally – both so that
they understand how and who changes
will impact, but also the relationships and
resources they can draw on during crises or
changes.

This report builds from our first project report,
“Understanding the Relationship between
Resiliency and Business Transformation in the
Changing Housing Sector”. (To see our first report,
visit civida.ca/Resiliency). It describes:
• How and why housing providers should
measure resiliency and how measuring
resiliency is connected to improving resiliency;
and

• Change Readiness: More resilient
organizations and people are more proactive
and focused on problem solving.
3. Areas to measure are also areas to intervene
• Resiliency is not a static or inherent trait but
can be developed and improved.

• what we learned about resiliency in the process
of developing tools and resources to support
housing providers.

• The resiliency indicators are not just areas to
measure but also areas to work to improve
resiliency.

From the research reviewed and the experience
of working on this project, particularly through
the COVID-19 pandemic, we have highlighted a
number of lessons learned about measuring and
developing resiliency:

• For example, an organization could
implement activities to improve
“engagement” to increase resiliency,
including providing avenues for staff to
provide feedback, ensuring staff can see
connections between their work and the
organizational vision, and having clear and
consistent communication methods.

1. Measuring resiliency is the first step to
knowing how to improve resiliency.
• Measuring resiliency is important because it
gives individuals and organizations a sense of
what to improve and where to focus efforts.
• Measuring resiliency means measuring
indicators or attributes of resiliency –

1

These three areas are drawn primarily from the work of
Resilient Organisations in New Zealand.
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• As discussed in the first report, organizational
culture and change management practices
are key enablers to support resiliency through
business transformation and organizational
change.
• When there is more alignment between
organizational vision and individual values,
staff are more satisfied at work and more
engaged, which supports resiliency.
• Most housing providers are very missiondriven and have strong organizational values:
supporting safe and affordable housing.
Housing providers can support resiliency
by helping ensure that staff see alignment
between their work and the organizational
vision.
5. There are a number of barriers in the housing
sector which can make intervening in
leadership and culture, networks and change
readiness more difficult.
• Barriers can include:
> Specific funding models that do not allow
flexibility.
> The non-profit model does not easily allow
for innovation or risk taking.
> Size and scale of housing providers.
> The need for more specific staff
competencies and skills.
> The need for more resources for staff
(i.e., professionalization).
> Staff burnout, retention, and support.
• These barriers were exacerbated during the
COVID-19 pandemic, particularly impacts
on staff burnout, compassion fatigue, and
vicarious trauma.
6. The housing sector is over-capacity.
Supporting the resiliency of organizations and
the people that work in the sector is crucial.  
• Much of the work of this project was
completed during the COVID-19 pandemic,
which provided a case study of the housing
sector responding to change and disruption,
including that of the project team who had
to adapt the project plan to respond to the
pandemic.

• The COVID-19 pandemic exacerbated the
capacity constraints that already existed in
the sector.
• Many housing providers expressed interest
in the research but did not feel they had the
capacity to participate. In sum, it is hard to
participate in research if you are just trying
to keep the lights on. This also demonstrates
the importance of supporting the resiliency of
the housing sector.
Drawing from these two project reports and the
subject matter expertise of the project team, we
have produced a Resiliency Toolkit, which provides
a number of examples and ways to intervene to
support resiliency.
This toolkit is designed to help housing providers
understand, assess and improve the resiliency
of their employees and organization. The toolkit
contains a series of activities that they can use to
engage staff to understand, measure and build
resiliency in their organization. We have built the
toolkit to accommodate for remote or in-person
engagement, as well as options for all-staff
workshop, activities to use as part of regular team
meetings, and instructions for individual, self-led
activities.
You can find the entire toolkit, videos and other
resources on the Civida website here: civida.ca/
Resiliency
The ability of housing providers and staff to
succeed though disruption and change is vital so
that the sector remains able to meet the demands
that they are facing and continue to provide
affordable homes to Canadians. This research and
the toolkit provide some tools and concepts to
support housing providers, but it is also important
to address the underlying stressors and challenges
that the sector is facing.
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Housing providers across Canada are facing a multitude of challenges
that threaten their operation and ability to serve those who need affordable
housing. These challenges include but are not limited to, deferred maintenance,
expiring operating agreements, and an increase in need. In response to this
shifting terrain of affordable housing, housing providers are undertaking
substantive business transformations including moving towards more
financially, socially, and environmentally sustainable practices.
The significant business and cultural
transformations taking place within the housing
sector and housing organizations raise important
questions of resiliency, which means an individual
or organization’s capacity to adapt to change
and sustain operations. In the context of sectoral
change and business transformation, internal
resiliency is a necessary trait for housing
organizations to continually develop and adapt
with the changes coming their way.2 What is
important for this research is not the fact that
housing providers are undergoing business
transformation, but examining ways in which
housing providers can support the resiliency of
their staff and the operation of the sector itself as
a whole through business transformation.
Research highlights that both organizational and
personal resiliency is a developable trait that
can be supported and improved. More resilient
organizations (and the people that work in them)
are better able to work through changes and
disruptions. Housing Partnership Canada research
has shown that resiliency is linked with internal
capacity for affordable housing providers and
helps providers prepare for change.3 Of particular
importance is how those working in the affordable
housing sector can measure and develop the
resiliency of their organization and the individuals
who work there.

2

3

In this report, we use the terms resilience, business
transformation, and organizational change management
frequently. These terms and the implications around
them have been analyzed extensively in our first report,
“Understanding the Relationship between Resilience and
Business Transformation in the Context of the Changing
Housing Sector”. For further details on applying these
concepts in the affordable housing sector, please refer to
this report
Housing Partnership Canada, “Skillsets and Core
Competencies to Facilitate Business Transformation in the
Non-Profit Community Housing Sector.”

1.1 Overview of Report
This report builds from our first project report,
“Understanding the Relationship between
Resiliency and Business Transformation in the
Context of the Changing Housing Sector”, to
describe an approach to measuring resiliency.
Drawing from leading resiliency research and
frameworks that have been validated in multiple
studies, we explain why measuring resiliency
is important and what factors providers should
consider when measuring resiliency. As with the
first project report, this framework for measuring
resiliency is not specific to the affordable housing
sector; however, we highlight why these indicators
of resiliency are relevant to the affordable housing
sector and why measuring them can help housing
providers identify areas to intervene to improve
resiliency.
We further apply this framework in the housing
sector by describing some key enablers and
barriers to supporting resiliency, focusing on
housing specific factors. We also use this report as
a case study to assess how working on this project
during the Covid-19 pandemic provided key lessons
about resiliency and demonstrated the importance
of supporting resiliency in the housing sector. We
also describe the development of the Resiliency
Toolkit to as one way to improve and support
resiliency.
The intention of this report is to:
• Describe how and why housing providers
should measure resiliency and how indicators of
resiliency are connected to areas of intervention.
• Describe what we learned about resiliency and
the housing sector in the process of developing
tools and resources to support housing providers.
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• Housing providers and their staff to become
more sustainable and resilient.
• Successful business transformation for housing
providers in the face of these ongoing sector
challenges.
This report is separated into four main sections:
1. In the first section, we describe why measuring
resiliency is important and what the key
indicators of resiliency are, drawing primarily
from the work of Resilient Organizations and
their Resiliency Benchmark Tool.
2. In the second section, we describe the
connections between measuring resiliency and
improving resiliency, with a focused discussion
on barriers and enablers.
3. In the third section, we use our experience
of completing this research project during
the COVID-19 pandemic as a case study and
describe what we learned about supporting
resiliency during this process.
4. Lastly, we introduce the Resiliency Toolkit.
This report is part of a larger, CMHC-SCHL funded
research project conducted by Civida that explored
resiliency through business transformation
for housing providers and developed practical
materials to understand, measure, and improve
resiliency for housing providers and their staff.4
This report serves as the connection between the
first report, “Understanding Resiliency and Business
Transformation in the Changing Housing Sector”,
and the Resiliency Toolkit, a series of fact sheets,
worksheets, videos, and facilitation guides to
help housing providers understand, measure, and
improve resiliency within their organizations and
teams. You can find these materials on our website
at civida.ca/Resiliency.

4

The activities for this project occurred from March 2019 to
Fall 2021, coinciding with much of the COVID-19 pandemic.
The impact of the pandemic is discussed in more detail in
this report.
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2. Measuring Resiliency
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Measuring Resiliency

Measuring resiliency is a good indication of how an organization will
handle changes and stressors – the more resilient an organization and the
people within it, the easier the adaptation. Resiliency does not mean that
operations return to “normal”, but that operations continue and succeed.
Measuring and evaluating resiliency will help
providers contribute to organizational needs in
four ways: demonstrating the need to be more
resilient; create leading indicators of resiliency;
link resiliency with organizational improvements;
and demonstrate a business need for investment
into resiliency.5 Knowing this information can
help create a culture and focus on resiliency;
it also prepares organizations by making them
more resilient before and during business
transformation. Measuring resiliency and
behaviours that are associated with resiliency is
important for increasing organizational awareness.
Being aware of weak points within an organization
can help identify risks early on which is critical for
adapting to change.6
Parsons notes that resiliency “is the outcomes from
undertaking many activities in an organization…
and should be seen as an underpinning objective
similar to sustainability and corporate social
responsibility”7 which suggests that measuring
resiliency is most effective when it is tied to active
and ongoing practices of resiliency. It also suggests
that resiliency can be considered as a pillar or
foundational belief for organizations. Having
a resilient organization means that business
transformation and organizational change can be
more effective and have greater support across the
organization as a whole.
Using the Resilient Organisations Resilience
Benchmark Tool (BRT)8 and Xu and Kajikawa’s
integrated framework for resiliency provides a
valid and reliable way measure resiliency.9 Xu and
Kajikawa’s framework is useful in that it recognizes
both system (and organizational) characteristics
as well as contextual factors which influence
resiliency. The framework also recognizes the time
5
6
7
8
9

Lee, Vargo, and Seville, “Developing a Tool to Measure and
Compare Organizations’ Resilience.”
Parsons, “Organisational Resilience.”
Parsons.
Resilient Organisations, “What Is Organisational
Resilience?”
Xu and Kajikawa, “An Integrated Framework for Resilience
Research.”

at which interventions are implemented to support
resiliency. This framework is inherently actionoriented, as it specifically focuses on interventions
to support resiliency and assessing resiliency at
different levels, including systems, organizations
and at the individual level.
Measuring resiliency means measuring indicators
of resiliency – areas that are associated with
the ability to successfully handle change at both
the personal and organizational level. Based on
leading resiliency research, there are three main
attributes or indicators of organizational resiliency:
(1) leadership and culture; (2) networks and
relationships, and (3) change readiness, with
13 sub-indicators.

2.1 Leadership and Culture
The adaptive capacity of an organization is
directly related to its leadership and culture.10
Since the culture of an organization permeates to
every department, the importance of leadership
emphasizing and understanding resiliency is
extremely telling. This is in part because the
culture of the organization reflects its values.
Parsons notes that “culture and values is one of
the most important organizational attributes in
achieving resilience”.11 The influencing factors on
organizational culture can be both internal and
external as well as slow or fast moving, some of
them will have a positive influence and some of
them will have a negative influence. Regardless,
the overarching message is the same: the role of
influencing factors can support resiliency.12 This
does not mean that top-down implementation of
resiliency is the only answer, rather that resiliency
must be a priority at all levels of an organization
to be effective. Xu and Kajikawa also recommend
implementing factors based on when

10
11
12

Resilient Organisations, “What Is Organisational
Resilience?”
Parsons, “Organisational Resilience,” 19.
Xu and Kajikawa, “An Integrated Framework for Resilience
Research.”
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The literature explains that there are four
main indicators of leadership and culture:
leadership, staff engagement, situational
awareness, and innovation and creativity.16
These four subcategories work wholistically to
build up leadership and culture. Leadership (i.e.,
management), contributes to culture by not only
being champions of the importance of resiliency
but by creating an “awareness and understanding
of their operating environment, their ability to
manage vulnerabilities, and their ability to adapt to
rapid change”17. Strong leadership is important for
sound decision-making and to facilitate resiliency
through business transformation and disruption.
Just as leadership plays a role in the overall
culture, so too does staff engagement. Engaged
staff have an awareness of their own individual
resiliency. In the resiliency toolkit developed
alongside this research, we highlighted this aspect
for staff and provided opportunities to examine
their own resiliency. Staff who understand the
link between their own work, the organization’s
resiliency and its long-term success are better
situated to continuing operating throughout
times of change. In more resilient organizations,
staff are empowered and use their skills to solve
problems. When staff are engaged, the overall
adaptive capacity of the organization is increased,
and staff use their skills to help problem solve,18
which means they are displaying situational
awareness. Situational awareness encompasses
the aspects of anticipation and understanding of
what threats may exist for an organization,19 as
well as an individual’s internal awareness of when
resiliency may be low or tested. In more resilient
organizations, staff are
13
14
15
16
17
18
19

Xu and Kajikawa.
Resilient Organisations, “What Is Organisational
Resilience?”
Xu and Kajikawa, “An Integrated Framework for Resilience
Research.”
Resilient Organisations, “What Is Organisational
Resilience?”
Lee, Vargo, and Seville, “Developing a Tool to Measure and
Compare Organizations’ Resilience,” 30.
Lee, Vargo, and Seville, “Developing a Tool to Measure and
Compare Organizations’ Resilience.”
Parsons, “Organisational Resilience.”

encouraged to be vigilant about the organization,
its performance and potential problems. Staff are
rewarded for sharing good and bad news about
the organization, including early warning signals,
and these are quickly reported to organizational
leaders. When staff are engaged and aware they
can take opportunities to use their innovation and
creativity. That’s why measuring innovation and
creativity provides important feedback about an
organization. When an organization encourages
out-of-the-box problem solving, it creates a
sustainable approach to solution finding20. The
opportunity to practice out-of-the-box problem
solving helps align an organization’s culture to the
direction of change,21 bringing awareness to the
focus of change across the whole organization.
This united mindset helps solidify priorities for both
management and staff.
Leadership and culture partly play a top-down role
in strengthening resiliency, but leadership, staff
engagement, situation awareness, and innovation
and creativity are aspects that all members of an
organization can practice to build up a resilient
culture. Because the affordable housing sector
faces challenges in organizational culture and
staff buy-in,22 measuring the key components that
build up leadership and culture is vital to not only
overcoming those challenges, but also important
to strengthening resiliency in individuals and across
the organization.

2.2 Networks and
Relationships
In their research, the company Resilient
Organisations explains that measuring networks
and relationships focuses on the internal and
external relationships that organizations develop
and leverage, if needed.23 This section is focused
primarily on connectedness and the different
partnerships that exist because of connectedness
within an organization. These factors are
especially important given that much of the
business transformation in housing has been
about shifting role functions and making evidencebased decisions. The four subsections under this
category are: effective partnerships, leveraging
20
21
22
23

Lee, Vargo, and Seville, “Developing a Tool to Measure and
Compare Organizations’ Resilience.”
Strategy& (formerly Booz & Company), “Ten Guiding
Principles of Change Management.”
Housing Partnership Canada, “Skillsets and Core
Competencies to Facilitate Business Transformation in the
Non-Profit Community Housing Sector.”
Resilient Organisations, “What Is Organisational
Resilience?”
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an organization is experiencing change. Influencing
factors can also be categorized based on their
human, technological or natural dimensions.13
Leadership with a strong focus on resiliency is able
to provide good management and decision-making
about the implementation of these influencing
factors14, as well as be cognitive of how to reduce
vulnerability within the organization.15
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One way of looking at connections is through
effective partnerships. Effective partnerships within
an organization goes beyond mere touchpoints
between departments and employees. Effective
partnerships lead to an understanding of the
relationships and resources the organization might
need to access from other organizations during a
crisis, and the planning and management necessary
to ensure this access. More resilient organizations
have strong partnerships internally and externally.
Too much connection, however, could lead to an
imbalance and the creation of silos, which will
be discussed below. It is important to measure
effective partnerships for an understanding of the
relationship that exists within the organization.
These types of partnerships, or relationships, are
important in leveraging knowledge.
Leveraging knowledge is a crucial characteristic
of resilient organizations25. Knowledge sharing
helps manage vulnerabilities, including the
capability and capacity of internal and external
resources26. Knowledge sharing is important for
business continuity; if employees are leaving the
organization for any reason, someone must be
able to fill that gap. In more resilient organizations,
critical information is stored in a number of
formats and locations, and staff have access to
expert opinions when needed. Roles are shared
and staff are trained so that someone will always
be able to fill key roles. Measuring this is a way
for organizations to tell if staff are being trained
so that someone is always able to fill those vital
roles. It should be noted however, that knowledge
measurements are most effective when measured
across the entire organization. Doing so gives a
better idea of what the organization is actually
doing and speaks to the experience of all levels
and functions of the organization as a whole.27 This
24
25
26
27

Xu and Kajikawa, “An Integrated Framework for Resilience
Research.”
Xu and Kajikawa.
Lee, Vargo, and Seville, “Developing a Tool to Measure and
Compare Organizations’ Resilience.”
Lee, Vargo, and Seville.

is especially important for ensuring that the vision,
mission, and values are understood by everyone.
Silos threaten an organization’s ability to
communicate and can lead to detrimental
ways of working. Silos are a result of ineffective
partnerships. Breaking silos is an important action
that enables understanding and transparency
throughout the organization. Parsons points out
that “teamwork and the avoidance of silo-ism is
important in an organization trying to ensure an
integrated and seamless response, recovery and
growth operation”.28 While we have expanded
the definition of resiliency to go beyond the idea
of “bouncing back”, this quote highlights the way
silos can separate teams and cause disconnection
in an organization. If teams do not know what
each other is doing, they cannot strengthen
resiliency. More resilient organizations minimize
divisive social, cultural and behavioral barriers,
which are most often visible as communication
barriers creating disjointed, disconnected and
detrimental ways of working. Resilient individuals
and organizations know that they cannot do it
on their own, and that all departments and levels
must work together to deliver effective service.
Breaking silos is also important for effective
management of internal resources. The
management and mobilisation of the
organization’s resources is crucial to ensuring
its ability to operate during business as usual,
as well as being able to provide the extra capacity
required during crisis. The ability to share resources
speaks to an organization’s adaptability,29 making
it possible for an organization to be flexible during
change.
The emphasis on networks and relationships is
a reminder that housing providers are both part
of a system and a system within themselves.
If the internal system is functioning poorly, then
its contribution to the overall housing system
will be inadequate and change will be difficult
and disruptive.

2.3 Change Readiness
Part of being in a system is an awareness that
changes are inevitably going to occur; organizations
need to be ready for change. This awareness is
often referred to as change readiness which also
includes planning and direction established within
28
29

Parsons, “Organisational Resilience,” 19.
Xu and Kajikawa, “An Integrated Framework for Resilience
Research.”
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knowledge, breaking silos, and internal resources.
These illustrate how interactions across and within
an organization have an effect on resiliency. Xu
and Kajikawa point out that while “connectedness
generally has a positive impact on resilience. . .
over connectedness with stickiness and rigidity
might reduce systems’ adaptability”24 – suggesting
that there is a limit to connectedness. Being aware
of the networks within an organization is again a
way to know where to focus improvements.
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When measuring overall change readiness, unity
of purpose means the overall organization-wide
awareness of how that organization prioritizes
actions during and after a crisis. It can include both
activities that help detect early warning signs of
uncertainty and improvement planning,32 to bring
a full awareness to what to look for and what to do
once the warning signals are seen. Unity of purpose
means that the team has, or at least agrees,
on a plan of action that ensures their vision and
mission can be maintained during change. Some
organizations practice this through activities like
table-top exercises. In more resilient organizations,
there is an organization-wide awareness of what
the organization’s priorities would be following
a crisis, clearly defined at the organization level,
as well as an understanding of the organization’s
minimum operating requirements. Ultimately,
regardless of how organizations maintain their unity
of purpose, resilient organizations recognize that
having a plan stimulates further resiliency33.
Part of the reason table-top exercises can be useful
is because they keep organizations in a place
of proactive posture, which is a “strategic and
behavioral readiness to respond to early warning
signals of change in the organization’s internal
and external environment before they escalate
into crisis”34. In more resilient organizations, the
readiness is not seen as an emergency, but a
proactive plan fundamental to successful change.
Knowing the level of an organization’s readiness
or ability to be proactive enables leadership to
implement appropriate training or know when
30
31
32
33
34

Resilient Organisations, “What Is Organisational
Resilience?”
Xu and Kajikawa, “An Integrated Framework for Resilience
Research.”
Xu and Kajikawa.
Sawalha, Anchor, and Meaton, “Continuity Culture.”
Lee, Vargo, and Seville, “Developing a Tool to Measure and
Compare Organizations’ Resilience,” 34.

to share resources that can help develop skills of
awareness and recognition.
Planning strategies is a measure of resiliency
that builds directly off unity of purpose and
proactive positioning. In a way, it is the natural
outcome of those two categories, if staff have
the wherewithal to recognize weak points during
times of change, then they have the capacity
to imagine ways out of, around, or through
those difficulties. An important addition at this
level is including stakeholders in the planning
strategies. Assessing how strategic decisions are
made and who is involved in making them helps
establish consistency in times of inconsistency. In
strengthening an organization’s change readiness,
stakeholders from all levels should be factored into
planning in order to help create innovation35. This
also means considering the short-, medium-, and
long-term effect of business transformation on all
stakeholders. When planning strategies include a
foundation of proactive awareness and inclusion
of all partners, then stress testing those plans
becomes an important tool to validate plans. Stress
testing can look like having a business continuity
plan, an emergency plan, a crisis plan, any
combination of those, or any plan in general that
can be rehearsed by staff to anticipate and prepare
for change36. In more resilient organizations, staff
help build and are aware of these plans, which are
then tested and rehearsed.
The four subcategories which make up the change
readiness key measurement area all build and feed
into one another. This emphasizes the importance
that individuals and organizations have in fostering
resiliency within the system. Change readiness is
a system-wide intervention that needs a wholistic
effort if it is to work effectively. Bringing awareness
to and practicing steps to prepare for change helps
contribute to overall resiliency because it fosters
the ability of affordable housing providers to
administer housing to those who need it.

2.4 Summary of
Resiliency Indicators
The three resiliency indicators and 13 subindicators are summarized in the table on
page 15. This material is primarily drawn from
the Resilient Organisations’s Organizational
Resiliency framework; where additional material
is referenced, it is cited by name.
35
36

Xu and Kajikawa, “An Integrated Framework for Resilience
Research.”
Resilient Organisations, “What Is Organisational
Resilience?”
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an organization30. Change readiness relates to the
concept of transformability. Xu and Kajikawa’s
(2018) description of transformability is “a system’s
ability to generate an opportunity for a new state
when components of the system cannot tolerate
the ongoing change.”31 This means transformability
is the ability to use change as an opportunity to
transfer systems towards a new trajectory. There
are four indicators of change readiness: unity of
purpose, proactive posture, planning strategies,
and stress testing plans. Housing providers (or
any organization) that practice change readiness
are proactive and anticipate change rather than
being caught by surprise and simply reacting when
changes and difficulties arise.

15

Resiliency Indicator
1. Leadership and Culture

Connection to Resiliency
More resilient organizations have more adaptive capacity. This
is strongly impacted by leadership and organizational culture.

A. Leadership

Strong leadership is important for sound decision-making and
to facilitate resiliency through business transformation and
disruption.

B. Engagement

In more resilient organizations, staff are engaged and
understand the connection between their work and the
organization’s mission. Staff are empowered and use their
skills to solve problems.

C. Situation Awareness

In more resilient organizations, staff are encouraged to be
aware about the performance of the organization and to
report potential problems.

D. Decision Making

In more resilient organizations, staff have the authority to
make the decisions they need to in their work. Authority is
also delegated to support quick responses during crises and
change when it is not always possible to consult.

E. Innovation and Creativity

In more resilient organizations, staff are encouraged and
rewarded for using their knowledge in innovative and creative
ways to develop solutions to existing and new problems. The
organization and staff learn from research, best practices, and
previous experiences.

2. Networks

More resilient organizations have external and internal
relationships that are developed, maintained and ready to be
leveraged in the case of crisis. They understand their networks
and connections across systems and organizations and how
and who changes might impact.

A. Effective Partnerships

More resilient organizations have strong partnerships internally
and externally. They understand the relationships and
resources the organization might need to access from other
organizations during a crisis. They also have the planning to
know how to access these relationships and resources.

B. Knowledge

In more resilient organizations, critical information is stored in
multiple formats and locations and staff have access to expert
opinions when needed. Roles are shared and staff are trained
so that someone will always be able to fill key roles.

C. Breaking Silos

More resilient organizations minimize divisive social, cultural
and behavioral barriers, which are most often visible as
communication barriers creating disjointed, disconnected and
detrimental ways of working. Teams work collaboratively and
have an integrated approach.

D. Internal Resources

More resilient organizations know and manage their resources
and capacity to be able to continue operating during crisis or
changes.
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Connection to Resiliency

3. Change Readiness

More resilient organizations are more aware and anticipate
events that might impact them. They work to understand their
own vulnerabilities and work to create agility and flexibility to
be ready for change.

A. Unity of Purpose

In more resilient organizations, there is an organizationwide awareness of what the organization’s priorities are and
would be following a crisis, clearly defined at the organization
level. There is a strong sense of shared purpose across the
organization.

B. Proactive Positioning

More resilient organizations are more proactive and develop
mindsets and behaviours to be ready to response to signals
of change before they become crises, both internally and
externally.

C. Planning Strategies

In more resilient organizations there are plans that guide
change and developments and they are known documents
that lead decision-making.

D. Stress testing Plans

More resilient organizations have and rehearse different
situational plans, such as business continuity plans or
emergency plans. Staff are also aware that these plans are
tested and rehearsed so that staff know what to do in the case
of crisis.

Sources: Xu and Kajikawa, “An Integrated Framework for Resilience Research”; Resilient Organisations, “What Is Organisational Resilience?”;
Parsons, “Organisational Resilience.”

CIVIDA / REFLECTING ON RESILIENCY AND THE HOUSING SECTOR: HOW AND WHY TO MEASURE AND DEVELOP RESILIENCY / December 2021

Resiliency Indicator

3. Improving and
Supporting Resiliency
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Improving and Supporting Resiliency

The indicators of resiliency are not just indicators, but also areas for
intervention. These are areas where organizations can invest resources or
make changes to improve and support organizational and personal resiliency.
There are additional factors, though, that impact the
ability to improve or support resiliency and make
interventions in the resiliency areas. These can be
described as barriers and enablers, or, drawing
from Xu and Kajikawa’s integrated framework for
sustainability, “influencing factors”. Xu and Kajikawa
further describe four types of influencing factors:
fast and slow influencing factors, and intrinsic
and extrinsic factors. Fast factors are defined as
those which can help systems to quickly respond
to changes. Slow factors are those which normally
form in the long run or have impacts on system’s
resiliency on longer timescales. Intrinsic factors are
factors which are embedded inside systems and
have internal mechanisms. Extrinsic factors are
factors which derive from outside of systems and
interact with systems components.
Whether they are called barriers, enablers, or
influencing factors, it is important to consider and
understand the systemic and external factors that
impact organizational and personal resiliency when
working to improve and support resiliency. In this
section, we describe some of the key barriers and
enablers to improving and supporting resiliency, as
identified by the literature, and from our experience
in this project. Some of these enablers and barriers
are general to organizations and supporting
resiliency through business transformation, some
are more specific to the housing sector.

3.1 Enablers
From the research reviewed, two key enablers of
resiliency through business transformation are
organizational culture and change management
practices.37
Organizational culture is described as “how
things are done” within businesses; culture shapes
behaviours and determines how organizations will
respond to change.38 Research highlights that culture
serves as a force to draw people together, creating
37
38

See the report “Understanding the Relationship between
Resiliency and Business Transformation in the Context of
the Changing Housing Sector” for more details.
Smollan and Sayers, “Organizational Culture, Change and
Emotions.”

a sense of cohesion; it can also work as an informal
control mechanism that helps define acceptable
behaviour within an organization. Organizations with
strong, healthy cultures enjoy distinct performance
advantages, mainly because of the impact culture
has on employees.39 Researchers also highlight a
positive relationship between organizational and
individual value alignment, including increased
job satisfaction, organizational commitment, and
more positive attitudes.40 Organizational culture
helps clarify how things should be approached and
accomplished, thus aiding employees with change
processes and unpredicted disruptions.41
Organizational change management involves the
processes and strategies that businesses use to
approach change in the workplace. Some suggest
that the affordable housing sector “can overcome
[its] challenges through increased awareness
about the issues and implementation of creative
and incremental change management.”42 Adopting
positive culture and change management practices
is central to creating sustainable, resilient housing
providers.
One of the key attributes of the affordable
housing sector is that organizations tend to
have a strong social purpose and mission:
providing safe and affordable housing. When
staff and organizational values and mission are
more aligned, staff are more satisfied and more
connected at work, which can improve resiliency
through increased engagement and unity of
purpose. This also underscores the importance
of strong change management practices when
organizational missions and/or visions change, as
has been the case in some examples of business
transformation in the housing sector.43 Ensuring
39
40
41
42
43

Schraeder, Tears, and Jordan, “Organizational Culture in
Public Sector Organizations.”
O’Reilly, Chatman, and Caldwell, “People and
Organizational Culture”; Branson, “Achieving
Organisational Change through Values Alignment.”
Branson, “Achieving Organisational Change through Values
Alignment.”
Wiebe, “Increasing Leadership Capacity in the Non-Profit
Housing Sector,” 2.
Housing Partnership Canada, “Business Transformation:
Promising Practices for Social and Affordable Housing in
Canada.”
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3.2 Barriers
There are a number of reasons why acting on
these indicators of resiliency are more difficult for
housing providers. Affordable housing providers
across the country face a number of barriers
to ongoing operations let alone the strategic
changes to support business transformation and
resiliency. For example, the Canadian affordable
housing sector is generally considered fractured
and is made up of over 3,000 individual providers
of various sizes.44 As discussed in the Housing
Partnership Business Transformation report series,
organizational changes (both those to respond to
the challenges in the sector and those to support
resiliency) are more difficult for smaller providers
with fewer resources and capacity.45 What might
be a small change for a larger organization can
be a very large change for a smaller organization.
It is important to consider that not all types of
transformation attempt to achieve the same
results. As such, what looks like a barrier for one
organization may not be a barrier for another and
what enables on organization may not enable
another. However, the relatively fragmented nature
of the Canadian housing sector is a barrier to
supporting the resiliency of the sector.
Further, housing providers face barriers through
the specific funding models for affordable housing
that do not allow for flexibility, such as government
funds or non-profit/fundraising models. The nonprofit model also does not easily enable innovation
or risk-taking. For example, many housing
providers manage housing under operating
agreements that are 35 years or longer, and as
these operating agreements expire, face significant
difficulties in being able to re-vision and revitalize
these sites. Because the need for affordable
housing in Canada is so great, many affordable
housing providers are operating in high-stress
situations with questions about the sustainability
of their future under existing funding models.
44
45

Pomeroy, “Discussion Paper: Envisioning a Modernized
Social and Affordable Housing Sector in Canada.”
Housing Partnership Canada, “Business Transformation:
Promising Practices for Social and Affordable Housing in
Canada”; Housing Partnership Canada, “Skillsets and Core
Competencies to Facilitate Business Transformation in the
Non-Profit Community Housing Sector.”

Third, organizations are made up of people. In
the housing sector, staff retention, recruitment,
and professionalization have been identified as
key factors to respond to change in the housing
sector. This includes changing approaches to staff
recruitment, growing the range of expertise of staff
to include areas such as information technology
and social work, and strategic changes in senior
management. Again, staff changes are more
difficult for smaller providers who may not have as
many specialized staff or may have long-serving
staff who are now retiring.46 Further, research
and experience highlight how staff working in the
housing sector face burnout, vicarious trauma,
compassion fatigue, and significant stress.47 The
need for affordable housing and related support
services is so high, and despite some added
investment in recent years, there is significant
backlog. As noted in a study of emergency shelter
works, the ongoing and worsening opioid and
homelessness crisis, “provides an extra existential
reason why staff may become disillusioned with
their jobs and overall sense of purpose, ultimately
leading to burnout.”48 While much of this research
focuses on permanent supportive housing and
the homelessness sector, we recognize that these
issues and others extend across the housing
continuum.49
Overall, these barriers can all coalesce around
one factor: capacity. The importance of capacity
and the lack of capacity in the housing sector
was clearly demonstrated through the process
of completing this research project during the
COVID-19 pandemic, which will be discussed in the
next section.

46
47

48
49

Housing Partnership Canada, “Skillsets and Core
Competencies to Facilitate Business Transformation in the
Non-Profit Community Housing Sector.”
Olivet et al., “Staffing Challenges and Strategies for
Organizations Serving Individuals Who Have Experienced
Chronic Homelessness”; Mental Health Commission
of Canada, COVID-19, Mental Wellness, and the
Homelessness Workforce.; Schiff and Lane, “Burnout and
PTSD in Workers in the Homeless Sector in Edmonton”;
Waegemakers Schiff and Lane, “PTSD Symptoms,
Vicarious Traumatization, and Burnout in Front Line
Workers in the Homeless Sector.”
Poskitt, “Emergency Shelters: Staff Training, Retention, and
Burnout,” 7.
See for example: Manzi and Richardson, “Rethinking
Professional Practice”; Casey, “On Becoming a Social
Housing Manager.”
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that staff understand the new vision and mission
and are supported to find their connections can
help decrease stress during change and increase
resiliency. This is also where organizational change
management practices can help to ensure that
these changes are well managed.

4. Case Study:
Developing Resiliency
during the COVID-19
Pandemic
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While the research team was focusing on the key concepts of change,
business transformation, and resiliency, affordable housing organizations
were forced to adopt these concepts in a fast-tracked and disruptive way
because of the pandemic.
The experience of developing these materials during
the COVID-19 pandemic provides a small case
study of the importance of supporting resiliency in
the housing sector. In this section, we describe our
experience of developing these materials and what
we learned about resiliency through this project
during the COVID-19 pandemic.

4.1 Methodology and
Implementation – Resources
to Support Resiliency
Producing practical, applicable materials was part
of the project plan from the beginning. Initially,
we had intended to use transformative research
and evaluation principles. This means “critically
examining valuing as a component of systematic
inquiry, the development of methodological
approaches that prioritize stakeholder involvement,
and the use of criteria to judge quality that
include utility, feasibility and propriety.”50 Thus, the
research does not remain neutral, but rather aims
to create a strong and resilient housing sector
in Canada, through the involvement of housing
providers in ways that are applicable and useful to
their work and development.
However, as mentioned, the timeline for this
project coincided with the ongoing COVID-19
pandemic, which significantly impacted the
methodology for this project. We had initially
planned to engage with housing providers across
the country in primary qualitative and quantitative
data collection, asking questions about how
organizations and staff are responding to the
shifting dynamics in the housing sector. We then
planned to host workshops with housing providers
to support increasing resiliency, and then to
evaluate the impacts of the workshop. However,
with the COVID-19 pandemic and the necessary
public health restrictions to prevent the spread of
50

Mertens, Transformative Research and Evaluation, 1.

the virus, group gathering became limited and the
project team re-visited the project plan. Adapting
to the changing context provided an initial test of
the team’s resiliency.
Further, as the pandemic continued, it became
increasingly clear that housing providers, who
were already stretched beyond capacity due to
the pressures in the sector, were experiencing
even more capacity constraints. Housing providers
were frequently interested in the research but
felt they were unable to commit to participating.
This provided ongoing evidence that this project
and its outcomes were needed. It’s necessary to
support the resiliency of the housing sector as it
is providing an essential service. But we had to
re-imagine how to do this research and meet the
goals of supporting a resilient and sustainable
housing sector, recognizing these capacity
constraints of the sector itself.
The project team then developed an online
workshop to support resiliency, which was piloted
with two housing providers across Canada. The
project team is very grateful to the two housing
providers who participated in the pilot workshop
and provided the project team the opportunity to
test the material before continuing to develop the
material into the Resiliency Toolkit. Overall, the
toolkit largely draws from the literature reviewed
in the report “Understanding the Relationship
between Resiliency and Business Transformation
in the Context of the Changing Housing Sector”,
the framework for measuring resiliency based
primarily on the Resilient Organizations Resiliency
Benchmark Tool, and adult learning principles and
the experience and expertise of the project team.

4.2 Lessons Learned
The process of completing this research project
and developing the toolkit and resources provided
some key lessons about the importance of
supporting resiliency.
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The pandemic has obviously had far-reaching
impacts on society and the economy,51 but
it particularly highlighted the importance of
housing. Since March 2020, the main public health
response has been for people to stay home,
which is more difficult for households who are
precariously or unstably housed and who are in
need of affordable housing. The pandemic has
also had impacts on inequality, being described
as a k-shaped recovery, where higher-income
households have fared significantly better than
lower-income households who are more likely to
have seen their quality of life and income decline.52
These are the households that are predominantly
in need of social and affordable housing.53
The job losses and other economic hardships
brought about by the pandemic also increased
the need for affordable housing. Renters on the
private market experienced increases in arrears,
and, despite eviction moratoriums, often faced
increased housing insecurity and risks of eviction.54
Affordable housing providers also faced increased
arrears, rental shortfalls, and staff shortages
which increased pressure on housing providers.55
Housing providers and staff, who were the focus of
this research, were thus facing not only their own
pressures in response to the pandemic including
increased childcare or eldercare needs, grief,
stress, and trauma, but also increased demand
for affordable housing. The pandemic overall
increased the burdens on tenants, applicants, and
housing providers alike, in different ways.
Further, the ease or difficulty with which providers
were able to switch from a “traditional” office
setting to working remotely presented challenges
across all levels of the organization, as different
departments and teams struggled with questions
ranging from front-facing issues like how to meet
tenants, or to behind-the-scenes difficulties like
how to provide computers to employees. Questions
about remote work assume that affordable
housing providers even have the capacity to work
from home. In reality, there are many
51
52
53
54
55

Statistics Canada, “COVID-19 in Canada: A Six-Month
Update on Social and Economic Impacts.”
Regan, “Consolidating Two Visions of Recovery PostPandemic.”
Claveau, The Canadian Housing Survey, 2018.
Tranjan, The Rent Is Due Soon: Financial Insecurity and
COVID-19; Tranjan, “With More than 250,000 Households
in Arrears, It’s Time for Rent Forgiveness.”
BC Non-Profit Housing Association, “Covid-19 Housing
Sector Support Needs.”

smaller providers across the country that may
have had to carry on working from the office and
thus putting themselves at a greater health risk,
simply because their organization lacks resources
and capacity to make the shift to working from
home.56 Housing is an essential service, and all
forms of affordable housing require some inperson and on-site work, some more than others
(e.g., permanent supportive housing with onsite
supports). Housing providers were thus forced to
adapt to the ever-changing COVID-19 context,
changing public health guidelines, trends in case
counts, new variants, determining vaccination
and social distancing requirements, and more,
plus continuing with the ongoing work of providing
safe and affordable housing to those who need it.
These capacity constraints also impacted the
research team, most of whom are embedded
internally with an affordable housing provider
and were not exempt from the above situations.
The work of many of the team members had
to shift from this research to supporting other
teams internally, tenants, and applicants with
new systems and business processes. In sum,
it is hard to participate in research if you are
just trying to keep the lights on. Again, this
demonstrates the importance of supporting
the resiliency of the housing sector – which is
an individual or organization’s capacity to adapt
to change and sustain operations. As resiliency
is strengthened and developed, people and
organizations are more likely to succeed through
planned and unplanned disruptions or changes,
such as the COVID-19 pandemic.

4.2.2 Capacity of the Housing Sector
It is not insignificant that the COVID-19 pandemic
impacted the affordable housing sector in such
a dramatic way. The housing sector is already
over-capacity. As noted earlier, the context of this
research is that housing providers are dealing with
multiple large changes and pressures, including
expiring operating agreements, declining funding,
increasing demand, aging housing stock, and staff
retention.57 The housing providers who are able
to respond to calls to participate in research are
also usually the ones who are also most able to
respond to these challenges.58 As such, it is often
56
57
58

BC Non-Profit Housing Association.
Pomeroy, “Discussion Paper: Envisioning a Modernized
Social and Affordable Housing Sector in Canada.”
Housing Partnership Canada, “Skillsets and Core
Competencies to Facilitate Business Transformation in
the Non-Profit Community Housing Sector”; Housing
Partnership Canada, “Business Transformation: Promising
Practices for Social and Affordable Housing in Canada.”
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It should be noted, however, that strengthening
resiliency is not a replacement of increasing
capacity. That is, capacity and resiliency are not
one and the same. Without proper capacity the
resiliency of the housing providers is at risk, it
is important that leadership and management
recognize this distinction when examining the
performance and wellbeing of their staff.
The capacity of the affordable housing sector
is also impacted by other concerns that are
connected to issues related to housing. Poverty,
employment, addictions, and mental health are
just some of the concerns which intersect with
housing security. Affordable housing providers,
if they do not have connections to agencies that
address these types of concerns, are having to
deal with a compound of difficult situations which
they may not be experienced in and often lack
the capacity to adequately address and support
tenants.59 For example, research from the Ontario
Non-Profit Housing Association highlighted how
housing providers are increasingly supporting more
vulnerable tenants without the additional capacity
to provide this support.60

59
60

Collins et al., “‘When We Do Evict Them, It’s a Last
Resort’”; Smirl, “Supporting Vulnerable Tenants in NonProfit Housing.”
ONPHA, “Strengthening Social Housing Communities:
Helping Vulnerable Tenants Maintain Successful
Tenancies.”

This again demonstrates the importance of
supporting the resiliency of organizations and staff
who are facing stress, not just because of change
but also because of the nature of their work,
and which has been exacerbated through the
COVID-19 pandemic. For example, recent research
from the Mental Health Commission of Canada
on COVID-19, mental wellness, and staff working
in the homelessness sector highlights how frontline workers have been shouldering the burden
of support both before and during the pandemic,
witnessing immense suffering amongst tenants
and clients.61
While housing providers were always interested in
the research when presented with it, they struggled
with the capacity to participate. A Catch-22,
as expressed by one potential participant, was
that their inability to find the time for their staff
to participate was likely an indicator of reduced
resiliency and capacity. These challenges directly
relate to the capacity of housing providers and
demonstrate the need to support the resiliency
of housing providers and staff, remembering that
organizations are made up of the people that work
in them.

61

Mental Health Commission of Canada, COVID-19, Mental
Wellness, and the Homelessness Workforce.
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the same organizations that are being included in
research projects, and there is a real sense in the
sector of research fatigue. This imbalance across
the affordable housing sector as a whole, may lead
to burnout for those organizations which seem to
be the “resilient” ones, while at the same time,
excluding smaller housing providers. Resiliency
must be strengthened across the affordable
housing sector if effective supports are to be
provided to those seeking services, and in order for
all levels of staff to grow their individual resiliency.

5. Next Steps
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Next Steps

Despite extensive research on concepts like resiliency and business
transformation as individual components, there is little research on
the interconnectedness of these topics in the context of the housing
sector in Canada. The lack of research, however, does not negate the
reality that housing providers are still having to respond to situations
that test their resiliency.
Providers must take planned and guided approaches
to come through times of transformation and
change successfully. Business transformation
and organizational change is not unique to the
affordable housing sector. All public sector and
non-profits must undergo business transformation
to stay relevant and functioning.62 For the goals of
affordable housing organizations to be met, they
must look at how building resiliency can help lead
to success.
Resiliency is a teachable skill that is applied to
different scales, from organizations to individuals.
When an organization has proper capacity,
it is well positioned to build resiliency. As it is
strengthened and developed, housing providers
are more likely to succeed through disruptions
or changes, whether planned or unplanned. The
ability of housing providers and staff to succeed
through disruption and change is vital so that the
sector remains able to meet the demands that
they are facing and continue to provide affordable
homes to Canadians.

5.1 Our Resiliency Toolkit
The toolkit we created, based on the findings from
literature and with the expertise of subject matter
experts, is our way of enabling housing providers
to intervene into areas of resiliency. It is not a
one-size-fits-all approach but acknowledges that
resiliency looks different for each individual and
each organization.
To know what resiliency looks like though, it must
first be measured. Recognizing the challenges
that the housing sector is experiencing, including
pressures on capacity, the project team developed
the Resiliency Toolkit to be used in multiple ways.

62

Reid and Hickman, “Are Housing Organisations Becoming
Learning Organisations?”

This toolkit is meant to be used and explored to
discover strengths and areas of improvement in
developing resiliency. It can be used to understand,
measure, support and build resiliency as:
• An individual endeavor, completed online
over time.
• A series of activities placed throughout
regular organizational or departmental
meetings, over time.
• A half-day workshop for a mix of staffing levels
(leadership, management, and staff).
The toolkit is divided into three parts: understanding
resiliency, measuring resiliency, and improving
resiliency. There are matching activities, videos and
worksheets related to the resiliency indicators that
encourage creative thinking and discussion.
An important aspect to remember about the
toolkit is that it is not designed to be used once.
Resiliency can grow in one area and diminish in
another; therefore, it is useful for housing providers
to routinely measure their resiliency. The key
measurement areas of leadership and culture,
networks and relationships, and change readiness
are all connected and build on one another. But
they also bring about unique aspects (captured in
the subcategories) which build off each other.
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