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This manual is a comprehensive guide for facilitators of the Development Corporation

Basics Workshop, an intensive introduction to development corporations and the

role they can play in a community’s economic development strategy. A 3-step process

enables workshop participants to work through issues and decisions which will be

fundamental to the success of their development corporation, should they choose to

establish one. This manual, the companion volume to Development Corporation Basics:

A Workbook, offers facilitators detailed recommendations regarding workshop design,

timing, learning activities, and print and video resources. Extensive appendices include

master copies of diagrams and cartoons suitable for overhead projection to support

workshop delivery.
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Introduction

This book is a guide for those who want to plan and conduct a workshop with community
leaders and members concerning the establishment of a community-based development

corporation, or CDC (“DC,” for short). It is a detailed description of a process which is
recommended to workshop facilitators. The companion volume, Development Corporation
Basics: A Workbook, is intended for the workshop’s participants. The Facilitators Manual
makes reference to the workbook, but does not reiterate its content, so facilitators should first
read and be familiar with the material in the workbook.

This guide describes a three-day workshop which explores the issues involved in the decision
to establish a development corporation, and its subsequent definition and implementation. A
lot of material is covered in the three days, so time is tight. Facilitators may want to consider
a revised workshop process for their own situation. Possible variations are discussed later
under the section entitled “Adaptations,” p. 4.

This introduction to the manual explains the background to and materials used in the workshop,
and presents a course outline showing workshop timing and content. Subsequent chapters contain
process and presentation directions for each part of each day. Additional tips and techniques
based on the authors’ experience are found in the sections entitled “Facilitators Notes.” Appen-
dices give a summary of key points for teaching and reinforcing learning during the workshop.
The overhead projections cited in the text of this manual are reproduced in Appendix 2. Feel free
to use these diagrams and cartoons as masters for acetates.

The structure and analytical basis of the workshop is based upon the analytical and diagnostic
framework known as the Development Wheel. Participants and facilitators should be familiar
with this tool so the workshop will be able to proceed without a great deal of discussion about
underlying assumptions. Otherwise, we strongly recommend that you set time aside to study
and discuss the concept and components of the Development Wheel early in the workshop.
The workbook’s first appendix (pp. 66-74) contains a summary of the Wheel.

Why a Workshop about “Development Corporation Basics?”
There are many basic issues to think about when planning the formation of a development
corporation. Failure to consider many of these basic issues is at the heart of several difficulties
being experienced by many development corporations across the country.

In July 1990, Indian people from several different communities in the Sioux Lookout region
of northwest Ontario asked to have a workshop that would deal with their questions about
development corporations. Many of the communities already had corporations. Some did not.
Nevertheless, the questions they asked are posed by many people all over the country.
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� Do we really need a development corporation?

� How do we decide if we need one?

� What do we do if we decide we don’t need one and just want to make some business deals?

� What research and planning must we do before we establish a development corporation?

� What is the role of the Band government in the formation of a development corporation?

� What is the role, if any, of the community membership in the formation process?

� Is it important to separate Band government politics from the management of a Band
development corporation? Why?

� What is a healthy relationship between a Band government and a Band development
corporation? How can this relationship be managed to the community benefit?

� What needs to be considered when staffing a development corporation?

� How does the development corporation ensure community support for its venture selections?

� How much money should it take to establish a corporation? How long should it take for
a corporation to become self-supporting?

� What skills and talents should board members bring to a corporation? What do board
members need to know about their responsibilities?

These questions are at the heart of this workshop and the participants’ workbook which goes
with it. Communities that take the time and make the effort to seriously answer them, will
avoid several predictable problems and maximize the potential for success. If these questions
and issues are ignored, other important aspects of managing a development corporation are
of little consequence. These basics provide the framework, the foundation upon which a
successful corporation can be built. (For a summary of the principles underlying the formation
of DCs, see Appendix 1.)

The Workshop
This workbook was written primarily to assist participants of a three-day workshop—three
days of hard work, good discussion, and fun. Lectures are illustrated with overhead diagrams
and cartoons, and there is a lot of time spent in groups working on issues and structured
learning experiences.

The workshop is ideal for a tribal council to host. This maximizes participation, promotes
broad learning and is cost-effective. Communities and groups which have taken the Devel-
opment Wheel Workshop on Community Analysis and Development Planning will find this
book and workshop build on what was learned there.

The workshop has two central goals.

1. To introduce tools and knowledge helpful in the planning and decision-making associated
with establishing a community-based development corporation in native communities.
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2. To introduce tools and knowledge helpful to existing community-based development
corporations which are experiencing confusion over basic policy and organizational
issues: mandate, the relationship with Band government, and the role and functions of
the development corporation.

Objectives of the Workshop

By the end of this workshop participants should be able to

1. define the central goals of community economic development.

2. identify alternative options for structuring economic development at the community
level.

3. define the term “development corporation”—what it is and what it isn’t.

4. describe the factors to be considered when making the decision to proceed with a
development corporation.

5. identify the planning and decisions which are necessary before a development corpora-
tion is formally established.

6. identify the key policy and organizational issues to be addressed in the first 12-18 months
of a development corporation.

7. demonstrate understanding of key policy issues that affect the capacity of First Nations
to build an economic base.

The Workbook
The workbook provides resource materials for workshop participants, as well as a useful
home-study guide for individuals and groups needing an introduction to community-based
development Corporations.

The first part of the workbook is broken down into eight chapters of text, each of which help
to move the reader from a basic understanding of the community economic development
perspective through the various stages of planning, organizing, and starting up of a develop-
ment corporation.

The second part of the workbook (following p. 65) is a rather extensive series of appendices.
They are designed to do two things:

1. Provide the independent reader with useful references for the study of certain subject
areas in greater depth.

2. Provide the workshop participant with materials which are to be used in a variety of
structured learning exercises throughout the entire workshop.

3
Introduction

Westcoast Series on CED



Adaptations
Although the workshop has been designed to take three days, facilitators may want to adjust
the pace to suit particular audiences. If the group has little experience with economic
development, you may want to allow more time for group work on the exercises. This is
particularly the case for the “issues” exercises of the afternoon of Day 2 and for the discussion
of the different development corporation models. If the group is primarily at the implemen-
tation phase of establishing a development corporation, more extensive work with the Stage
3 checklists might be required. The basic flow of the workshop could be spread to four or
five days to meet these needs.

Facilitators could also consider stretching the workshop out into three sessions of 1-2 days
each with each session focusing on one stage (Decision, Definition, Implementation) of the
process.

Session One would extend the material intended for Day 1 over two days, giving more time
for introductions, questions about development corporation models, and discussion about
why and if a corporation is needed.

Session Two would cover Day 2 and the morning of Day 3 in two days, giving more time for
the issue exercises and mission statement development.

Session Three would involve a detailed look at the implementation process. A useful addition
to the program would be exercises in which participants use the checklists to determine their
priorities for work in the coming year and who is to do it.

Video Resources
Westcoast Development Group test-delivered this workshop in Sioux Lookout to the repre-
sentatives of twenty northwestern Ontario communities. The entire workshop was vide-
otaped. The result is a set of two video cassettes, totalling about four hours of footage. (For
an index of the contents of the videotapes, see Appendix 3.)

This resource can assist facilitators of the Development Corporation Basics workshop in two
ways.

Firstly, you can use the video in conjunction with the workbook and the facilitators manual
in your preparation to deliver the workshop. The tapes will give you insight into the
workshop’s timing and sequence, and how to facilitate the “Corporation as Vehicle” exercise
on the morning of Day Two. The lectures depicted will also help you with your own lecture
preparation.

Secondly, much of the video can be used as part of your own presentation strategy. If you
are uncertain about some of the workshop content, insert the appropriate videotaped lecture
by Mike Lewis or Frank Green for “back up.” The video set can be obtained from Westcoast
for $50 (plus GST, if applicable). Westcoast plans to use it extensively in the training of
trainers.
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Course Outline
The following outline gives the major sections of the workshop. Detailed notes to facilitators
for each portion are given on subsequent pages.

PREPARATORY EVENING

o Introductions, expectations and workshop overview

o Video and socializing

DAY ONE

9:00 am Opening, introductions, overview, context

9:30 Lecture and discussion: economic perspectives and CED

10:00 Group exercise: looking at a community from different perspectives

10:30 Presentations and debriefing

BREAK

11:00 Lecture and discussion: CED Concepts

11:15 Lecture and discussion: organization options
Main models: internal management (with and without advisory committee),
independent and subsidiary development corporations.

LUNCH

1:00 pm Lecture and discussion: What is a development corporation?
Major models: growth/equity, loan/technical assistance, employment develop-
ment, advisory/facilitating.

2:00 Lecture: How do we decide if a development corporation is needed?
(Stage 1 checklist)

2:20 Group exercise: making the “should we?” decision.
Checklist and application to scenario

BREAK

3:00 Group discussion and decision: prepare presentation

3:45 Group presentations and debriefing

4:30 Closure

DAY TWO

9:00 am Opening, review Day 1, outline Day 2

9:15 Lecture and discussion: the relationship of Band government and development
corporation

9:30 Group exercise: picturing the development corporation as a vehicle

10:00 Group presentations and discussion of pictures

BREAK
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11:00 Lecture and discussion: role of Band government in the formation of a devel-
opment corporation (Stage 2 checklist)

LUNCH

1:00 pm Introduction: key issues

1:15 Exercise: issue scenario (discuss, decide, and present)

BREAK

2:30 Repeat exercise with another issue

3:30 Repeat exercise with another issue

4:30 Summary of day and closure

DAY THREE

9:00 am Opening, review, outline of day

9:30 Introduction: mission statements in the strategic planning process

10:00 Exercise: reviewing mission statements

BREAK

10:30 Group work: drafting a mission statement for your community or organization

11:30 Presentations, critique, and debriefing

LUNCH

1:00 pm Presentation and discussion: getting the corporation underway
(Stage 3 checklists)

BREAK

3:00 Group work: using checklists to plan for the coming year in your organization

4:30 Summary of workshop and closure

Pre-workshop Preparation

Materials and Equipment

The workshop will require the following materials:

� one copy Development Corporation Basics: A Workbook for each participant.

� enough flip charts and pens to allow each group of 4-6 to have a flipchart and 2-3 pens
of different colours.

� an overhead projector. This workshop assumes that facilitators will be using an overhead
to display the numerous summary diagrams and cartoons found in Appendix 4. Have the
contents of Appendix 4 reproduced on overhead acetates in advance of the workshop.
You may also wish to make display some of the workbook’s charts and checklists on the
overhead. If that is the case, note that the words on these sheets are too small to project

6
DC Basics Facilitators Manual

Westcoast Development Group



well. Have participants refer to the appropriate page in their workbooks to follow the
discussion.

� a VCR, if a preparatory video is to be shown or if videotaped presentations are to be
used.

� copies of the operational plans completed by those participants who also took part in the
Community Analysis and Development Planning Workshop. This requirement only
applies if workshop sponsors intend that the workshops be tightly linked.

Layout of the Room

Group tables to hold 4-8 people should be arranged in a semi-circular formation around the
presentation area in such a way that all can see the presentations well but are separated enough
to allow group discussions. If possible, each group should have some access to a section of
wall on which to hang the flipcharts recording their group discussions.

Days One and Two do not require any particular groupings. Groups should however be mixed
enough to represent a balance of viewpoints, eg. mix men and women; elders with youth;
chief and councillors with staff: and experienced with inexperienced. On Day 3 the group
exercises focus on one’s own community or organization so re-grouping into common interest
groups will be required.
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Getting Started

Preparatory Evening

Since the workshop stretches over three very full days, have participants arrive the night
before, especially if they have to travel significant distances. That way, the workshop can

commence first thing the following morning. The preparatory evening is mainly a social
event. It allows people to meet, catch up with someone they have not seen for a while, get a
sense of the workshop’s content, and collect their workbooks for previewing. A traditional
welcoming process may be in order.

Suggested Agenda

� Registration and workbook collection; name tags or name cards for tables

� Welcomes

� Very brief introduction of workshop: its purpose is to look at development corporations
and how they are established. (You may wish to raise the questions listed in the
workbook’s introductory  section entitled  “Why a Workshop about ”Development
Corporation Basics?")

� Outline of workshop and agreement about timing (see pages 5-6 for more details).

� Have participants introduce themselves: their name,  where they are from,  their
experience with development corporations or economic development, and the questions
they want answered.

� If you have VCR equipment, show a short video like “Ready for Takeoff,” which tells
some of the history or experience of native economic development institutions. While
good videos are not widely available, Westcoast or native educational institutions may
be able to assist you in locating one.

� Discussion and socializing.

If the workshop has been organized by a committee, facilitators would do well to meet with
its members to explain the workshop process and hear their advice as to particular local
concerns or adaptations. This is an opportunity for the committee to take ownership of the
workshop. They should also be introduced to participants and take a role in the welcoming.
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Day One

Introductions and Agenda Review
9:00 am LECTURE & WHOLE GROUP PROCESS

If a preparatory evening was held and most participants were there, no extensive introductions
are required. Otherwise, after a welcome and brief self-introduction, allow participants to
introduce themselves as in the preparatory evening.

Outline and record on a flipchart the three days of the workshop and the focus of each day:

� Day 1: Do we need a development corporation?

� Day 2: Role of Band government in defining the development corporation and setting
the rules

� Day 3: Getting the development corporation started

Review the timing of each day, starting, breaks, and closure. Get groups agreement to these
or negotiate changes. You may want to ask the group what it would like to do if people get
involved in exercises and run over time. Are they willing to go later than scheduled? If so,
how long?

Emphasize the need for participation. Their job is not simply to listen to presentations. They
will be spending a lot of time in groups to struggle with the issues involved. This time should
also be treated as an opportunity to learn from the experience of other participants.

Remind participants that their workbook has a lot of information in it, so they should not
have to take notes, except for points of clarification. Later, they will be able to use their
workbooks to review the material of the workshop at their leisure.

Economic Development Context
Workbook, pp. 5-7; Overhead acetates 1-3

9:25 am LECTURE

Present the material on pages 5-7 in the workbook, using the overheads to set the stage for
discussion of the need for an economic development organization. First focus participants’
attention on both access to the outside economy and the imbalance of payments in the
community, using Overhead 1. What are the key characteristics of our communities, in social,
economic, and political terms? What barriers (Overhead 2) do we face in trying to develop
economically? Emphasize that native communities have difficulty in taking advantage of the
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many opportunities around them because of barriers posed by the Indian Act, racism, the
history of underdevelopment, a lack of education, etc. The key point is that time, talent and
resources are scarce (see Overhead 3).

5 Perspectives on the Distressed Community
Workbook, pp. 8-10, 92-94; Overheads 4-9

9:40 am LECTURE

Use the graphic overheads while presenting material from pages 8-9 to show that different
people with different backgrounds and interests look at native communities in different ways.
Therefore their analysis of what is wrong and what should be done differ. Describe how
people from each point of view would look at an economically underdeveloped commu-
nity.You may want to give a personal example of a person who represents this point of view
(e.g. Michael Wilson for the “Return on Investment” perspective). The intention here is to
distinguish from the others the CED perspective, which is the basis of this workshop.

10:00 am SMALL GROUP SCENARIO EXERCISE

Form up to 5 groups with one economic development perspective for each. Have them look
at the description of their perspective on pages 8-9. They have 30 minutes to:

� read the scenario on pages 93-94.

� decide as a group how a person with the perspective they have been assigned would view
the community and the solutions that person would propose for the community’s
problems.

� prepare a report which they then can present to the whole group in 1 minute. This form
can take any form (visuals and skits are to be encouraged).

FACILITATORS NOTES

People sometimes have trouble assuming somebody else’s economic perspective. Tell them
to imagine themselves as a person who might think in the way described, eg. a government
official, a business man, a community planner, etc.

The purpose is to get people launched into group work and to start them thinking about some
of the issues. Quality of analysis is not crucial at this warm-up stage.

If you have had experience in working with groups using non- traditional reporting techniques
(eg. human sculptures, skits, or drawings), you might recommend them to some groups for
their presentations. The cartoon overheads are an example of one form of non-traditional
reporting.

10:30 am PRESENTATIONS AND DEBRIEFING

Each group makes a presentation about how someone would explain and address the problems
of the distressed community from their perspective. Encourage comments and discussion
from others.
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The key concept to be reinforced is CED’s capacity-building approach, particularly in
contrast with the small business approach. Ask participants which perspective prevails in the
approach currently taken by their community.

FACILITATORS NOTES

It takes sharp facilitation to help people get into this role play. Facilitators must be ready to
affirm a group’s work, but make interventions which keep people on track. Participants
naturally come to prefer the CED perspective.

The following are some examples of what to expect and how to handle the debriefing:

1. The “Return on Investment” group may not have a report. This perspective is foreign to
the experience of participants, and it is hard to imagine how governments dealing with
national economics can understand a small community. The facilitator should tell a group
without a report that this is not unusual and move on. Don’t put a group on the spot.
Remember, the purpose is just to get groups talking about the subject. You could make
a joke like, “Well, when was the last time Michael Wilson responded to needs of their
community, anyway?”

2. Some groups may give a detailed report on the technical problems of each of the
community’s businesses and suggest solutions. To help presenters return their attention
to the key issue, consider an intervention. To the “corporate perspective” group, for
example, you might ask, “But—would you invest in these businesses?”. On one occa-
sion, this question was met with dead silence. Then someone from the group responded,
“We’ll get back to you!” Everyone present got the point: when it comes to hard
investment decisions, the corporate group is going to look for best profits.

3. Sometimes a group will get into a role and really behave in character. One group
representing the “town planner perspective” talked about the employment base, long-
term goals, and training programs. They even had a grand plan for Japanese investment
(chopsticks). “Let us run things and we will solve all your problems!" they pleaded. “You
won’t need an election for ten years!” The large group responded with laughter. “Oh
yeah?” they shouted, “How can we trust you?” Facilitators should encourage this kind
of interaction.

4. If participants are not familiar with the Development Wheel, this is a good point at which
to introduce it and “flesh out” the very brief description of the CED perspective on
distressed communities. (See Appendix 1 of the workbook, pp. 66-74.)

Some Central CED Concepts in Indian Country
Workbook, pp. 10-13; Overheads 10-12

11:00 LECTURE

Give a lecture on the material on the workbook reading using the overheads to focus on the
relationship between building an economic base, CED as institution-building, and self-gov-
ernment.
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The essential content and sequence of your presentation should be the following:

1. First Nations say they want to build self-sufficiency in order to rebuild peoples lives and
the basis for self-government. What does this really mean, in practical terms? It assumes
that a First Nation can build an economic base that can support the costs of self-govern-
ment. An economic base supporting self-government comes from transfer payments
from other levels of government; from taxation of individuals who presumably have
some means of paying tax; and lastly, from the wealth generated by profitable businesses
which can contribute a portion of their profits to support self-government.

The last point is crucial. For example, the La Ronge Indian Band has a $21 million
budget. The Band has a long-term goal of becoming self-sufficient. It has chosen to
pursue a strategy of wealth generation in order to build the economic base and reduce
the Band’s dependency on the Federal government. It is the task of Kitsaki Development
Corporation (KDC) to carry out this strategy. Assuming a 10% rate of return on
investments, KDC would need an economic asset base of $210 million to fully support
the La Ronge Band budget. An economic base which provides sufficient return on
invested capital—that is a key principle in the “Economics of Self-government.”

2. As an example, compare a traditional community to a household. Self-sufficiency means
getting enough furs, meat, etc. to cover the costs of trapping and provide for food, shelter,
and other needs. Assets (traps, rifle, skidoo) are needed and must be built up and replaced
over time. This demands reinvesting some money. To survive without social assistance,
in other words, the household must make enough money to cover the costs of their
business and more besides. It must make a profit.

3. Thus, profits must equal cost of self-government, or the goal of self-sufficiency is not
being served. As a facilitator, take time to reiterate the content of the first key point
above. Note that economic development alone may not bring about total self-sufficiency.
Work through an example of this formula (eg. Kitsaki or “Keenan Falls,” on pages 11-12
of the workbook) on the flipchart and discuss.

4. Display Overhead 10, “Building the Economic Base.” To break through the barriers
which surround it, a community must develop an ability and willingness to initiate,
organize, and run ventures and other projects. The Development Wheel (Workbook, pp.
66-74) explains how to build this organizational capacity. Note that the organization
through which the community acts  may take a number of forms (a development
corporation or a Band Council, for example).

5. Use Overhead 11 to show the difference between business development and economic
development. Economic development builds that institutional environment without
which even the most promising business opportunity or brilliant entrepreneur is fatally
handicapped.

6. Economic development is not a quick fix; rather, it is the path of most energy (display
Overhead 12.) It takes a long time and a lot of effort. So-called “shortcuts,” on the other
hand, are likely to be disastrous.

12
DC Basics Facilitators Manual

Westcoast Development Group



FACILITATORS NOTES

As you work through the material on pages 10-13, put key points on the flip chart, including
the calculations. The key question: What does it take to build an economic base? Emphasize
the centrality of building viable development institutions. If participants have been exposed
to the Development Wheel, use it to illustrate this point.

Managing Economic Development: Structural Options and Issues
Workbook, Chapter 3 (pp. 14-20); Overheads 13-20

We recommend the following format for this section:

� Present each management structure option with the appropriate overhead.

� Ask participants with which structure their communities manage economic development.

� Discuss the advantages and disadvantages of each management structure and record
responses on flipchart.

� If necessary, review examples of each structure.

11:15 am INTRODUCTORY DISCUSSION

Ask participants to define the concept of delegation. How important is to the management
of their communities’ affairs? Participants are likely to say that delegation “shares the load
of office,” or that it’s a way to entrust others with responsibility. Display Overhead 13, and
ask participants how accurately the cartoon of the overwhelmed juggler applies to their home
communities. Close by observing that the management of economic development always
involves delegation of one from or another, and that communities generally choose one of
four management structures.

11:20 AM STRUCTURE 1: INTERNAL MANAGEMENT

Display Overhead 14 and describe the key features of the internal management structure,
which places venture ownership and control directly in the hands of the Band government.
Briefly discuss which of the participants’ home communities manage economic development
this way, and the advantages and disadvantages of this structure. Record responses on the
flipchart. For example:

INTERNAL MANAGEMENT OF ECONOMIC DEVELOPMENT

Advantages

� profits direct to band

� direct access to band programs

� social benefits, training

� easier to co-ordinate with other programs

� it is simple

13
Day One

Westcoast Series on CED



Disadvantages

� Band is liable for losses

� “businesses” run like “programs”

� politics influence business decisions

� Band government can take all profits

� leaders and staff already overworked

11:35 am STRUCTURE 2: INTERNAL MANAGEMENT WITH AN ADVISORY COMMITTEE

Display Overhead 15 and indicate how it differs from the first structure: Band Council now
share the load with appointed committee of experts. Emphasize that it is crucial for the
Council to respect the committee’s advice. Much of the discussion of development corpora-
tions over the next two days could also apply to an economic development committee.

11:40 am STRUCTURE 3: AN INDEPENDENT DEVELOPMENT CORPORATION

Display Overhead 16 and describe the key features of this approach to the management of
economic development. Note the development corporation’s complete separation from the
Band Council. Ask participants if any of their communities employ this structure, and the
advantages and disadvantages it may have. Record responses on flipchart. For example:

A DEVELOPMENT CORPORATION INDEPENDENT OF BAND GOVERNMENT

Advantages

� separates “business” and “politics” (or does it?)

� directly linked to community

Disadvantages

� “2nd Band Council” competes for prestige and loyalty

11:50 am STRUCTURE 4: A DEVELOPMENT CORPORATION SUBSIDIARY TO BAND GOVERNMENT

Display Overhead 17 and describe this structure’s key features. Indicate how the corporation
answers to Band government, but is nonetheless distinct from the Band’s social, health, and
educational programs.

Discuss the meaning of the term mandate with participants. The mandate specifies what the
delegate is supposed to do and how these tasks are to be performed. In terms of management
structure 4, the Band Council writes the corporation’s mandate, and so determines the breadth
of the corporation’s responsibilities and activities. On the other hand, having “made the rules”
for its delegate, the Council cannot arbitrarily break the rules. Rules can be changed, but only
via procedures agreed to in advance (as in a trust agreement).

If time allows, bring two more issues to the participants’ attention. Firstly, Band governments
aren’t the only body which can establish subsidiary development corporations. Regional
organizations like tribal councils can also serve as owner and mandate-giver. Indeed, the
scarcity of development talent, capital, and venture opportunities requires that smaller
communities consider teaming up in order to make such a corporation workable. Secondly,
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observe that management structures may change over time as business development pro-
ceeds. A community can make a start on economic development using the internal manage-
ment structure, and establish a corporation later, as ventures increase in size and number.
Overheads 18-20 depict how a hypothetical community gradually modified the way in which
it managed economic development.

FACILITATORS NOTES

This process may elicit a lot of important questions from  participants. Allow limited
discussion without getting sidetracked. For example, someone may want to know how
communities make use of the profits from a subsidiary development corporation. The
facilitator should affirm that the use of these profits is an essential and thorny issue which
will be looked at later in workshop.

People may also want to know the taxation implications of each of the management structures.
At this point, emphasize that taxation only becomes an issue if you make a profit, so
concentrate on creating an effective and efficient organization first.

12:00 am LUNCH BREAK

What is a Development Corporation & Why have one?
1:00 pm DISCUSSION

Ask participants to define the term development corporation. Give examples of other
“development corporations” like Marathon Realty (a land development corporation) and ask
participants to distinguish between kind of DC and a community-based model. Ask partici-
pants for other examples. Discuss the different economic development perspective each
example represents.

Offer the following definition of development corporation to the group:

An accountable, community-based institution that uses business development as a
major strategy in the building of an economic base. (You may wish to display
Overheads 10 or 11 once again as part of this introduction.)

Encourage participants to explain their communities’ decision to establish a development
corporation of some kind (or why their community is considering such a project). Make a list
of the key reasons.

What are the Major Models of Development Corporation?
Workbook, pp. 32-38; Overheads 21-24

1:15 pm LECTURE

Introduce this session by displaying Overhead 21 and explaining that CED requires 4
ingredients to achieve success: planning and research, equity, debt, and training. Explain the
importance of each ingredient. Then explain the four models of development corporation,

15
Day One

Westcoast Series on CED



using local examples or examples from your own experience wherever possible. See Appen-
dix 2 for further background material on this area.

GROWTH/EQUITY MODEL

Depicted in the diagram on Overhead 22, this model concerns itself pre-eminently with
wealth generation: profits, ownership, and jobs, in that order of priority. Joint ventures are
often used as a strategy to address capital and management needs. Equity is built up through
the reinvestment of profits. One example of this type of development corporation is Kitsaki
Development Corporation of La Ronge, Saskatchewan.

LOAN/TECHNICAL ASSISTANCE MODEL

Display Overhead 23. This model is designed to provide new businesses and/or business
expansions with development finance and counselling/training. The individual businessper-
son is the focus of attention. Key administrative concerns relate to pre-venture training,
business “aftercare” services, and maintaining the integrity of a loan portfolio. Such a
development corporation can be on as small a scale as a community lending circle, or big
enough to offer large business loans. Interest revenue must be great enough to pay the costs
of business and build the pool of debt capital, however, so development corporations of this
type are usually regional in character. Examples include the Wikwemikong First Nation
(Ontario) and Dana Naye Ventures (Yukon).

EMPLOYMENT DEVELOPMENT MODEL

Display Overhead 24. DCs of this type are concerned with human resource development: life
skills, job readiness training, skill training, occupational training, job placement, business
and job retention, and small business development using a self-employment approach.
Examples include Eskasoni Enterprise Centre and the Montreal’s Network for Economic and
Social Revitalization (or “RESO”).

ADVISORY/FACILITATING MODEL

This model is more characteristic of the role played by an Economic Development Officer.
However, there are some development corporations whose primary function is to advise and
assist people to undertake business start-ups or expansions. Whether this function in itself
can justify the creation of a DC is debatable. (There is no overhead diagram for this model.)

MIXED MODELS

Corporations which combine a number of these models usually create two or more distinct
divisions. Use the flipchart to show how different models could be combined. (expand please)

1:45 pm GROUP DISCUSSION

Conclude with a discussion of the types of corporation the participant First Nations have
operating.

FACILITATORS NOTES

As much as possible, make reference to the participants’ DCs while presenting each model.
Focus on which model is being used, not how well it is being used.
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On page 38 of the workbook the participants will find a chart comparing the first three DC
models in terms of mission, role, goals, functions, and the skills each requires of its chief
executive officer. The chart is a good summary of information, but the level of analysis may
be too difficult for some participants at this time. That is a matter for the facilitator to assess.

How do we decide if we need a Development Corporation?
Workbook, pp. 21-25 (Chapter 4), 95

2:00 pm LECTURE

To begin, define the three stages of the decision-making process: 1) deciding if a development
corporation is needed, 2) defining the corporation, and 3) getting the corporation underway.
Record these on a flipchart and post for later reference. Emphasize that this part of the
workshop is concerned with Stage 1.

Turn to page 22 of the workbook and conduct the seven-point economic development
“attitudinal check” with the whole group. The purpose here is to give people a positive
introduction to checklists (participants will probably answer “yes” to all the questions), and
to reinforce the CED perspective.

Now briefly review the checklist on pages 24-25, whose questions summarize the tasks which
the first stage of the DC decision-making process involves. (Note that this checklist and those
for stages 2 and 3 are organized on the basis of the components of the Development Wheel.)

2:20 pm EXERCISE: DECIDING IF A DEVELOPMENT CORPORATION IS NEEDED

Break into groups of 4-6, and instruct participants to read Exercise 2 on page 95 of the
workbook. Complete the Stage 1 checklist on the strength of the information given in the
scenario for the community of Big Pike Lake (30 min.) At this point, groups should focus
their attention on the community analysis, not on the decision for or against establishing a
development corporation.

2:50 pm COFFEE BREAK (10 min.)

Return participants to their groups. Tell them they are now to decide whether or not Big Pike
Lake should proceed with planning the establishment of a development corporation. Assum-
ing the role of a special advisory committee to Chief and Council, each group is then to
prepare a summary of its analysis and conclusions for presentation to the whole group. Each
presentation is to last no more than 5 minutes. Allow 45 minutes to complete both these tasks.

3:10 pm PROCESS CHECK

Have the groups report on their progress (5 minutes each), principally to determine if the
assignment needs any clarification. Instruct groups to prepare presentation and to use
newsprint to do so. Their presentations should answer the following questions: 1) Is a DC
warranted or not, and why? 2) If it is not warranted, what steps might the Band government
take to make a DC feasible?

3:45 pm GROUP PRESENTATIONS
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Presentations from each small group. Facilitators pose as chief and economic development
councillor receiving a preliminary report from the committee.

FACILITATORS NOTES

Most groups are likely to be hesitant in their decision, whether “for” or “against” the
establishment of a development corporation. That’s okay. The presentations are a time to
have fun playing the role of chief and advisory committee. The facilitator may want to
challenge groups who answer “yes” to identify any conditions or concerns they would have
about proceeding. There may be a need to articulate the community’s philosophy regarding
the use of land and resources, for example. This is an opportunity for them to identify things
that still need to be done as they proceed to define the corporation.

4:30 pm CLOSURE

� Review of day

� Preview of tomorrow

� Daily evaluation
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Day Two

9 am REVIEW AND INTRODUCTION

Review the events of Day One. Refer to the last exercise. Most groups will have identified a
number of things which Big Pike Lake community has to do in order to proceed with the
establishment of a development corporation. Refer to these observations in order to illustrate
the task of defining the corporation—today’s topic. This morning’s focus is the definition
process and the role of Band government in this process.

The day has three main parts:

1. Defining the relationship and respective roles of a Band government and development
corporation, in order that the community will advance towards greater self-reliance and
its own vision of development. To get at the underlying issues, participants will use a
process which involves drawing.

2. Identifying the rules to be set and decisions to be made in the definition of the
development corporation.

3. As the Band Government starts making the rules many underlying issues begin to
emerge. We will spend the afternoon looking at these issues and how they can be
approached.

Band Government & the DC: Building a Healthy Relationship
Workbook, p. 15; Overhead 25

9:15 am LECTURE

It is of the utmost importance to reduce the Band Council workload and separate politics from
business, yet keep the development corporation responsive to community needs and account-
able to the community’s government. Refer again to the previous morning’s discussion of
structural options for the management of economic development, particularly Overhead 17,
the “Subsidiary Development Corporation.”

9:20 am GROUP EXERCISE: THE CORPORATION AS A VEHICLE

This exercise demonstrates what we expect from the relationship between Band government,
the community, and other organizations. Divide participants into groups of people whose
home communities have development corporations, and those which do not (5-7 people per
group). Bands with three or more participants should do their own. Provide each group with
a sheet of flipchart paper (and a board if possible, although they can work on the table) and
a variety of coloured pens.
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Direct each group to draw a picture of a bus, truck, canoe, train, airplane, or some type of
vehicle which represents the means of getting ahead with economic development. Think
about the role and relationship between Chief and Council, Band staff, Economic Develop-
ment Officer, corporation board and staff, and Band membership in the economic develop-
ment process. Then match up each of these groups or individuals with an appropriate part of
the vehicle. If the vehicle is a train, who are the wheels? If it is a car, who drives and who is
the engine? (You may wish at this point to display Overhead 25, which takes a light-hearted
look at this exercise.)

Bands that have a DC should make their drawing reflect actual roles and relationships. Instruct
Bands that don’t have one to depict how they think it should work.

FACILITATORS NOTES

Participants can have trouble with this exercise. To give them a hand, direct the whole group
or the members of each group to:

� choose  a vehicle which makes sense  to group members as a way to talk  about
relationships in economic development.

� encourage group members to express ideas “off the tops of their heads” and have the
group recorder immediately draw these ideas. So if someone says “the Band Council has
to be steering,” draw a steering wheel and someone steering it. Nobody gets rated on the
quality of their artwork! The drawing is just a tool for generating and recording ideas.

� think about the vehicle’s various parts (eg. wheels, engine, sparkplugs, muffler, fenders,
frame, cargo space, windshield, body). Which function does each part perform? Who
performs that function in your community? Is the part big or small? fancy or plain? strong
or weak? Or is it broken?

� think of the road the vehicle is on and the environment or things along the road. What
would help the vehicle on its journey?

10 am DEBRIEFING

Each group presents its picture and in 5-10 minutes explains what the vehicle is, what the
parts represent, and the meaning of the depicted relationships. Groups can also describe some
of the discussion and disagreement they had about roles. As facilitator, ask groups to clarify
the pictures’ meaning. Where possible, relate the drawings to the issues raised on Day One.
You may have to ask leading questions, such as:

� Who decides the kind of vehicle in which you travel?

� Who decides on the direction and the pace of travel?

� How many people can be controlling the steering?

� In what condition are our tires, motor, etc.?

Be very careful not to make any judgement on the quality of the pictures. This is not an
exercise in artistry and some groups have a difficult time developing a conceptual idea of the
issues. Every picture will contain some insights and that is what you should look for and
emphasize in the debriefing.
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You can expect as many different pictures as there are groups. No two groups ever approach
this in the same way. In fact the same group of people would probably do something different
with new insights if they did it a week later. Some pictures drawn in previous workshops are
reproduced below. The captions record some of the comments or questions raised about each
during the presentations.

Figure 1 This group started with the picture of a village and people by the river. They had to
decide which way to go. Downstream (the easy route) lay the welfare society. Upstream were
economic development and self-government. Group members compared the decision to
establish a development corporation to their seasonal choice of transport. Every spring,
returning from the winter hunt, they had to decide whether to go overland by sled or to go by
canoe on the river. They also mentioned the important role played by the scout. The facilitator
drew attention to this observation, comparing the actions of a scout to those of economic
development staff, who also go out in front to check out conditions.
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Figure 2 This drawing of a pick-up truck generated a discussion about the vehicle’s
carrying-capacity—how many people the truck can carry at once. People also pointed out the
driver’s need for a map and signposts along the road.
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Role of Band Government in DC Definition
Workbook, pp. 38-45; Overheads 26-27

10:45 am INTRODUCTION

Lead a brief discussion of the morning’s drawings. What role do they suggest for the Band
government in the definition of the development corporation? Point to the parts of each
drawing which depict sources of leadership or direction. Who is performing this function?
(Participants from communities which already have a DC may be able to outline the formation
process which they followed.)

If time is not a concern, consider a discussion of the chart on page 45 of the Workbook,
“Controlling Band Business Institutions,” which summarizes the role of the La Ronge Band
government in the functioning of Kitsaki Development Corporation.

10:50 am LECTURE

Use this lecture to establish three ideas: there must be a relationship between Band govern-
ment and DC; the relationship must be arms-length; and the development corporation must
be accountable to the Band government.

Introduce the concept of ownership. Ownership gives the Band government the right to:

� establish the rules and define the role of the corporation

� appoint and change directors

� revise rules at regular intervals

� get regular reports on activities

As owner, the Band government plays several central roles in the formation process: the Band
government is the initiator; it is the guarantor of Band values and goals; it is the key agent in
specifying the purpose (mission) and powers of the DC; and it establishes the framework and
procedures for accountability.

Display Overheads 26 and 27. In a simplified fashion, the cartoons depict the roles played
by the Band government and the DC in the economic development process. Discuss the
implications of a failure to clarify rules and relationships. See the chart “Responsibilities of
Owners, Directors, and Staff” on page 37 of this manual for further information.

11:10 am DISCUSSION

The Band government is responsible for nine tasks in the DC formation process (Workbook,
pp. 40-42). As you introduce each task, list it on the flipchart. Invite participants to comment
on each on the basis of their experience. What issues and questions must the Band government
resolve to complete each task? To clarify policy for the use and management of Band
resources (Task 2), for example, the Band government must specify the different types of
resources, what can be done with them, and under what conditions.

Allow 5-10 minutes for each task. If discussion becomes protracted, consider bunching the
tasks together, as suggested below:
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Economic Development Strategy

1. Clear direction and realistic expectations
2. Band resources decisions

Incorporation

3. Define purpose, powers and relationship
4. Define shareholders

board

5. Define size and composition
6. Appoint Directors

Staff

7. Guidelines for type of manager

Accountability

8. Require an annual plan
9. Quarterly Reports

Figure 3 Note the difference in capacity between this train and the pick-up truck. What might
this indicate about these groups’ aspirations for economic development? This drawing also
was the center of a lively discussion about how community members and elders at the back
of the train will communicate with the engineer.
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12 am SUMMARY

Conclude the discussion of the Band government’s role in DC definition by introducing the
Stage 2 checklists (Workbook, pp. 43-44). The checklist reduces the necessary tasks to a series
of simple questions so you can quickly ascertain how far along you are in the definition
process.

Preview the afternoon session, which will concern the specific issues which must be resolved
as part of the Band Council’s role in DC definition.

12:15 am LUNCH BREAK

Key issues in DC Definition
Workbook, pp. 26-31 (Chapter 5), 96-100; Overheads 28-33

1:30 pm INTRODUCTION

Introduce the process for the afternoon: participants will act out some of the policy discus-
sions that Band Councils or committees must have in Stage 2 of the formation process.
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1:45 am SMALL GROUP EXERCISE

This exercise involves small group discussion and decision-making with respect to five issues of
central importance to the future performance of a proposed development corporation. Brief,
hypothetical scenarios stimulate discussion of each issue, and require group members to make a
policy decision. The focus of this exercise is problem-diagnosis and -solving by the participants
themselves, but the facilitator should feel free to challenge their policy decision.

To support the discussion, facilitators should refer to the summary of each issue found in
Chapter 5 of the Workbook, and to the appropriate overhead. We recommend displaying each
overhead only to conclude the participants’ discussion of that issue. The issues are as follows:

� jobs versus profits (Workbook, scenario p. 96, summary pp. 26-27, Overhead 28)

� reinvestment versus distribution of profit (Workbook, scenario p. 97, summary p. 28,
Overhead 29)

� hiring inexperienced local people as EDOs and managers versus hiring experienced
outsiders (Workbook, scenario p. 98, summary pp. 28-29, Overheads 30-31)

� locating capacity in order to deliver benefits at the community level (Workbook, scenario
p. 99, summary p. 30, Overhead 32)

� joint ventures versus wholly-owned subsidiaries (Workbook, scenario p. 100, summary
pp. 30-31, Overhead 33)

Divide participants into groups of 4-6 persons of varying backgrounds. There are several
ways to assign issues/scenarios to groups. All groups could work on the same one or each
group could work on a different one, to name just two approaches. Groups could also choose
the issues/scenarios in which they are most interested. It is the task of each group to:

� read its scenario, discuss it as a group, and come to a common decision about the action
to take (30-45 min.).

� present to the large group their decision, explain it, and describe the level of agreement
or disagreement in the group. Each group should also outline the underlying issues or
implications of the issue which they discussed (5-10 min.).

FACILITATORS NOTES

We recommend a three-round approach to this exercise:

Round 1 Introduce the issue “Jobs vs. Profits.” Read the scenario on page 96 aloud to
participants. Participants go to their groups to discuss and decide the action they would take.
The groups return to present their decisions and discuss the differences between groups. The
facilitator then summarizes the discussion and recommends the principle to follow, using the
appropriate overhead.

Round 2 The issues “Profit Reinvestment,” “Hiring,” and “Ownership” are each assigned to
a group. These three groups withdraw to discuss and draw their conclusions. When they
return, a brief explanation of the scenario and issue assigned precedes each of their presen-
tations so the other participants know what the group has been working on. The facilitator
then summarizes as in Round 1.
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Round 3 All groups discuss the issue “Locating Capacity” as in Round 1.

Each round will take 1-1 hours, given the following structure:

� Introduction to an issue: 5 minutes

� Group discussion: 30-45 minutes

� Presentations: 20-30 minutes

� Summary (using graphic and material from workbook): 5 minutes

Were Round 1 to commence at 1:45 pm, Round 2 would start at about 2:45, and Round 3 at
3:45, with a final summary at about 4:45.

4:45 pm CLOSURE AND EVALUATION

Review the day with reference to the three stages of decision-making. Day Three will
complete the Stage 2 work by looking at mission statements. Finally, Stage 3 of the
decision-making process concerns the tasks which must be done to actually get an organiza-
tion operating.
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Day Three

The final day of the workshop focuses on writing a mission statement, explaining Stage 3
of the decision-making process, and linking the workshop back to operational planning.

Participants who have experienced the Community Analysis and Development Planning
Workshop will be able to refine the action plans developed there. These previous plans should
be available for participants in the workshop. If participants have not had this experience,
and extra time is not available for Stage 3, the facilitator will have to be content to conduct
a review of priorities for short-term action.

To prepare for Day Three, facilitators should review the content of the Community Analysis
and Development Planning Workshop, in particular the Development Wheel checklists and
operational planning exercise (Development Wheel workbook, pp. 37-66).

Review of Workshop to Date
Overheads 34-36

9:00 am LECTURE

Review the three stages of decision-making in the establishment of a development corporation:

� the decision to proceed with a development corporation (see checklist 1)

� the definition of the development corporation (see checklist 2)

� the development of the DC (see checklist 3, which is divided into three sections:
Organization Development, Venture Development, and Community Participation and
Strategic Networking)

Emphasize the role of the Band Council in the first two stages. The third stage is primarily
internal to the DC.

Quickly review the first two days of the workshop using the overheads. Start with a review
of structural options for the management of economic development. Then review the four
key ingredients of CED. Refer to each quadrant of the pie on Overhead 21 and ask which
type of development corporation emphasizes each ingredient. Note that choosing the appro-
priate model of DC, or combination of models, is central to defining a corporation’s mission.
As you review these points, record key questions and concepts on the newsprint or the
overhead.

To set the stage for this morning, discuss the importance of strategic planning to the definition
of the corporation. Overheads 34-36 summarize the strategic planning process. Display
Overhead 34 (mission/vision), then superimpose Overhead 35 (external constraints and
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opportunities), and finally add Overhead 36 (internal strengths and weaknesses) to show how
three types of information contribute to the organization’s strategic focus. (See the first four
questions on the Stage 2 checklist.) This morning’s first exercise involves writing an effective
mission statement.

Then introduce the rest of the day’s objectives. Note that we are only going to introduce the
third stage in the establishment of a development corporation. We do not have sufficient time
to deal with the many details of implementation in depth.

Writing a Mission
Workbook, pp. 46-54; Overheads 27-30

9:30 am LECTURE

Writing the mission statement is a key task in the definition of a development corporation.
Relate the mission statement to strategic planning as a whole by explaining the Strategic and
Operational Planning Chart on page 49 of the workbook, or by referring the examples of
mission statements (good and bad) found on page 50.

Outline the three tasks which writing a mission statement involves: what the organization
does, for whom, and how it is to do this. (pp. 51-52)

Record on newsprint the participants’ answers to the following questions:

What is a mission? (Purpose of organization or business)
How long is it? (100 words or less)
Is it easy to write? (NO)
Who writes it? (a group usually)

Emphasize the mission’s importance with pictorial examples. Just as the heart infuses the
body with blood, the mission infuses the corporation with a specific purpose or focus; like a
foundation, the mission is the basis for planning and building.

Read aloud the Keenan Falls mission statement (Workbook, p. 50). Is it good? (Does it
succinctly answer the three primary questions?) Read aloud the mission statements of Dorcet
Lake and Reddana Ventures. Are these any better than that of Keenan Falls? If so, how?

Put on the flipchart the three questions to ask as you try to write a mission:

What? This description of the organization’s functions should be neither too broad nor too
narrow. Don’t expect the corporation to do everything, but don’t limit its ability to react to
its industry or area. Use examples from your own experience if possible.

Who? Which customers will the corporation serve (the types of people and their location).
This section is not always possible to complete. Reference instead may have to be made
simply to the sectors of the economy to be serviced.

How? Name the key strategy the DC will use to attain its ends. Again, this should be expressed
in broad terms. Save the detail for the operational plan.
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Emphasize that this drafting process can take community members a lot of time so don’t
expect to complete one in an hour. Part of the process’ intent is to manage community
expectations about what the corporation can do.

10:10 am GROUP EXERCISE

Divide participants into groups of 3-8 from the same community or organization (or from
similar communities and organizations). Have groups discuss which DC model best repre-
sents the mission of their DC. (You may wish to refer them to pages 34-37 in their workbooks
to review the four models.) Bands which have no DC but are considering one, should indicate
the model which they think their DC will resemble most closely.

10:20 am DEBRIEFING

Groups report their decisions, how difficult they found it to make the decision, and the degree
of consensus they reached.

10:30 am BREAK

10:45 am SMALL GROUP EXERCISE

Participants now write, or review and possibly revise the mission statement for their DC.
Those do not have a DC can choose to formulate a mission statement that makes sense to
them at this point. There may also be participants who lack the information to write a mission
on behalf of their community. Provide these people with a scenario on the basis of which
they will prepare a mission statement. They could pretend they were a committee drafting a
statement for broader discussion, for example. All participants should try to make their work
meet the criteria for a well-written mission statement.

� Groups which are reviewing their mission should complete a critique of the existing
statement (e.g. shorten it, make it more specific, add the “how” section). Time permitting,
they should then redraft the statement. Ask them to present the original statement with
their critique, or with their revision.

� Groups without a mission statement should first brainstorm and list pertinent words or
phrases for each of the three questions (what, who, and how). They should then discuss
and agree on the main elements of an agreed mission. Time permitting, they should try
drafting at least one section (concentrate on the “what” question). Have them prepare
their mission for presentation to the large group. Record their mission statement or key
elements on newsprint.

The facilitator may have to give guidance to and work with groups fairly intently to keep
them on track in this exercise.

11:30 am DEBRIEFING AND CRITIQUE

Each group presents their work on mission statements. Ask others to comment about how
well their revisions and drafts meet the criteria of brevity, clarity, and answering the three
questions (or answering the “what” question, if that is all that the group had time to address).

12:00 am LUNCH
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Getting the Development Corporation Up & Running
Workbook, pp. 55-64 (Chapter 8)

1:15 pm LECTURE

Describe key issues in the early stages of the implementation of a development corporation.
These issues also recur in poorly functioning DCs. Refer to the three main development areas
of the Development Wheel:

� Organizational Development: putting in place the legal structure, policies, systems, and
people which work together effectively.

� Venture Development: establishing systems and methods to select and develop
businesses, and then putting these systems and methods to work.

� Community Participation and Strategic Networking: setting up ways to keep  the
community and other key players in the regional economy involved and supporting the
efforts of the corporation.

Key issues for more detailed treatment this afternoon are staffing and board training and
development. Emphasize how much greater these tasks are than those in stages 1 and 2 of
the formation process. Stage 3 is also the responsibility of the DC’s board and staff, not the
Band Council.

Direct the participants to the Stage 3 checklists (Workbook, pp. 57-58, 61-62, 64). Explain
that the checklists are tools to be used in identifying the tasks required. We will be going over
and discussing each checklist and then, time permitting, using them to identify the priority
needs for their organizations.

1:30 pm GROUP DISCUSSION: Stage 3 Organizational Development

Introduce and summarize the tasks found on page 56 of the Workbook. Note the highlights
on the flipchart. Go over each item on the first Stage 3 checklist (Workbook 57-58), allowing
discussion and questions for clarification.

2:00 pm GROUP DISCUSSION: Stage 3 Venture Development

As in the previous exercise, using pages 59-62.

2:30 pm GROUP DISCUSSION: Stage 3 Community Participation/Strategic Networking

As in the previous exercise, using pages 63-64.

2:45 pm BREAK
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Operational Planning
3 pm GROUP EXERCISE

The groups formed in the morning session should now use the checklists for stages 1, 2, and
(possibly) 3 to identify key tasks to complete in the next 12-18 months, given the intention
to establish a DC. If operational plans are available for each community, they should be
distributed for reference and review. After using the checklists to identify tasks, groups should
see which tasks are recognized by the current operating plan, and which must be added.
Emphasize the need to identify key issues, training needs, and possible regional co-operative
approaches. Ask groups to identify areas where they foresee difficulties or blocks to their
plans.

4:00 pm DEBRIEFING

Have each group briefly report on the key areas which they must work on and how their
operational plans may have changed. If they identified areas of concern or did not know how
to proceed on some aspects of development, the group and facilitator can offer suggested
approaches from their experience.

FACILITATORS NOTES

Alert participants that the group exercise described above makes for a very heavy afternoon
of input, and time is a real constraint. An alternative approach is to take one section (e.g.
organizational development) and have the participants apply it their own situation. Then
introduce the other two checklists and recommend that participants apply them when they
get home.

4:15 pm CONCLUDING REMARKS

Summarize what we have done over the last three days. Emphasize the participants’ need to
continue to link their DC planning with ongoing planning (operational plans) at home. Refer
to funding (particularly their own CAEDS funds, and the training and development funds
available from CEIC, ISTC, and some provincial governments and foundations) and how it
can be used to take the community somewhere and build organizational capacity.

4:30 pm EVALUATION AND CLOSURE

Have participants identify (either orally or with a written evaluation) the changes or improve-
ments they suggest for this workshop, and the next area of training that would be most helpful
to them.
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Appendix 1

Underlying Principles

What is a Development Corporation?

When we talk about a “development corporation,” we do not mean a company like
Marathon Realty, the property development branch of Canadian Pacific. We are talking

about what have been described in various places as CDCs (Community Development
Corporations), CBOs (Community-based Organizations), and CEDOs (Community Eco-
nomic Development Organizations), to name a few of the variations.

Our development corporation is an organization (usually a separate legal entity) created to
effectively undertake economic development activities to benefit a particular community. It
is owned or controlled by the community of people (either a geographic area or a class of
people) in whose interest it works. Development corporations come in many sizes and shapes.
There can be great variation in the following areas:

1. Ownership can take many forms. There may one or many members or shareholders. It
could be controlled by another organization (like a Band or Tribal Council) or have
certain people holding ownership in trust.

2. Organization Many variations are possible in the composition of the board which
controls the corporation and in staffing.

3. Legal Status The DC can be a for-profit or not-for-profit corporation registered provin-
cially or federally. It could also remain unincorporated (see p. 36).

4. Role The DC can be given or take on a number of roles including:

� owning part or all of a number of business ventures by itself or with different partners
(this entitles it to some or all of the profits these ventures make).

� actively managing business ventures.

� providing management services to businesses in the community (even those in which it
has no share of ownership).

� providing loan financing to other businesses.

� assisting community members to start their own businesses through organizing or
providing counselling and training.

� establishing and carrying out an economic development plan for the community.
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EXAMPLES OF DEVELOPMENT CORPORATIONS

Kitsaki Development Corporation provides ownership and management of a series of joint
ventures in many key areas of Northern Saskatchewan economy for the La Ronge Band

New Dawn is a community corporation that provides planning, training, and support for
economic initiatives which benefit the people of Cape Breton.

Yukon Indian Development Corporation and Dan Naye Ventures provide training, support
and loan financing to native businesses in the Yukon as well as negotiate the participation of
several Bands in larger joint ventures.

What examples in your area people familiar with?

Do you need a Development Corporation?
Are you ready for one? Establishing a development corporation is not a magic solution to
solving the problems of economic underdevelopment in a community. It is merely one tool
that can be used to undertake economic development efficiently. Its main advantages can be:

� to separate economic development activities from the many  other concerns of
community governments (including  Band Councils)  to eliminate to some  extent
“politics” from business decisions, and to develop and focus specific business skills.

� to provide a legal vehicle which has meaning and credibility in the eyes of the outside
public and private institutions for purposes of joint ventures and other contracts.

� to limit the liability for risk of loss from business ventures to the assets of the corporation,
so that other community assets are not endangered.

Disadvantages include:

� the cost and effort required to establish and maintain a new institution.

� the potential for creating a second, competing community institution with its own
“politics” and resources which could pursue economic development in a way different
from the desires of the community or Band Council.

� the potential for having successful business revenues kept to build a business empire
rather than flowing back to the community for its other needs.

In order to decide whether a community is ready to make the decision to proceed with defining
and establishing a development corporation for itself, the following questions should be
answered.

� Has there been discussion in the council or community about the direction of economic
development and underlying basic policy issues? For more on this see Take Charge:
How to make economic development work for your Band (Westcoast, 1988), Chapter 1.

� Do we know what the potential for economic development in the region is? Is it large
enough to sustain (through profits, fees for service, etc.) the cost of a development
corporation?
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� Are there assets (cash funds, land and resources, equipment or businesses) which could
be allocated to the corporation to give it a capital base? Is there the potential to access
other funds (e.g. CAEDS money, capital grants) to help in this effort?

� Are the Band Council and staff overloaded with current responsibilities? Do we have
economic development staff? What is their role? What skills in business and economic
development exist within staff and Council? What skills and experience are in the
community?

� Is the Council willing to delegate significant decision-making authority to another body?
Has an economic development committee been established? Is it working well and taking
initiatives on its own to manage economic development? Does it include members other
than Councillors? What does it do?

How should the decision be made?
Although a corporation can be legally established by any small group of people, we believe
that to establish a development corporation requires a community process. Decisions that are
made in establishing a development corporation will have long-term effects on the commu-
nity. The time spent establishing such an institution is one of the key opportunities that the
Council and the community will have to ensure that the DC is structured in a way and headed
in a direction that will meet their needs. Once a corporation is established, it tends to create
a life of its own and may be more difficult to control unless firm rules, a clear direction, and
systems for accountability are established during the formation process. The Council in
particular must be fully involved since they will have to allocate powers and resources that
they currently control to the corporation.

The entire Band Council and representatives of key community elements (families, elders,
youth, staff, businesspeople, etc.) should be involved in the decision-making process.
Decisions should be ratified in a community meeting. This is also an opportunity to allow a
broader number of people to gain experience in important planning and decision-making
skills about organizations. This community-based group will have to grapple with and resolve
a number of key issues, including:

� type of corporation

� ownership and control

� composition and election process for the board

� role of the corporation

� limits and guiding principles for the corporation

� reporting and accountability to the community

Each of these areas entails choices. Each choice has options with advantages and disadvan-
tages. Clear statements of decision are required in each area so that legal steps can be taken
and the board, when established, can receive a clear mandate.
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What if we decide we don’t need/aren’t ready for a DC?
If a community decides that it currently lacks sufficient resources or opportunities to warrant
establishing a development corporation, or if for a number of reasons it does not want to establish
a separate legal entity, it can still proceed with its priorities for economic development.

An efficient economic development committee working with Band staff or with their own
economic development officer can play much the same role as a development corporation
would. It would require using the Council as the legal owner of businesses and getting its
approval on key decisions. This could make the negotiation of business ventures and
financing more cumbersome, but not impossible. It might however involve putting general
Band revenue and funds at risk.

What type of corporation?
LEGAL INCORPORATION VERSUS BAND DEPARTMENT OR COMMITTEE

Federal or provincial registration is possible. The key issues in deciding whether to incorpo-
rate legally are limitation of liability and acceptance by outside agencies for financing and
joint venturing. The issue of native sovereignty should also be considered.

In the case of an individual business, the question of income taxation also applies. A
non-incorporated business run by a sole proprietor or by a partnership of native persons living
on reserve may be income tax exempt. Were they to incorporate, however, the business would
be taxable, regardless of ownership. A company is not an Indian!

FOR-PROFIT OR NOT-FOR-PROFIT INCORPORATION

For-profit corporations pay taxes on profit but may also pay dividends to owners. Not-for-
profit corporations must be organized to perform some social objective. They can accumulate
profits without paying tax on them, but cannot pay out to owners. They can however fund
community projects. There may a possibility to stay as a not-for-profit while in a capital
accumulation mode and then become for-profit when the community wants a regular dividend
pay-out. This possibility should be checked with lawyers.

Who will own and control the Corporation?
Should the Band Council, individuals, or families hold shares or memberships in trust for the
community? (It is the position of Councillor that would hold the shares, not the Councillors
individually.) If the Council holds them, it can maintain tighter control of the corporation.
But will this arrangement insulate the corporation sufficiently from local politics? What
happens when a new Council comes in?

Ownership by the community also raises many issues. Does the community include only
people on reserve or all members? What to do about births, deaths, new Band members,
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inheritance rights, etc.? Some communities have had elders or senior family members hold
shares in trust for the community or a particular group. Methods for passing on responsibility
after death have to be thought through. This trustee role also transgresses one aim of
community membership—broad participation and control.

WHAT DOES OWNERSHIP MEAN?

Note that ownership here does not mean any direct involvement or control over day-to-day
operation of a corporation. Basically it gives you the right to:

� appoint the directors of the corporation (an intervention usually limited to one occasion
per year, at the annual general meeting)

� change the corporation’s bylaws or guiding principles (an intervention usually limited
to one occasion per year, at the annual general meeting)

� receive information on the corporation’s performance

� receive dividends as the directors dictate, if the corporation is for-profit

Responsibilities of Owners, Directors and Staff
Owners Directors Staff

Organization Define type of
incorporation
Def ine make-up
Board of Directors
Modify Bylaws

Form policy within framework of
mandate and guidelines
Set lines & limits of authority

Enforce Board policy
Define programs & departments

Programs Establish Mandate
Set operating princi-
ples & guidelines

Establish strategic plan & goals
Approve operating plans& budg-
ets
Monitor operations

Plan & implement programs
& services
Do research
Suggest ventures to pursue
Negotiate deals

People A p p o i n t / C h a n g e
Board of Directors

Hire/Fire CEO
Appoint venture management
representatives

CEO hires/fires staff
(with committee?)

Financial Allocate initial
resources
Receive dividends

Determine use of profits (divi-
dends?)
Set spending limits
Approve budgets
Make major investment & loan
decisions

Make spending decisions within
limits of authority & budget
Approve smaller loans &
investments
Advise on larger investments &
loans
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Appendix 2

CED: Community Revitalization that WORKS

Mike Lewis, Westcoast Development Group

This is the text of a speech delivered by Mike at the Centre for Regional Government in
Ottawa/Carleton, January 28, 1991, to representatives of a variety of community organizations
and public agencies involved in economic development. The event was sponsored by the
Community Enterprise Centre and West End Community Ventures and Community Works.

Ihave been asked to share with you tonight some of the Canadian experience in community
economic development. In particular, I have been asked to highlight some working models

and elaborate on what we collectively might learn from the experience of the last decade.

I want to begin by laying out some personal observations with respect to the contextual factors
that I think are motivating and elevating the increased interest in CED across Canada. In so
doing, I hope to also make explicit some of my own assumptions so that when I do introduce
some working models, you will have a clearer view of the bias I bring to my practice.

Through my work in the CED and alternative investment field in Canada I have met hundreds
of people whose personal experience and concern with social needs has drawn them into
thinking about CED.

They are often people on the front lines of the struggle to be present to human suffering. But
they also include public servants, small clusters of professionals in a variety of fields, a
increasing number of trade unionists, a spattering of academics, and in some settings, business
persons and organizations have begun to become involved in considering CED as a strategy
worthy of attention.

Perhaps the common characteristic of the people from these diverse groups is their capacity
to ask the question Why?

� Why are there growing numbers of homeless people in our cities?

� Why are we starting to see more beggars on the street?

� Why are we losing more and more of the affordable housing stock in this country?

� Why is the housing crunch being experienced by so many people that don’t fit our
stereotypical image of the poor?
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� Why does unemployment persist for so many over such long periods of time?

� Why are sociologists referring to a permanently entrenched underclass, people cut out
and cut off from hope of experiencing decency in this life?

� Why are more and more working and middle class folks having a harder time getting by
financially?

� Moreover, why have these problems grown over the latter part of the late 1980s, a period
when we have apparently been in an economic recovery?

I have found that this latter point has been particularly poignant for some. Why? Because the
irrelevance of the recovery to the condition of many would seem to suggest that ours is not
simply a problem of poverty and depression, and disinvestment, although we have those
problems in many communities.

In my work I have felt and seen intense suffering amongst the poor, not only in communities
where the economy is in decline, but in communities where the economy is booming. Indeed,
sometimes it seems that the boom may be the specific culprit. Gentrification—the return of
upper-income professionals into what have been low-income neighbourhoods, and the conse-
quent displacement of the poor—is a pattern becoming increasingly familiar in Canadian cities.

So what happened the old adage that “when the economy is good, the plight of the poor is
alleviated, and when the economy is bad, more people are suffering?”

Perhaps, at least in part, because the problems have increased during recovery, I sense in my
travels that a growing number of people share a deep concern that the decisions that affect
our economic lives seem to made so far away from us, by people we don’t know and who
don’t know us. Indeed, “economics” is becoming a dirty word for those on the receiving end
of political and corporate decisions that typically use arguments of economic necessity as a
central justification for their actions, actions which most often hurt those who are most
vulnerable in our society.

You may know that the roots of the word “economics” comes from two simple and familiar
concepts (oikos) meaning “the house,” and (nomos) mean “the law.” At its roots, then, economics
means “the law of the house” or put another way, the management of household resources.

Well, one way of describing what an awful lot of folks are experiencing out there is that the
resources and their management are being moved right out of their households and their
communities. Psychologically, people are being left with a growing sense of homelessness
and powerlessness, as though our houses have all been torn down and we’ve been left with
no place to live, no resources to manage.

So there is bad news in communities all across Canada. But there is good news as well. The
good news is that the extremity of need and the Depression-era images of hunger and
homelessness—of soup kitchens and bread lines and people on the streets—have provoked
more than just questions across a variety of constituencies.

People’s concerns, when acted upon at the national level, are focused on issues such as Free
Trade, the impact of the GST, and various aspects of international trade and development,
for example the crushing debt crisis engulfing the Third world.
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People’s concerns, when translated into local attempts to act, have, among other things, led
over the last decade to an accelerating number of what are referred to as CED projects. They
share some common features.

� They are initiatives that start the process of returning control and ownership of economic
decisions to the people most affected by those decisions.

� They are economic initiatives rooted in a social purpose—which can be thought of as
maximum good for the maximum number—and posing a simple, disarmingly pragmatic
question:

“What works best for minorities and the poor in terms of consumers becoming producers,
users becoming providers, and workers (at least sometimes) becoming owners?”

� They are projects that seek to move beyond the unappealing alternatives proffered by
many of our political leaders: “fairness without growth” (through large social spending
programs and big government), or alternatively, “growth without fairness” (through tax
breaks for large investors, and cuts in social service spending). By contrast, CED projects
concretely struggle with the question: “Is it possible to have growth with equity, or more
accurately, growth through and toward equity?”

And, more than just ask the question, the last twenty years of experimentation and work in a
wide variety of difficult circumstances has yielded some important learnings with respect to
development in distressed communities and regions. In my view, one of the central conclu-
sions is that CED as a perspective, as an approach and as an evolving set of methods, has
earned a strategic role in efforts to revitalize distressed neighbourhoods, communities, and
regions across our country.

CED has not earned this role through spending a lot of time and energy chasing big-ticket
projects, not by promoting a McDonalds in every neighbourhood, not by conceiving and
producing pet rocks, nor by simply fixing up the neighbourhood facade.

CED has earned its place through starting at home with the resources the community already
has. It is earning its place

� through working hard politically and practically to prevent plant closures and retain the
present industrial base.

� through developing  institutions that have the capacity to generate and  structure
investments that build capital and jobs which the local community controls.

� through undertaking innovative housing projects and community development projects
that while paying for themselves, replace homelessness with hopefulness.

� through reaching out into the depths of neighbourhoods, and touching the lives of
wounded individuals and families in a way that kindles a flame—a flame that leads
people to innovative training approaches, to training that links the building  of
individuals’ motivation and self-esteem with  literacy work, to upgrading, to skill
training, to job training and placement, and to business development.

� through creating organizations that effectively start to bridge the capital gap that plagues
the lives of low-income people and the organizations that seek to serve them.
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� through creating community-controlled loan funds that specifically target projects that
grow out of and are controlled by the residents of distressed communities.

� through forging new partnerships across some very broad divides, for example, between
CBOs, trade unions, business, and local government.

The results do not point to CED being a panacea. However, as we will see, working models
of CED are emerging which are slowly thrusting CED into the mainstream of policy attention.
I want to tell three stories which illustrate the elements of three different working models.
Each give emphasis to a particular model.

KITSAKI DEVELOPMENT CORPORATION: THE GROWTH EQUITY MODEL

The La Ronge Indian Band is located in Northern Saskatchewan. The Band has about 5000
people living on seven reserves, the most distant of which lie about 350 km apart.

The La Ronge Indian Band, through the 1960s and ‘70s was characterized by conditions
typical of the poverty and underdevelopment faced by many of Canada’s First Nations.

In the early 1970s they began to take control by taking over the education system and making
it their own. As they developed their local government and as the opportunities in Northern
Saskatchewan multiplied, the Band began to think actively about economic development.
They were tired of having the wealth exported from the region without any benefits staying
in the north in general, and in the La Ronge Indian Band in particular.

Early attempts to put together various
businesses, ranging from trucking and
construction to smoking salmon, were
not roaring successes, to say the least.
Most were a bust.

In 1981 the Band created Kitsaki De-
velopment Corporation (KDC).
Among the first ventures was to use
the by-now abandoned fish smoking
plant and, through a joint venture with
a Saskatoon entrepreneur, develop a
beef jerky operation.

Finally, in 1984 the Band and KDC
were positioned to hire an experienced
individual to build on their modest
beginning.  The person they  got as
General Manager was Bill Hatton, a
Vietnam veteran from Chicago who
had loads of CED experience state-
side.

For Hatton the central issue was: “We
only have limited time and talent to
apply to building self-reliance for the The Growth/Equity Model
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La Ronge Indian Band—so where do we apply it?” His answer was a phrase you will hear
me use many times in the next few days during the workshops: Capacity Building.

Capacity building recognizes that economic development is not a single process. In particular,
economic development does not result from the simple act of pouring financial resources into
bricks and mortar projects. Rather, capacity building, as practised by KDC, Bill Hatton and
the La Ronge Indian Band, was concerned with constructing the necessary infrastructure
which would enable it to “plan, design, finance, implement and operate economic develop-
ment programs,” and to do business development.

You must consider carefully the distinction between
economic development and business development.
KDC was concerned with economic development.
They would say they were concerned with building
institutions that could do a number of things, including
business development. From this perspective, busi-
ness development is a strategy.

The La Ronge Indian Band had a every clear mission
for KDC. The mandate of the corporation was to
pursue a strategy that would inject KDC into every
major sector of the northern economy. In short, KDC
was to become a key player in the regional economy.
Put in another language, this mandate was focused on
moving a relatively powerless community into a pow-
erful economic and political force. To this end, KDC
has, since 1984, placed a high priority on building the
capacity to do business.

The order of priorities in the KDC business development program may surprise some of the
people here.

1. Ownership and Profits

2. Management

3. Jobs

And remember, KDC had to pursue these priorities in its business development program with
scarce time, talent and capital.

So how did they do it? With ownership and profit generation being central priorities and with
scarce management capacity, KDC made joint ventures its major business development
approach. Joint ventures with carefully selected partners has provided the means by which
the KDC has reduced the risk of doing business and increased the potential for maximizing
profits and other benefits.

And what have the results been of this approach since 1984? Having begun with a couple of
flawed ventures and a beef jerky operation that was just getting its feet on the ground, KDC
has amassed some interesting results.
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1. It has achieved ownership of profitable businesses in several sectors: trucking, agricul-
ture, manufacturing, tourism, and insurance.

2. 1989 gross revenues of $15 million.

3. Profits sufficient to pay KDC costs as well as create independent equity which KDC
controls, a very important ingredient for building long-term self-reliance.

4. Over 400 permanent jobs, over half of which are filled by native people.

KDC has remained true to its broader commitment to capacity building as well. It has been
helping to develop and structure and small business financing and training institution to deal
with native entrepreneurs in northern Saskatchewan. It is also now working with the Band
Government to strengthen the human resource training necessary to ensure the full benefits
of KDC success are enjoyed by the membership of the Band.

In summary, KDC represents significant progress for the La Ronge Indian Band. Growth has
taken place in profits, in management influence, and in jobs. Financial Equity is being built.
Eight years ago the La Ronge Indian Band owned virtually nothing. Today they control 40%
of the economy in the town of La Ronge. Finally, they have a means through which some
development benefits can be retained in the north.

However, equity has also grown in another way—in the sense of a broader distribution of
development benefits to people who have historically been ignored or left out of the process.
In this sense the KDC process appears be making a concrete contribution to building a more
just regional economy. They are, if you will, recapturing the meaning of economics: “to
manage the household resources.”

COLVILLE INVESTMENT CORPORATION: LOAN/TECHNICAL ASSISTANCE MODEL

When I met Don McMillan in the early 1970’s, he was a long-haired carry-over from the ‘60s
who was active in the Nanaimo area setting up a crisis line which dealt with drug addicts. He
was community-minded, committed, and a bit crazy. (The “3 Cs” of CED practitioners). He
was driven to improve the lot of down and out folks. This brought him to play a key role in
creating, in 1975, the Nanaimo Community Employment Advisory Society (NCEAS). It was
established to direct a community-wide assault on the region’s high unemployment, particu-
larly its chronic unemployment, and was supported in doing so by the Federal and provincial
governments.

In the first three years, 34 projects were organized and 1000 clients served. $3.3 million was
spent on job creation, training, and trying to better co-ordinate existing resources. There was
little participation from the private sector.

Nanaimo’s economy was static. Little impact could be discerned. The economyneeded attention.
Diversification through small business began to emerge as a possible strategy for creating
permanent employment and broader community participation. Consequently, in 1979 commu-
nity-based small business development and support became the major thrust of NCEAS.

Without going into all the details of this organization’s evolution since taking that decision,
let me say that Don McMillan is still involved and is still practising the 3 Cs of Canadian
CED practitioners. However, he tends to wear a tie to work now.

43
Appendix 2

Westcoast Series on CED



NCEAS set up a for-profit subsidiary corpo-
ration called Colville Investment Corpora-
tion (CIC)  in 1980. The key goal of the
mandate given to CIC was to develop private
sector employment through the provision of
technical and/or financial assistance to new
or existing businesses. In particular, CIC was
to provide a source of investment capital for
people unable to tap the traditional supplies
of debt capital.

The Federal government provided an origi-
nal $500,000 in capital. Later on, the CEIC
Lead Corporation program was a source of
operating support as well as a source of capi-
tal for lending purposes.

CIC has primarily lent money to new or
expanding businesses which met CIC crite-
ria: viability, employment potential, and lev-
erage of other sources of capital. In addition,
CIC provides financing to “high-risk” ven-
tures that traditional lenders are reluctant to
assist.

As of 1988, CIC has provided financing of about $2 million to over 147 small enterprises in
the Nanaimo area. An additional $6.5 million has been leveraged into the business commu-
nity. In other words, for every dollar lent by CIC, over 3 other dollars flowed to that business
from other sources. In most cases, CIC played the key financing role in getting the projects
off the ground. CIC has also provided various types of technical assistance, including
assistance with business plan development and market information. The results in terms of
jobs: 596 full and part-time jobs.

RESO: EMPLOYMENT DEVELOPMENT MODEL

PEP, which stands for Programme Economique de Point St. Charles, was Montreal’s first
Community Economic Development Corporation. Six more have since appeared in neigh-
bourhoods ravaged by deindustrialization and unemployment.

The Point, as it is referred to in southwest Montreal, has suffered catastrophic consequences
as a result of outside policies over the last 20 years. Once a thriving neighbourhood, Point
St. Charles has lost 16,000 jobs in the last 20 years. These were jobs in lost from firms having
over 50 employees. The population of the area has declined from 30,000 to 13,000. Half of
these families in 1988 received welfare benefits a year when the unemployment rate was at
a level of 30%.

During all these years of economic and social decline the major economic players from
industry and government were mute. Even the city was for many years of no consequence.
Indeed, until 1979, they never even had an economic development department.

The Loan/Technical Assistance Model
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The local community, however, was
not inactive. The last 20 years have
witnessed an explosion of initiatives
and services attempting to address
the consequences of decline on the
local population. One of the main
areas of concern in the  ‘70s  was
housing. In the last 13 years over 900
units have been developed as co-op-
eratives, a story in and of itself.

In the early 1980s, all of this action
and initiative gathered together into
a permanent coalition. As the early
signs of recession loomed, the de-
cline of the local economy acceler-
ated. Attempts by CBOs in the ‘70s
to use existing programs to deal with
the employment and economic crisis
had failed.

At the same time, the vacant indus-
trial land was becoming coveted by
real estate developers who were be-
ing encouraged by the city to build

housing, especially condominiums, etc. which were out of reach of the local population. An
economic crisis combined with an insensitive and potentially damaging approach to “urban
renewal” made people mad and, given the activist history, they were prepared to act.

In 1984 200 people, banners flying and walls covered with posters, heard and challenged the
Minister responsible for manpower and income security. The focus was the Ministry’s
training programs. After a direct, clear attack on the programs, the people demanded that the
government do some economic development work in Point St-Charles based on participation
of its residents. Three months later, at another meeting with the Minister, she agreed to finance
a socio-economic study of the neighbourhood.

In the weeks that followed, intense community organizing led to the formation of a coalition
of church, housing and service organizations in the Point. PEP, the Point St. Charles
Economic Program, was born and became the vehicle for doing a broadly-based, action-ori-
ented study focused on identifying the neighbourhood’s potential for renewal and the
articulation of a development strategy. Two people were hired and the work of research and
organizing began in earnest.

What emerged was a report called In Pointe St.Charles, We’ve got Heart. It was a socio-eco-
nomic profile of the neighbourhood, the strengths and weaknesses economically, the overall
outlook for development, the basic elements of a CED strategy, the mission and goals of PEP,
and a five-year funding proposal. Just as important, as a result of this action research, and the
prospects of new economic action, a lot of enthusiasm was sparked.

The Employment Development Model
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The four general goals that emerged were focused on economic renewal under local control,
job creation, training of the unemployed, and securing adequate funding for PEP. A month
later PEP received $100,000 for an investment fund and $150,000 for core financing.

The first years were full of internal training, studies and advocacy in matters of land use
(particularly gentrification pressures) and small business financing of individual and com-
munity-owned business. The results of the first two years, in terms of policy influence were
promising. The move by developers and the city to turn the Lachine Canal into a luxury
housing development was stopped and the manufacturing zoning protected. On the business
development side, the results were marginal at best. Of 34 projects, few survived. In those
that did, however, about fifty jobs were created. In spite of PEP’s avowed interest in the co-op
movement, three attempts to start manufacturing co-ops ultimately failed. Nevertheless,
learnings from this experience were consolidated and PEP moved on.

On the business development side, PEP came to focus on existing businesses which needed
help to expand. It then provided services which furthered the interests of its constituents in
training and jobs. At the end of the next three-year period, PEP had helped 35 businesses
through interventions deemed crucial to the intended start-up or expansion. The results of
moving to a focus on existing businesses was 76 new jobs and the maintenance of another
188. The majority of the people hired were from Point St-Charles, half of whom had
previously been receiving unemployment or welfare benefits.

The services provided by PEP’s staff of 4 varied: business plan supervision, management
consulting services, financial analysis, financing strategies, direct financial assistance, search
for floor space, re-location strategies, recovery plans, and referrals to more specialized
services. As they learned they noted that new manufacturing start-ups were constantly faced
with an absence of risk capital. PEP took this issue in hand and put together a fund combining
PEP money with that of two other Montreal CDCs, the City of Montreal, and the Quebec
Solidarity Fund (a special trade union pension fund in Quebec). This created a fund of $1.8
million, another new partnership focused on the needs of distressed neighbourhoods. (Notice
how CED is not just about business development. It is about creating institutions.)

However, in the spring of 1987, all these efforts began to pale before the threatened cuts of CN
Rail and closure of several important manufacturers (Simmons and Coleco being two). 821
workers were unexpectedly on the street and more lay-offs threatened. A new coalition was in
the making. Public protests involving hundreds of people, public benefits to show solidarity with
the workers, all served to increase the awareness of the need to preserve the area’s manufacturing
base. PEP became an executive member of this new coalition called Urgence Sud-Ouest.
Politicians in Ottawa, Quebec City, and Montreal City began to feel the heat.

A wide variety of actions ensued from this coalition. (The results can be read about in more
detail in the case study PEP: The Rise of Community Economic Development in Montreal
1983-89.) What I want to say is that ultimately, the series of events that have transpired since
1988 has led to agreements to invest $500 million in the southwest of Montreal over the next
5 years.

The basis for investing these resources came out of the community organizing activity and
another report this new coalition produced, called Southwest Montreal: Organizing our
Development Together.
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Here are the three major priorities that emerged:

� the Southwest’s revival must be the work of active human resources deeply involved in
their community.

� revival must take place in a concerted, global way, through an organization set up in the
district by the most active partners in the Southwest.

� concretely, the priority choice takes the form of a Community Economic Development
Corporation (CEDC), made up of community representatives from all parts of the
Southwest, offering a wide range of services to local development and targeted at the
employable jobless, business people, community agencies, etc.

In choosing a community-based approach, the report recognized that past public interventions
have not worked and the neighbourhoods have been forced to fall back on their own, local
alternative resources. The coalition, in its recommendations, chose to rely on this dynamic
sense of grass roots involvement. The report goes on to say:

“Moreover, the growing interaction between problems and needs, along with a true
shortage of available resources, have lead all those concerned with local development to
adopt a concerted approach. Finally, the powerful sense of belonging to one’s neighbour-
hood or district, the existence of well-established social networks, the importance attached
to living in close proximity with neighbours, community services and jobs all militate, for
a significant section of the population, in favour of a local revival organization.”

While these are powerful reasons favouring a concerted approach within a local community
development organization, the report concluded by recognizing that to be effective, it must
be able to “depend on a significant contribution from all levels of government working
hand-in-hand with local resources.”

Through this process, PEP was transformed into the organization responsible for directing
the social and economic renewal effort, not just in Point St-Charles, but in southwest Montreal
as a whole. The organization, now called RESO (Network for Economic and Social Revi-
talization of Southwest Montreal) is made up of business, trade unions, and the original
community organizations that initiated PEP just a few years before. The CBOs constitution-
ally retain control of the board.

All this activity has been generating wide interest in Montreal. Seldom, if ever, has a
community economic development strategy created so much public ink. From editorials in
the cities newspapers to a myriad of requests for more information, RESO is a very public
actor on the Montreal stage. One of the major policy breakthroughs on the governmental side
is in the area of funding. Political announcements in mid-1990 created wide interest in CED
circles. The provincial government is committing $400,000/year to RESO and the Federal
government $250,000/year for five years. This is in addition to a commitment from the
municipality of $150,000/year.

The focus of RESO’s work remains job creation and training and business retention and
expansion. They are debating whether to maintain the small business development compo-
nent of their program or spin it off to another group. They are keeping the community
organizing focus as a central feature of the way they go about realizing their mandate.
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Another crucial debate that is beginning to emerge at the board and senior staff level as the
overall experiment unfolds is the role of ownership and capital accumulation. At present
RESO is funded by government. Governments come and go. What will remain are interests
of the people in the southwest with respect to increasing their influence over the economic
destiny of their neighbourhoods. If RESO decides to become involved in expanding its
mandate to include the ownership of profitable businesses, they will no doubt want to visit
Kitsaki. And if they do, they may well become the first CDC in Canada to embrace all of the
major ingredients of CED under one umbrella.

INGREDIENTS THAT MAKE FOR SUCCESSFUL CED

1. Planning and Research the capacity to undertake basic research and planning including:

� being able to research and understand the economy of the region within which the CBO
operates.

� choosing goals and setting objectives that are realistic given the local economic situation.

� research that supports venture development analysis  and  decision-making—from
opportunity identification to business planning and the on-going work of venture hunting
and screening.

Over the longer term, planning and research must also include the research skills to seek
out new markets and to create new products.

2. Debt money that is available to loan to businesses, whether individually owned or
community owned. This is money that once lent to the business must be paid back, with
interest, usually on a monthly basis.

3. Equity money that is available to invest. It is sometimes referred to as “risk capital.” It
is a vital ingredient in putting together deals. Without some equity capital on the table,
few investors are likely to invest in the risk of doing business.

4. Training training is a continuous concern and need. This includes training focused on
the board and staff of the development corporation. More broadly, it includes training
focused on developing the skills and capacity of low-income people to productively
participate as employees and managers of businesses generated through the development
process.

The 3 models I outlined tonight all include planning and research as a feature of their
organization. That aside, however, it is clear that the Kitsaki’s focus has been building equity,
CIC’s has been the provision of loans and technical assistance, and RESO’s is job creation
and training.

I want to conclude by saying that what I have shared tonight is the tip of the iceberg. There
are in Indian communities alone over 180 development corporations functioning. Several are
taking up the Kitsaki model. Others are more like Colville. Some mix and match.

There are also well over 150 organizations like Colville Investment in small-town and rural
Canada. They are known as business development centres. Not all are involved in the
low-income community per se but they do represent local clusters of action.
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There are not many RESOs yet in this country. However, there is a growing buzz one can
detect in urban centres across the country as people try and put together basic resources and
approaches that can begin the long hard process of attempting to take back some control over
the management of the household resources.

Much remains to be done to build and re-shape institutions in a manner that reflects the
priorities of what essentially is a new economics. It has never been easy, nor will it be easy
in the years ahead. As we move through the dawn of this new decade, facing instability in an
economy which is threatening to deepen the recession, local communities already hit hard
by unemployment risk footing the bill more than others.

From the perspective of a growing number of people, community economic development
appears to be a serious alternative. It is achieving some positive results. As our brothers and
sisters in Montreal said so clearly, in choosing a community-based approach, we recognize
that past public interventions have not worked and that our neighbourhoods have been forced
to fall back on their own, local alternative resources.

Given this context, CED should see growth in the years ahead. We are challenged to continue
the struggle to build new economic institutions that are controlled by our communities. We
can demonstrate that profound and durable solutions can emerge in communities that have
been marginalized. In so doing, we can make a contribution to a movement which offers
concrete assistance to those least favoured by this society. Moreover, it offers something we
all need to experience in our lives and for our world, the precious gift of hope.

Building an economic base requires a COMPREHENSIVE approach with 4 key ingredients
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Appendix 3

Workshop Videotape Index

This is an index for use of the facilitators who may use Westcoast lectures to supplement
their delivery of the Development Corporation Basics Workshop. It will also be very useful
to train facilitators to deliver this workshop. This index is for the first cut of the video. It was
taped during the test delivery of the workshop in Sioux Lookout, Ontario in November, 1990.

Some of the workshop’s overhead projections are not particularly clear in the present version
of the video. If you choose to make the video part of your workshop delivery, we recommend
that you have the overheads handy (masters are found in Appendix 4) and display them in
conjunction with the video.

The index to both tapes uses the video counter. The opening graphic in each tape is “0.”
Except when indicated otherwise, the page references are all for the workbook.

Tape 1 exclusively depicts Day One. These lectures are very important in laying the
foundation for the workshop. Tape 2 records various parts of days one, two, and three of the
workshop.

TAPE ONE

0-220 Introduction to the Key Questions of the Workshop

(Mike Lewis) A short introduction to the key questions addressed in the workshop. See pages
2-3 in the workbook.

220-982 The Context for CED in Native Communities

(Mike Lewis) See pages 5-7 of the workbook. Graphics are used to highlight central points.

982-1776 Perspectives on Economic Development and the Distressed Community

(Mike Lewis) See pages 7-10 in workbook.

1086-1244 The Return on Capital perspective

1244-1370 The Corporate perspective

1370-1564 The Small Business perspective

1564-1680 The Town Planner perspective

1680-1776 The CED Perspective

1776-2530 The Economics of Self-Government (pp. 10-13)
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2530-4327 Managing Economic Development: Structural Options

Frank Green leads a discussion of different ways to structure economic development at the
Band level, and the advantages and disadvantages of each. Review this section for a good
example of a very effective, interactive approach to facilitation. This approach makes the
material rather less suitable for use right in the workshop, however.

2530-2750 Delegation: A Key Issues (p. 15)

2750-3240 Internal Management Model (pp. 15-16)

3240-3450 Internal Management Model with Advisory Committee (pp. 17-18)

3455-3825 A Development Corporation Independent of Band Government (pp. 18-19)

3825-4000 A Development Corporation Subsidiary to Band Government (pp. 19-20)

4000-4247 Regional Corporations

(Frank Green) It makes sense for some communities to pool their efforts into one, regional
development corporation. Such an arrangement also enables small communities to share and
make better use of scarce development capacity.

4247-4327 Management Structures Change Over Time

(Frank Green) Management structures are not static; they evolve in response to their
environment. This section helps to focus the question “Do we really need a development
corporation?”

4327-5585 Major Models of Development Corporation

In this section, Mike Lewis uses overhead projections to support the delivery of lectures.
Facilitators may wish to use this material directly in the workshop. Appendix 2 contains a
speech by Mike Lewis in which he reviews examples of the major models more extensively
than the workbook does.

4327-4390 Introduction to Afternoon of Day One

4390-4625 Four Ingredients for Successful CED (pp. 32-33)

4625-4970 The Growth Equity Model (pp. 34-35)

4970-5220 The Loan/ Technical Assistance Model (pp.35-36)

5220-5468 The Employment Development Model (pp.36-37)

5468-5585 A Quick Review which Contrasts the Three Models (p. 38)

END OF TAPE ONE
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TAPE TWO

0-702 Do we need a Development Corporation?

(Frank Green) An introduction to the Stage 1 checklist, “Deciding if a development corpo-
ration is needed.” Key questions are raised and discussed.

702-2176 Defining the Role of the Corporation

702-1966 The Corporation as a Vehicle

This section gives instructions for Day Two’s drawing exercise, an unconventional strategy
which encourages participation and non-linear learning (see p. 19 of this manual). Facilitators
who are unfamiliar with this popular education technique may find a review of this section
particularly useful. It is highly recommended that facilitators also review the extensive
footage of workshop participants presenting their drawings.

1966-2176 Conclusion

(Frank Green) An excellent summary linking questions related to roles to the group presen-
tations.

2177-4269 Key Tasks of the Band Government in Defining the Corporation

In this section Frank Green and Mike Lewis lecture on the key ways a Band Government can
effectively delegate while ensuring accountability (pp. 38-42).

2196-2529 Defining an Economic Development Strategy

2529-2776 Policies to govern the use, management, and ownership of Band Resources

2776-3064 Incorporating the Development Corporation

3064-3530 Legal Structure of the Corporation

This section is a lecture which focuses on the issue of profit or not-for-profit incorporation
and touches on some of the options for legal structure.

3530-4013 Establishing the Board of Directors

4013-4269 Setting the Framework for Accountability

4270-5322 Defining the Mission

Clarification of the terms mission, goals, and objective, as well as their place in the strategic
planning process. The lecture then deals with questions which must be addressed in order to
define a mission effectively (pp. 46-54).

5322-5600 Getting the Corporation Underway

This section of the video elaborates on the Organizational Development Checklist found on
page 57 of the workbook. The video does not record presentations about the rest of the Stage
3 checklist (pp. 55-64).

Westcoast would value learning about the use you made of the video, and how we can improve
this resource.
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Appendix 4

Overhead Masters
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1THE IMBALANCE OF PAYMENTS

Westcoast Development Group



2BARRIERS TO RESOURCES

Barriers t o resources keep t he reserve’s
economic base small & dependent
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3THE BURDENED COMMUNITY
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4ECONOMIC DEVELOPMENT PRESCRIPTIONS

Economic prescriptions for the
distressed community
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5RETURN ON INVESTMENT PERSPECTIVE
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6CORPORATE PERSPECTIVE
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7MINORITY/SMALL BUSINESS PERSPECTIVE
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8TOWN PLANNER PERSPECTIVE
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9THE CED PERSPECTIVE
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10BUILDING THE ECONOMIC BASE

Breaking the reserve’s economic
isolation takes ORGANIZATION
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11WHAT IS ECONOMIC DEVELOPMENT?
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12ECONOMIC DEVELOPMENT, THE PATH OF MOST ENERGY
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13BAND GOVERNMENT AS JUGGLER
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14MANAGEMENT STRUCTURE #1
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15MANAGEMENT STRUCTURE #2
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Running economic development inside Band
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16MANAGEMENT STRUCTURE #3

Development corporation
independent of Band government
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17MANAGEMENT STRUCTURE #4
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18CHANGING STRUCTURES #1

It makes sense for management structures to change over time. People
grow out of their clothes. As it gains skills, experience, and capital, a Band
may also find that the old structure no longer fits too well. Take Deep River,
for example. At first, there was just the Band construction company, “Build-
All.” Like the Band’s social programs, it was accountable to the Council
through a general manager.

BAND COUNCIL

MANAGEMENT
SERVICES

BAND MANAGER

BUILD-ALL

CHIEF

HOUSING EDUCATION OTHER
PROGRAMS

Westcoast Development Group



19CHANGING STRUCTURES #2

To manage economic development, the Band Council decided not to create
a new department. Instead, it set up a corporation with a board appointed
by Council. Build-All, as a subsidiary of the corporation, purchased manage-
ment and training services from it. So did some other Band businessmen
and -women.
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20CHANGING STRUCTURES #3

New business proposals were developed with the help of the development
corporation. Some were run privately and some as joint ventures. By and
large, the corporation owned only those which could not be handled pri-
vately. In time, outsiders were invited to invest in Band businesses as well.
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21KEY INGREDIENTS OF CED

Building an economic base requires a
COMPREHENSIVE approach with

4 Key Ingredients
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22DEVELOPMENT CORPORATION MODEL #1
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23DEVELOPMENT CORPORATION MODEL #2
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24DEVELOPMENT CORPORATION MODEL #3
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25RUNNING THE COMMUNITY BUS
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26RELATIONSHIP OF BAND GOVT & DEVELOPMENT CORPORATION #1
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27RELATIONSHIP OF BAND GOVT & DEVELOPMENT CORPORATION #2
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28DC POLICY ISSUE #1: JOBS & PROFITS
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29DC POLICY ISSUE #2: PROFIT RE-INVESTMENT & DISTRIBUTION
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30DC POLICY ISSUE #3: HIRING EXPERIENCE

"Learning by experience" can be
humiliating for a staff person & costly for a

development corporation
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31DC POLICY ISSUE #3: HIRING SKILL

Hire staff with the skills to meet your
development corporation’s SPECIFIC needs
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32DC POLICY ISSUE #4: Locating Capacity

Development talent is rare. Locate it where it
is practical & affordable
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33DC POLICY ISSUE #5: OWNERSHIP

Westcoast Development Group



34STRATEGIC PLANNING PROCESS #1

“What do we want to do?”

Mission/Vision
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35STRATEGIC PLANNING PROCESS #2

“What is feasible in your service area?”

External Opportunities/Threats

�Needs of customers

�Competitors and allies

�Social, economic, political,
technological forces
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36STRATEGIC PLANNING PROCESS #3

“What are we capable of doing?”

Internal Strengths/Weaknesses

�Resources

�Capabilities

STRATEGIC FOCUS
“What we intend to do”
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This manual is a comprehensive guide for facilitators of the Development Corporation

Basics Workshop, an intensive introduction to development corporations and the

role they can play in a community’s economic development strategy. A 3-step process

enables workshop participants to work through issues and decisions which will be

fundamental to the success of their development corporation, should they choose to

establish one. This manual, the companion volume to Development Corporation Basics:

A Workbook, offers facilitators detailed recommendations regarding workshop design,

timing, learning activities, and print and video resources. Extensive appendices include

master copies of diagrams and cartoons suitable for overhead projection to support

workshop delivery.




