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Canadian CED Network

 SCALE  UP

ike other developed countries, Canada is moving
toward a dual economy. While a few citizens are
experiencing growing affluence, growing numbers

are becoming impoverished. Increasing levels of poverty
create and exacerbate a wide range of social issues and
problems that can diminish the quality of life of the whole
community: family violence, substance abuse, crime,
youth violence, and suicide. In some cases, entire com-
munities and regions are engulfed in poverty. The more
impoverished people become, the more difficult it is to
mobilize the local and external resources necessary for
revitalization. Left unattended, a self-reinforcing spiral
of social depletion and tension is generated which can
threaten the foundation of civil society.

Community economic development (CED) is emerg-
ing as a major strategy to address this situation. Across
the country, communities are refusing to acquiesce in
the dual economy. They are implementing
microenterprise programs to help low-income entrepre-
neurs become self-employed. They are developing inno-
vative partnerships that restore deteriorated housing and
enable low-income people to become homeowners. They
are creating community-based training programs to help
social assistance recipients make the transition from
welfare to work. They are using Community Futures Cor-
porations to begin to reverse small town stagnation so

that young people can hope to stay and make a living
there.

CED organizations (CEDOs) are achieving demon-
strably positive economic and social impacts in commu-
nities battered by economic restructuring and/or long-
term decline. They are creating mechanisms that link
the community�s economic growth to social equity in
general and poverty reduction in particular. They are
implementing cost-effective strategies and tools for
bridging the gap between those in poverty and the local
labour market. They are developing partnerships with
governments in order to develop the capacity to respond
to local challenges and opportunities. They are enhanc-
ing citizenship, broadening the base of democratic skills,
strengthening attachment to civic values, and increas-
ing community social cohesion.

Today there is a much better understanding of what
works than there was 20 years ago, even ten years ago. A
growing body of research is documenting the successes.

There is no longer any question that the capacity for
comprehensive, community-based development is cru-
cial to addressing endemic conditions of poverty. The
challenge is how to translate what works into broader
strategies so that thousands and tens of thousands of
citizens benefit from what has been learned, rather than
dozens or hundreds.

CED IN CANADA

A POLICY FRAMEWORK TO

L
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To help scale up CED success, new gov-
ernment policy and associated investments
are required in three major areas:
¾ Building Community Capacity
¾ Building Community Competence
¾ Building Human Resources

This article explains what we mean by each
of these themes, and outlines the policy di-
rections and tools to be considered. Some
of the policy recommendations involve
the creation of government pro-
grams. Other recommendations in-
volve legislation to create an envi-
ronment in which community ac-
tion can grow in strength and
scale.

BUILDING COMMUNITY
CAPACITY

Capacity building has several
components, no matter what a
community�s level of experience
and expertise: organizing, learning,
planning, organizational develop-
ment. However, the capacity-building in-
vestments appropriate for communities at
the beginning of the CED process differ
significantly from the requirements of a ma-
ture CED organization.

Federal investments for these purposes
should not be dismissed as �core funding.�
To build local economies that are a positive
component of the national economy, we re-
quire organizational tools to design and carry
out strategies. Historically, neither the private
sector nor governments at any level have been
willing or able to do what CEDOs can achieve.
It is essential therefore that local groups re-
ceive resources to develop themselves and
their capacities.

In the case of initial CED efforts, the in-
vestment should encourage community
groups to anchor their efforts in CED best
practice. Generally speaking, the investment
structure should reflect four stages in the evo-
lution of a successful CED initiative:

1. Community Education & Organizing

The creation of core of analysis on the part of
community constituencies that some sort of
CED action is required and that the options

require serious dialogue. Depending on the
community, this can take between 3 and 24
months.

2. Planning & Initial Organizational
Development

The creation of a structure for multi-stakeholder
action on a CED agenda. This involves a deep-
ening of involvement and dialogue, and strate-
gic planning within the organization that evolves
to implement the plan. This stage can take 6-15
months. For some communities the activity may
include a project that is a focus for community
solidarity and planning.

3. Early Stage Operations

These first 18-24 months of activity will be
highly indicative of the organization�s future
capabilities. Operations must reach specified
benchmarks in terms of organizational devel-
opment, venture/project/program develop-
ment (e.g., business development, job gen-
eration, housing units), community partici-
pation and strategic networking, and part-
nership development.

4. Reaching toward Maturity

A 3-5 year period in which more ambitious

objectives are pursued, requiring more sub-
stantial investment. Reaching these objectives
lays the foundation for the organization�s in-
dependence from any one source of financ-
ing. Financing in these years is contingent on
annual performance reviews. At maturity, the
CEDO targets appropriate financing sources
for specific projects, rather than for its gen-

eral operations.
Two essential principles underlie any
investments in capacity building.

First, investments should be struc-
tured within a multi-year horizon,
with specific objectives and indi-
cators for assessing progress in
relation to the organization�s
strategic priorities. Second,
the diversification of revenue

sources and achievement of a
realistic level of self-reliance

should be a constant within plan-
ning and within performance re-

views.

BUILDING COMMUNITY CAPITAL

Typically, communities in decline and indi-
viduals trapped in poverty cannot access tra-
ditional sources of capital. Traditional sources,
like the chartered banks, are generally risk
averse or require a rate of return that is not
realistic in distressed communities. Faced
with this challenge, CED organizations have
been experimenting with a wide range of tools
to build up capital sources that can be applied
to CED priorities.

Capacity and opportunity without access
to appropriate types of capital is frustrat-
ing, but availability of capital without the
capacity to use it leads nowhere. So the fun-
damental issue that must be kept in mind
when designing instruments for new capi-
tal resources is calibrating the flow of capi-
tal with the capacity of CEDOs to apply it
to productive investments. As appropriate
capital is invested productively, the capac-
ity to absorb additional capital will increase.
There is already significant potential for
absorbing capital. New Dawn, a community
development corporation located in one of
Canada�s most depleted economies (Cape
Breton Island), has estimated that it could
absorb $1 million/year of venture capital into

In some cases, entire communities and
regions are engulfed in poverty.... Left
unattended, a self-reinforcing spiral of
social depletion and tension is generated
which can threaten the foundation of
civil society.
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economically productive investments over
the next four years.

Building Credit Resources
Credit is critical to the business development
and low-income housing issues that CED or-
ganizations address. Primary credit strategies
and instruments currently include:
1. Peer Lending: the provision of very

small loans ($500-$5000) to
microbusinesses where loan
recipients are otherwise
marginalized from conven-
tional credit. Capital typically
comes from foundations,
churches, corporations and/
or government agencies.

2. Community Loan Funds: funds
which direct money from
socially-conscious investors
into community investments.

3. CEDO Loan Funds: CEDOs
have created or stimulated the
formation of a range of credit re-
sources which they manage on their
own or in collaboration with others.
Currently, more than $1 million may be
cobbled together from government and
community fund-raising.

4. Credit Unions: VanCity Savings Credit
Union has now upgraded its ground-
breaking Self-Reliance Loan Program (es-
tablished 1996) to permit loans to a maxi-
mum of $25,000. Vancity�s current target
is $15 million in this type of loan over the
next five years. This innovation has stimu-
lated similar arrangements with the
Assiniboine Credit Union in Winnipeg
and Saskatoon.

5. Community Futures Development Corporations:
as lenders of last resort, the 237 CFDCs
across Canada manage approximately $350
million which they dispense to small busi-
nesses to a maximum of $125,000. CFDCs
have provided an estimated $1.2 billion in
financing for 45,000 small businesses in-
volving 180,000 jobs, and leveraged about
$1 billion in funds for CED projects across
the nation.

6. Aboriginal Capital Corporations: ACCs have
evolved over the last ten years through sup-
port of Aboriginal Business Canada, a pro-
gram area of Industry Science and Tech-

nology. They operate in sub-regions of vari-
ous parts of Canada.
It is important to develop policy and re-

lated financing mechanisms to increase com-
munities� access to credit. Given the dispar-
ity in business activity from place to place, a

range of options may be appropriate.
In Vancouver, for example, CED activists

worked with an established credit union and
promoted a federal loan loss reserve rather
than trying to establish a community loan fund.
In Edmonton, a private sector collaborator
did not come forward, and the Edmonton
Community Loan Fund (a much smaller
source of credit) had instead to be created.
In the latter case, the provision of a federal
tax credit could enable the loan fund both to
raise operating dollars and to increase its capi-
tal pool. In rural areas, it will be important to
ensure that are sufficiently capitalized to meet
local demand, and that each CFDC reaches
its potential for self-sufficiency.

Parliament recently agreed to include non-
profit enterprises and CED-related ventures
in the Small Business Loan Act (a provision
subject to review in five years). The provision
of loan guarantees through existing financial
institutions and potentially through CEDOs
is an important step in the right direction.
Increasing the accountability of banks and
credit unions to their communities would be

a more fundamental innovation, and to that
end the Canadian Community Reinvestment
Coalition has for several years advocated a Ca-
nadian version of the Community Reinvest-
ment Act. Many banks in the U.S. which did
not initially like that legislation have now
learned to make money in markets they would
not otherwise have served. The same could

happen in Canada (see article this issue,
pp. 2-4).

Building Equity Resources
Equity, risk capital, and venture
capital all refer to money that is
available to finance businesses
or other income-generating as-
sets in exchange (typically) for
a stake in ownership. Such
capital is typically in short sup-

ply. Traditional sources tend to
evaluate investment proposals

on the basis of their rate of re-
turn (25-35% being respectable),

and the ability of the investor to exit
within a reasonable period of time

(around five years).
For constituencies trapped in poverty, the

equity gap is a huge challenge. It is also a
challenge faced by many nonprofit organiza-
tions that are considering social enterprise.
Yet there are examples of Canadian CEDOs
that have been able to build sources of equity
dedicated to investment in community revi-
talization and poverty reduction. Among the
most prominent are Great Northern Penin-
sula Development Corporation, RÉSO, and
Kitsaki Development Corporation (see pro-
files, pp. 27-32).

From all of these cases, one can easily
draw the conclusion that equity is an ex-
tremely powerful tool. It is therefor recom-
mended that a specialized federal tax credit
be designed to build community equity
through CED-related projects and ven-
tures. The credit should permit ownership
of the investment to be vested in the
CEDO. Instead of ownership, the inves-
tors would realize value through their tax
savings and community benefits.

This type of tax credit has been used very
successfully in New Hampshire to capitalize
CED ventures and, in some cases, operating
expenses. The New Hampshire Community

Federal investments in capacity-building

should not be dismissed as �core funding.�

To build local economies that are a positive

component of the national economy, we

require organizational tools to design and

carry out strategies.
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Development Financing Authority receives an
annual tax credit budget of $10 million from
the state legislature for which eligible CEDOs
apply on the basis of specific projects in eco-
nomically challenged areas and directly ben-
efiting low- or moderate-income residents.
If the project is approved, the sponsors then
go out and confirm equity contributions
from the investors, both corporations and
individuals. The state tax credit is
worth 75 cents on the dollar, but
because the contributors technically
make over the assets directly to
the state authority (which passes
them on to the CEDO), the
donors can also claim an addi-
tional federal tax benefit for
contributions to a government
agency.

Building Equity/Assets
Among The Poor
The poor lack direct ownership over
assets - cash, housing, or other prop-
erty. This leads to exclusion from credit
and major difficulties in saving for invest-
ments that would strengthen individual skills
and family stability. Eligilibity criteria for so-
cial assistance worsen the situation by requir-
ing program applicants to divest themselves
of almost anything that can be sold. The sys-
tem reinforces impoverishment and depen-
dence instead of family well-being and self-
reliance.

CEDOs have addressed some of the many
aspects of this issue in a variety of ways. Per-
haps their most intensive activity has been in
the promotion of self-employment.

Self-employment is one of a range of
labour market participation options that
should be available to all Canadians. (As a
result of economic and labour market re-
structuring, self-employment accounted for
the greater part of net employment growth
in Canada in the 1990s.) While most low-
income Canadians will choose wage-based
employment, many will choose self-em-
ployment, or some combination of the two.
The challenge has been to develop a strat-
egy that addresses barriers faced by low-
income citizens (skills, credit, regulations)
and enables them to assess and, if appro-
priate, to undertake self-employment.

It is in that very area that an effective, if
limited, CED intervention has been success-
fully scaled up to a national level: the federal
Self Employment Assistance (SEA) program.
Since 1993, SEA has provided access to self-
employment for tens of thousands of unem-

ployed people and is now available in virtually
all communities across the country.

This record has stimulated most provin-
cial governments and some private corpora-
tions and foundations to get involved in this
area.

However, systemic barriers continue to de-
ter other categories of marginalized people
from self-employment, particularly welfare
rules that discourage recipients from com-
manding any significant assets.

Here too CED groups have demonstrated
what can be done and done well. Among the
most successful self-employment training
projects for social assistance recipients was
that conducted by the Community Opportu-
nities Development Association (or CODA,
now Lutherwood-CODA, of Cambridge,
Ontario). Opportunities Planning, the dem-
onstration project which CODA operated
1991-94, had major impacts on the employ-
ment and self-employment of welfare recipi-
ents. Independent evaluation indicated a net
positive return on investment to the prov-
ince of Ontario. (See Making Waves, Vol. 8,
No. 4, Winter 1997, p. 4.) Although unam-

biguously successful, Opportunities Planning
has never been replicated.

A totally different type of asset ownership,
house ownership and housing affordability is
rapidly emerging as a major concern for
CEDOs in Canada. The absence of any ac-
tive government presence, federal or provin-
cial, in matters of social and co-op housing is

taking its toll. The cost of housing and
increasing homelessness is being felt

across the country, especially in big ur-
ban centres.

Again, community groups
have taken some limited, but in-
novative and successful steps. In
the inner city of Saskatoon,
Quint Development Corporation
has successfully created afford-

able housing through forging prac-
tical partnerships between the

province, the city and the credit
unions. (See Making Waves, Vol. 9,

No. 2, Summer 1998, pp. 4-9.)
Home ownership is contributing to

greater stability in neighbourhoods that suf-
fered from major emigration, primarily on
account of housing-related problems.

Still another asset development challenge -
saving when one is poor - is being explored
in a project organized in Toronto by the Self-
Employment Development Initiative
(SEDI). Adapting the Individual Develop-
ment Accounts pioneered in the U.S., SEDI
is working to establish a system of matching
grants to encourage people to save for speci-
fied �high-value human investments,� like
education, housing, and training. The CED
and other organizations involved would pro-
vide some support services to the person and
manage the financial aspects of the initiative.
(See Making Waves, Vol. 9, No. 2, Summer
1998, pp. 16-21.)

The initiatives outlined here show that it
is indeed possible to have a significant im-
pact through dedicated, sustained, and cre-
ative community-level action. What will make
it possible to translate local impacts into na-
tional transformations will be the changes re-
quired in federal policy.

Tax credits are a likely approach. By en-
couraging the building of low- and middle-
income housing, tax credits can increase hous-
ing affordability and decrease homelessness.

There is no longer any question that the
capacity for comprehensive, community-
based development is crucial to
addressing endemic conditions of poverty.
The challenge is how to translate what
works into broader strategies so that
thousands and tens of thousands of
citizens benefit from what has been
learned, rather than dozens or hundreds.
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By encouraging the use of matching funds,
they increase savings in Individual Develop-
ment Accounts.

BUILDING COMMUNITY
COMPETENCE

The most significant factor in CED, or any
community development, is the ability
and willingness of people to be in-
volved in planning and creating
their own futures. Just as un-
healthy economies can cripple
the efforts of people to make
an honest living, so also can
people be unhealthy or un-
skilled to the degree that their
neighbourhoods, communi-
ties, or regions become
handicapped. Economic re-
covery depends on two factors:
the opportunities available, and
the people ready, willing, and able
to take advantage of them.

CEDOs have developed some very
effective, integrated approaches to help-
ing the unemployed make the transition to
the labour market. Toronto�s Learning En-
richment Foundation (see Making Waves, Vol.
10, No. 3, Autumn 1999, pp. 13-17),
Lutherwood-CODA in southwest Ontario,
SEED Winnipeg (see Making Waves, Vol. 9,
No. 2, Summer 1998, p. 2), RÉSO in
Montréal (p. 29 this issue), and Halifax�s
Human Resources Development Association
(see Making Waves, Vol. 5, No. 4, Winter 1994,
pp. 8-9) are pioneers of best practice in this
sector. Their models use an array of services
to develop personal competence and capac-
ity that can be measured by real outcomes.
They are effective because they are:
¾ integrated and holistic
¾ long-term
¾ results-oriented
¾ client-driven
¾ connected to the actual or upcoming re-

quirements of local employers
¾ supported by community-based

partnerships
In short, the success of these programs

hinges on a community-based infrastructure
that these organizations devote considerable
time and energy to create and maintain. That

being said, some of components of these
programs can be replicated on a turn-key ba-
sis. What is required is the policy framework
and funding to make it happen.

Creating this kind of policy framework is
challenging. Integrated, community-based

approaches to labour market development
defy narrowly-cast program mandates and
public delivery systems. Funding criteria for
training often fragment resources in ways that
constrain integrated, holistic strategies.

Again, tax credits may the way to offset
the handicaps of public programs. Rather
than replace programs that are productive to
some degree, tax credits (both for corporate
and individual partners) could promote the
comprehensive, integrated, and community-
based approaches to training and develop-
ment which we know to be effective.

INTERNAL DEVELOPMENT
OF THE CED FIELD

We know that the capacities of CEDOs and
their associated practitioners have very real
limitations. There are steps we must take at
further self-development. Here too federal
policies could expand the breadth and depth
of the resources the field requires for inter-
nal development. Among the areas that could
be strengthened with federal support are the
following:

1.  Scaling up the level and degree of CED
activity depends in part upon informing
people about the models described in
this article � not just what they are, but
how others may put these learnings into
local practice. Federal support to com-
munity groups who seek such technical
assistance could make a real difference.

2. It is crucial that a whole new generation
of practitioners have access to applied

(not academic) professional and ac-
credited education. It is not yet clear
if the current selection of programs
is adequately bridging the gap be-
tween theory and the manage-
ment and technical skills needed
to make things work on the
ground. Education and training

opportunities must likewise be
extended to government officials

and to civil servants if we are to hope
to see CED knowledge systemati-

cally applied to program administra-
tion and design.

3. R&D is critical, but has been losing,
not gaining support (e.g., the eclipse of
the National Welfare Grants program).
One subject on which both practitioners
and funders need to concentrate is that
of evaluation and assessment. American
research has revealed huge problems with
mainstream evaluation approaches. More
generally, a joint effort by representatives
of governments and successful CEDOs
could develop a long-term research pro-
gram. Its focus should be to understand
the factors that create success at the com-
munity level as well as the factors that
block replication at a greater scale. Equally
important is to look at where govern-
ments are innovating successfully in the
task of scaling up and replicating what
works.

4. New products for training need to be
designed and tested. CEDOs are de-
veloping effective tools and strategies
which are not being documented and
translated into curriculum. Without
these documentation processes, the
transfer of knowledge is slower, more
inefficient, and ultimately more expen-
sive in cash and in opportunity costs.
Translating and publishing activities will

Capacity and opportunity without access
to appropriate types of capital is frustrat-
ing, but availability of capital without the
capacity to use it leads nowhere. The fun-
damental issue that must be kept in mind
when designing instruments for new capi-
tal resources is calibrating the flow of capi-
tal with the capacity of CEDOs to apply it
to productive investments.



Making Waves, Vol. 10, No. 4

26

need to be beefed up, and federal re-
sources can facilitate this.

5. Networking at several levels needs to be
strengthened. Assistance in this area from
such foundations as Levi Strauss and
McConnell is starting to have some posi-
tive impact. But there could be major long-
term payoffs for the field were this sup-
port to expand over the next 3-5 years to
focus on strategic priorities. For example,
national and regional conferences are un-
questionably effective in spreading in-
formation and technique.

CCEDNet believes that federal interest
and support for all these elements would be
a very modest investment with fundamental
and wide-reaching impact.

SUMMARY & CONCLUSIONS

We have one final recommendation concern-

ing the creation of Empowerment Zones
(EZs), which are already a feature of CED in
the United States. The American federal
government has identified a number of highly-
stressed inner-city communities as places that
need special resources and programs to
stimulate employment and economic devel-
opment. Resources and access to a variety of
development incentives encourage commu-
nity development corporations to incorpo-
rate in these areas.

Canada does not use the language of Em-
powerment Zones, but the concept is famil-
iar to us. The Charities Division of Revenue
Canada, for example, uses a definition of
�Economically Challenged Communities�
(ECCs) to establish criteria for charitable ac-
tivity. According to Revenue Canada, ECCs
have an unemployment rate that has been
50% or more above the national average for
the past two years. It further characterizes

ECCs as communities which display the fol-
lowing symptoms of social stress:
¾ declining population
¾ high rates of family breakdown and family

violence
¾ high crime rates
¾ high rates of health problems (including

mental health problems and suicides)
¾ high rates of drug and alcohol addiction
¾ high rates of children taken into care and

school drop-outs
We propose that the federal government

designate the most highly stressed urban and
rural areas in Canada as Empowerment
Zones. Further, we propose that most of the
policy recommendations in this paper be tar-
geted at those Empowerment Zones.c

SUMMARY OF POLICY RECOMMENDATIONS

Community
Capacity

Community
Capital

Community
CompetenceProgram Initiatives

1. Invest in CEDOs in the Empowerment Zones at each of the four stages of
development.

2. Ensure that Community Futures Development Corporations are sufficiently capi-
talized to meet local demand.

3. Develop a program for providing loan loss reserves to support community loan
funds.

4. Provide resources for national networking, information sharing, technical assis-
tance provision, translation materials and services, and research.

Enabling Policies

1. Expand the application of the Small Business Loans Act to nonprofit enterprises
and CED related ventures.

2. Develop a Canadian version of the Community Reinvestment Act to increase the
availability of credit to low-income citizens and communities.

3. Develop specialized tax credits, vested in CEDOs located in Empowerment
Zones, that could be used to raise operating, credit, equity, housing, human
resource development, and technical assistance resources for CED.

4. Change Revenue Canada�s regulations to more readily define CED work as
charitable activity.

5. Eliminate federal and provincial social policy blocks that keep people from
exiting poverty.

POLICY RECOMMENDATIONS  AREA OF APPLICABILITY
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P O L I C Y  F R A M E W O R K  P R O F I L E S

GNPDC: GROWING A NEW ECONOMY IN N.W. NEWFOUNDLAND

Despite some setbacks, GNPDC continues to
strengthen the economic base of the region.
However, it could not have survived to play this
entrepreneurial development role, had it not first
succeeded in building up significant assets.

T
he remote stretch of 400 kilometres which makes up the
northwest arm of Newfoundland has 25,000 people scat-
tered across it, mainly in the numerous fishing villages
that hug the coastline.

Tired of short-term, piecemeal job creation funding, in 1987 the
six regional development associations in the region established the
Great Northern Peninsula Development Corporation (GNPDC). The
GNPDC was designed to work proactively to strengthen the region�s
economic base. One key strategy for reaching this goal was to estab-
lish GNPDC as an owner of business assets that could generate and
capture a broad range of benefits for the people and communities of
the peninsula. This strategy was
also intended to create an eco-
nomic base for the development
corporation so it could sustain it-
self independent of government
financing. GNPDC recognized
that growing an economy was a
long-term process and that to
become a key actor in this pro-
cess required a sustainable financial base.

An example of GNPDC using business development and own-
ership as a central development strategy is its 1988 decision to
organize a partnership with five local sawmill and woods operators
to create Northchip Limited. (GNPDC also provides administra-
tive services to Northchip.) Originally, Northchip had an on-going
contract to supply wood chips to the Roddickton thermal plant.
During 1993 Northchip diversified into the lumber industry with
the establishment of its own sawmill operation at Roddickton.
The sawmill is supplied with logs from the local woods operators
and the lumber production is sold in the provincial and mainland
building supply markets.

With the decision to link the peninsula with the provincial power
grid, the days of thermal plant and Northchip�s market for wood
chips were numbered. Having secured an additional equity part-
ner (Northchip�s New Brunswick-based marketing agent),
Northchip is establishing a modern kiln-drying operation and
moving into the production of value-added wood products for the
export market. GNPDC currently owns 38% of Northchip shares,
37% belong to the local sawmill and woods operators, and 25%
belong to the marketing agent.

GNPDC�s entrepreneurial initiative to organize the Northchip
partnership has created over 30 direct jobs and maintained and
enhanced another 100 jobs in what had been a declining small-
operator segment of the forest industry.

The GNPDC is also a partner in GNP Craft Producers Lim-
ited, a company established with the Straits Development Asso-
ciation to produce and market local sealskin crafts. This company
is currently involved in the development of a unique range of
crafts made from bark-tanned sealskins, an all-natural process.

In terms of identifying new business opportunities and un-
dertaking research and development, the GNPDC is presently
involved in a number of developmental activities.
¾ A considerable amount of research and development work is be-

ing directed towards establishing an Arctic Char farming industry
on the Great Northern Peninsula. GNPDC operates an integrated

hatchery and grow-out facility at
Daniel�s Harbour for the produc-
tion of market-size fish.
¾ A training program was
provided by GNPDC in part-
nership with the Marine Insti-
tute to train 14 local people in
the techniques and practices of
Arctic Char farming.

¾ The GNPDC has worked closely with the mussel farmers in
the Roddickton and Main Brook area to develop a local capabil-
ity to process and market cultured mussels. These farmers
have since gone on to commercial production.

¾ Research work has been undertaken to assess the feasibility of
using cooling water from the Roddickton thermal plant for fish
farming.

¾ GNPDC recently undertook an assessment of the potential
for development of under-utilized fish species to help move
local processing activities away from a dependency on tradi-
tional fish products.

¾ GNPDC has recently co-ordinated the introduction of the
Nordmore Grate to the shrimp fishery on the west coast of
Newfoundland and in Southern Labrador. This grate will help
conserve fish stocks by allowing the bycatch to be sorted from
the shrimp trawls used in the local fishery.

¾ In the near future the GNPDC hopes to commercialize the
Daniel�s Harbour Arctic Char facility. It is also expected that a
number of other spin-off businesses will be established by local
entrepreneurs involving the farming of Arctic Char in grow-out
operations.
Despite some setbacks, such as the closure of Great North-

ern Seafoods Limited, a company which the GNPDC owned in
partnership with a number of local fish processors and employ-
ing some 135 workers, the organization continues to work to
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KITSAKI: BECOMING OWNERS IN THEIR OWN LAND

a Ronge First Nation (Saskatchewan�s largest) has over 6700
members living in six communities spread across the
province�s north. Troubled by the way northern resources

were being extracted with few durable benefits accruing to ab-
original people, the Band Council created Kitsaki Development
Corporation (now Kitsaki Management Limited Partnership) in
1981. It was to establish businesses in order to generate economic
and social benefits for the members.

The initial foray was troubled. No strategic approach was taken
to positioning Kitsaki in relation to the economy of the north.
Businesses were launched be-
fore local people had the expe-
rience or management capacity
to generate profits. On the edge
of bankruptcy, Kitsaki secured
the services of an experienced
CED practitioner in 1985.

Through strategic planning
the Band Council systematically
developed a vision and mission
for Kitsaki. The organization now focussed its energies on creat-
ing an economic base through vesting La Ronge First Nation as an
owner of businesses in the region�s key economic sectors. The
joint venture was identified as the main way to do business.

Rather than becoming an expert in every business, Kitsaki got
organized. Its inexperience and lack of business management
was offset by expertise in doing deals and managing the develop-
ment process. This approach enabled them to accelerate the cre-
ation of businesses and to capture a greater array of benefits with
less risk. Resources to support core operations of Kitsaki were
secured from a federal-provincial economic development agree-
ment.

Coupled with this basic approach was a systematic analysis of
every sector of the northern economy. This �intelligence� became
the basis for targeting opportunities and possible joint venture
partners. Thus, it wasn�t long before the assets of Kitsaki�s near-
bankrupt trucking company were translated into a joint venture
with a large multinational trucking concern. The partnership has

generated durable profits, management influence, jobs and train-
ing benefits for Kitsaki (and its owners) ever since.

As of 1992, Kitsaki had become vested in most major sectors of the
northern economy. Its ventures currently employ 450 people, most
of them First Nations people. In the business investments listed
below, Kitsaki�s share of ownership ranges from 100% to less than 20%:
¾ Northern Resource Trucking Limited Partnership, which pro-

vides bulk hauling services to Cameco and Cogema mining
operations in northern Saskatchewan.

¾ Lac La Ronge Motor Hotel, La Ronge�s only full-service hotel.
¾ Keewatin Mining Corpora-
tion provides contract mining
services.
¾ La Ronge Industries Ltd.,
Saskatchewan�s largest producer
of wild rice.
¾ First Nations Insurance
Services Ltd. supplies group in-
surance and pension plans to
Indian people in Canada.

¾ Woodland Cree resources Inc. has a delivery contract for pulp
with Weyerhaeuser in Prince Albert.

¾ Athabasca Catering Limited Partnership provides catering and
janitorial services for Cameco Corporation at the Key Lake,
Cigar Lake, and Rabbit Lake uranium mines and the McArthur
River test mine.

¾ Kitsaki Meats Inc. produces beef jerky and meat snacks that
are sold nationally. It also sells fresh and frozen meat to north-
ern stores and mines in Saskatchewan.

¾ Canada North Environmental Services Limited Partnership, a
joint venture between Kitsaki and Conner Pacific Environ-
mental Technologies Inc.

¾ Wapawekka Lumber Limited Partnership, a new venture, cur-
rently has a sawmill under construction in Big River that will
use curve saw technology to process green wood.
With gross annual sales from these companies totaling $50

million in the 1997 fiscal year, Kitsaki is one of the largest compa-
nies in Saskatchewan.

strengthen the region�s economic base. However, it could not
have survived to play this entrepreneurial role, had it not suc-
ceeded in building up significant assets. Today, with the total
financial transactions of the organization and its subsidiaries

amounting to over $3 million, GNPDC is well on its way to be-
coming a self-sustaining organization which reinvests profits in
the economic development of the region.c

L

�We seem to be creating the means to deliver
the benefits of economic development in the
region to the native communities much better
than the government & private sector firms
have in the past.�
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RÉSO: FIGHTING BACK IN MONTRÉAL�S SOUTHWEST NEIGHBOURHOODS

ÉSO (Regroupement pour la Relance Économique et So-
cial du Sud-oeust de Montréal) has a mandate for the eco-
nomic and social renewal of southwest Montréal, an area

that has suffered continuous industrial decline over the last 30
years. In the 1980s in some neighbourhoods, 50% of the popula-
tion is on social assistance and unemployment reaches 35%.

RÉSO emerged as a broadly-based community development
corporation in 1989 due to the
persistent action of the commu-
nity movement. In 1984, orga-
nizations in the Point St.
Charles neighbourhood began
organizing on the economic
front. Pressures to �condo-ize�
the Lachine Canal plus the on-
going job loss, convinced com-
munity actors that they had to organize. In 1989, these efforts
culminated in the formation of RÉSO, a unique partnership focussed
on renewal of the five poor neighbourhoods in the Southwest.

RÉSO is a membership based organization. Its board structure
consists of four representatives elected by the community move-
ment, two elected by the trade unions in the area, one from big
business and one from small business, also elected by their con-
stituencies. Today RÉSO has over 1500 individual members and
300 organizational members, impressive numbers when one con-

This success is having an impact across Saskatchewan�s north.
In addition to major corporations, Kitsaki�s investments have in-
volved strategic alliances with La Ronge Nation�s regional
neighbours. Many of the ventures listed above feature substantial
participation by Dene, Metis, and Cree organizations. While this
dilutes Kitsaki ownership, it enhances the base of the enterprises
concerned as well as the strategic position of Kitsaki and the La
Ronge Band.

In the words of one Kitsaki general manager, �We seem to be
creating the means to deliver the benefits of economic develop-
ment in the region to the native communities much better than
the government and private sector firms have in the past.�

With an improving economic base and better skilled per-
sonnel, the La Ronge Band has been able to undertake new
responsibilities. It has taken over the administration of most
government programs, particularly education, housing, and fam-

ily services. The Band has also placed a strong emphasis on
control of the education system, and has developed a curricu-
lum suited specifically to its needs.

Conversely, communication between Band-operated schools
and training facilities and Kitsaki helps to ensure that Kitsaki has
a relatively skilled pool of labour available. For their part, trainees
can see opportunities at the end of the tunnel.

Kitsaki has been an integral tool of the community to manage
resources and create employment opportunities. Kitsaki provides
outlets for Band members who possess marketable skills in the
labour force with the benefit of remaining at home. Its mission
also allows it to contribute resources to the Band Council, which in
turn has allowed the Council to accelerate development of other
priorities within the community. Kitsaki is building an economic
base and securing the future for aboriginal people in their own
homeland.c

siders the total population of the five neighbourhoods is approxi-
mately 80,000.

RÉSO has been implementing a multi-faceted strategy. For
several years its primary interventions were through two main
types of services: employability and labour market services, and
services to businesses. Owing to the comprehensive nature of its
mandate, the organization is also involved in issues related to land

use, development of infrastruc-
ture, promotion of the area, and
in the broader spheres of repre-
sentation, consultation, and pro-
motion relating to CED and lo-
cal development. In addition,
they experiment with innovative
approaches to reaching those
hardest to reach, the chronically

unemployed youth, for example. Formetal, a successful training
business in the metallurgical field, derives from this effort.

On the employment side, RÉSO provides a range of training
(directly or through controlled brokerage) to hundreds of people
each year. Training investments have become more and more ef-
fective over the years because of RÉSO�s intimate knowledge of
the local labour market, in large part because of the unique rela-
tionship RÉSO has fostered with businesses in the Southwest.

RÉSO has provided technical assistance to hundreds of busi-

R

Most remarkable about RÉSO are the bridges
it builds in the community. It brings together
a wide coalition of interests & produces tan-
gible results for all these interests.
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REVELSTOKE, THE TOWN THAT CAME BACK FROM THE BRINK

Before completion in 1985 of one final dam, the town was already
suffering serious decline. Revelstoke�s dilapidated downtown said
it all.

Yet now, at the turn of the century, Revelstoke has stemmed
the tide of economic and social decline. Unemployment is down
to 10%. There is a healthy demand for property. Where once ex-
isted merely a �boom mentality� which only valued economic
growth, the city has developed a identity as a vibrant mountain
community with a diversified, sustainable local economy.

estled in the Rocky Mountains of British Columbia,
Revelstoke was the quintessential boom town. Settled
first on account of regional minerals and lumber, sus-

tained by its strategic location on the Canadian Pacific railroad, it
profited in the 1970s and early �80s from massive hydroelectric
projects on the Columbia River.

By the same token, its dependence on megaprojects had a
price. Dam construction in the �60s, �70s, and �80s turned some of
the region�s finest forest and agricultural lands into reservoirs.

nesses. This outreach has been facilitated, in part, by an early
warning system whereby trade unions notify RÉSO when they
become aware of businesses threatened by succession issues (e.g.,
a proprietor retiring with no buyer), financial difficulties, etc. RÉSO
staff then sit down with management and others to problem-
solve around product development, marketing, financial restruc-
turing and other subjects.

The intelligence RÉSO gains from involvement with so many
large and small businesses has provided it with a detailed under-
standing of the local labour market - emerging roles, job training
needs, etc.

This has a direct impact on the ability of RÉSO to tailor its
training investments to real demand. Competency-based curricula
directly derived from profiling of business, labour requirements
are now being developed and delivered. Through this integrated
approach, RÉSO is building effective bridges between the needs
of the poor and the needs of the business community.

There is evidence that the partnership RÉSO represents is
having other dramatic impacts. For example, the largest manufac-
turer in southwest Montréal, whose president was once on the
RÉSO board, now sees CED as a vital component of his business
plan. He systematically began to link the company�s $70 million
annual procurement budget to southwest Montréal businesses.
This has already led to a Spanish supplier opening a business in
Montréal in order to keep the $5-6 million annual supply contract
it has enjoyed for several years. The result was another 40 jobs for
neighbourhood people.

Recent statistics reveal the success of this wide range of inte-
grated interventions is having a dramatic impact. In the height of
a recession, southwest Montréal, for the first time in over 20 years,
has halted the decline in its manufacturing base.

In the past three years RÉSO has added another major func-
tion to its CED arsenal, that of venture capital investment. Along

with the Québec Solidarity Fund, and with federal and provincial
government support, RÉSO established a neighbourhood ven-
ture capital fund of $5 million. Through strategic investments
RÉSO is vesting itself as an owner in business, increasing the job
base in the community and diversifying its own financial base.

Most remarkable about RÉSO and a major reason for its suc-
cess is the way it builds bridges in the community. It brings to-
gether a wide coalition of interests and produces tangible results
for all these interests. �The ability of RÉSO to bring all these
people together is remarkable,� says Fausto Levy, former RÉSO
board member for large business. �It provides a forum for every-
one to discuss issues that are important to them and allows for
understanding to begin. As a result we�ve been able to solve many
problems with everyone being very satisfied.�

This is echoed by Gaston Lemieux, president of the local Alu-
minum, Brick, and Glass Workers Union. With the decline in the
industrial and manufacturing sectors, he has found RÉSO to be an
ally of his members: �RÉSO is an organization responsible for
assisting people who have been out of work for a number of years.
They are there to consolidate employment and help find new
markets. This has been an important service for our members.�

The fact that RÉSO includes a wide range of interests is also a
major plus for Lemieux:
   �RÉSO is a tool that�s very useful to the private, public, and

commercial sectors as well as the unions. It gathers all the
forces of all the sectors to conserve jobs. All sectors are
interconnected. If there is more industry, there is more
commerce. In terms of supply manufacturing as well, other
industries are connected to big enterprise. RÉSO is the
forum where everyone can get together and make things
work again.�c

N
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There is no masterful planner or entrepreneur to whom
Revelstoke owes its successes. But there are definitely elements
of sustained good sense, loyalty, courage, trust, and patience which
have enabled residents of Revelstoke to get and keep high-calibre
leaders - the sort of leaders who can turn luck into an opportunity
which local people are willing and able to seize.

SOWING NEW LEADERS

The sheer breadth and depth of Revelstoke�s leadership - and the
will of leaders to extend that capacity - is a salient part of the story.

In the early �80s, a series of interviews with business and other
community leaders issued in two major courses of action: the
hiring of a municipal economic development commissioner and
the completion of a local economic strategy - one of the first in
B.C. (1985). The strategy described a co-ordinated effort to mar-
ket the town to new forest or mining investors, to encourage local
entrepreneurs, and to promote tourism.

The timing for public investment couldn�t have been worse. In
1985 the town�s fortunes hit rock-bottom. The completion of the
dam and the closure of a local
sawmill and a mine terminated
over 2500 jobs within the space
of 24 months. By 1986 unem-
ployment was at 25%; over a third
of the houses were on the mar-
ket.

Significantly, the public re-
fused to shy away from its plans.
Taking advantage of a provincial
heritage restoration program, taxpayers approved a major invest-
ment to restore old downtown buildings. Retrieving the authentic
beauty of Revelstoke�s core literally �put the heart back in the
town� - and provided the stage upon which a first generation of
leaders emerged, worked together, and tasted success.

In the five years following (1987-92), a number of local organi-
zations then emerged as key players and partners in develop-
ment decisions.

Concerted efforts on the part of City Hall, the Economic De-
velopment Commission, and the local Member of Parliament led
to Revelstoke�s designation as a Community Futures community
in 1987. The Community Futures (CF) Society steered federal
assistance into a multi-faceted strategy that included a self-em-
ployment program, various community development projects, and
a Business Development Centre that managed a small business
loan fund.

In 1988, the Chamber of Commerce, the CF Society, the Busi-
ness Development Centre, and the Economic Development Com-
mission elected to �co-locate� in the Revelstoke Enterprise Cen-
tre. This initiative created a one-stop shop for entrepreneurs and
developers, and made it far easier to interlink local development
initiatives. All four organizations now knew precisely what the
others were doing and could dovetail rather than duplicate agen-

das. The Enterprise Centre epitomizes the will of Revelstoke�s
leading lights to plan and work in partnership, rather than com-
pete for turf or credit.

Next these leaders started to bring the Revelstoke Credit Union
on board. First as rank and file members, then as board members,
they nudged the credit union toward a more activist role in local
renewal. A threshold was crossed in 1996 with the selection of a
manager who was particularly skilled in commercial loans rather
than residential mortgages.

That�s helped to close some of the local capital gap. To narrow
it still further, another community institution was launched in 1999.
The Revelstoke Community Foundation will act as an administrator
and disburser of charitable funds donated by local people and other
sources. Interest from the fund�s investments will be available to
support a variety of designated and discretionary projects in the town.

REVELSTOKE COMMUNITY FOREST CORPORATION

One stumbling-block to Revelstoke�s recovery after 1986 lay in the
paltry number of local jobs created by the logging companies ac-

tive in the area. The vast ma-
jority of the harvested timber
went to other towns for pro-
cessing. That had to change.
The City began to accumulate
expertise in forest industry re-
search and analysis, tracking
the performance of local forest
tenure holders and comparing
it to the terms of their licenses.

This in-house capacity was put to the test in 1992. Late in the
year, City Hall and the Economic Development Commission acted
to forestall the sale of a nearby tree farm license (TFL) to out-of-
town interests. The City was able to formulate a credible counter-
proposal for the creation of a local community forest corporation
which would assume management and harvesting of a portion of
the TFL. The City and three local sawmill owners were to become
partners in the venture, with a total investment of $4 million
(including $1 million in City money).

The Province permitted the mavericks to proceed, given their
mobilization of the necessary cash and public approval. An exten-
sive public information campaign was launched to prepare people
for the referendum, including workshops, meetings with commu-
nity organizations, televised public meetings, pamphlets and news-
paper articles, and a radio open-line program. Instead of a mere
information blitz, the events facilitated an open discussion of real
options. The referendum passed with a 78% majority. The entire
process, from initial proposal to the incorporation of Revelstoke
Community Forest Corporation (RCFC), took about 14 weeks.
Business operations commenced scarcely six weeks later.

RCFC continues to present a fine return on investment, not
just in profits but in terms of local jobs. There are now actually
more forestry-related jobs in Revelstoke than there were ten years

Where once existed merely a �boom mental-
ity� which only valued economic growth, the
city has developed a identity as a vibrant moun-
tain community with a diversified, sustainable
local economy.
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With the Skill Centre in place, Revelstoke was not caught off
guard when Human Resources Development Canada announced
in 1997 its intention to close the local employment centre. With
HRDC�s co-operation, a �Career Centre� was established on the
same premises. Rather than just distribute EI cheques, the Ca-
reer Centre began to link clients to counselling, skill upgrading,
job opportunities, and other employment and education informa-
tion available through the Skill Centre.

It is noteworthy that Revelstoke�s training resources have now
co-located after the example of the Enterprise Centre. This Com-
munity Learning Centre brings together under one roof the re-
sources of the School District, the Skills Centre, and the regional
college to create a one-stop shop for people looking for work and
training.

THE CREATION OF A DEVELOPMENT SYSTEM

What has emerged in Revelstoke is a local development system
rather than just a collection of programs. All the components re-
quired for successful economic development are present: an eq-
uity building strategy (RCFC); locally accountable sources of busi-
ness credit and project finance (Community Futures, the Credit
Union, and the Community Foundation); a capacity to plan and
implement human resource development programs; a capacity
for strategic planning and research; and last, but by no means
least, leadership that can broker opportunities and co-ordinate
grassroots initiative. Small wonder actions in Revelstoke are not
attributed to the nameless and mysterious �they.� People instead
say �we� and �us.�c

The Canadian CED Network welcomes your responses to this
draft document. Please direct them to Garry Loewen, executive
director, at (tel) 877-202-2268 or (locally) 261-8757, (fax) 204-
269-9875, (e-mail) ccednet@mb.sympatico.ca. For further
information about CCEDNet, see the advertisement, p. 16 this
issue, or visit www.canadiancednetwork.org

ago. This testifies to both the corporation�s cultivation of local
talent and to its partners� commitment to invest locally.

COMMUNITY-WIDE PLANNING

The impact which RCFC and other economic opportunities
could have on the local quality of life raised a thorny issue. What
did Revelstoke want to be �when it grew up�? The initiatives
taken in the mid-80s had elicited some ideas from some influ-
ential residents. Since then, new organizations and projects
had dramatically increased the number of community leaders
and active citizens.

To arrive at a more accurate idea of the future that Revelstoke
would have for itself, a community-wide visioning process was
launched. In 1993, the distribution of a multi-page survey to every
one of Revelstoke�s 3,000 households elicited a response from
one in three - a deluge of information about the residents� values
and hopes for their town. Collated and analyzed, it helped to
finalize a collective vision statement which in turn shaped a sec-
ond major process: a new strategic plan.

It wasn�t that the 1985 plan had been accomplished. It was just
that so much water had flowed under the bridge in terms of action
taken, opportunities opened up, and purposes clarified. More-
over, the planning procedure had to be opened up to accommo-
date a more active citizenry. The new plan, completed in 1995,
brought an entirely new level of precision to the town�s under-
standing of its situation and aspirations.

Since that time, an annual planning meeting has been intro-
duced to keep the strategic plan tuned up. At this event the public
receives reports from every major community organization and
can discuss priorities for future action. Subsequent meetings then
iron out who is to do what - not a difficult procedure, since strate-
gic planning has become a standard practice of all these organiza-
tions.

INCUBATING EXPERTISE & INITIATIVE

Increasing local human resources has been another focus of
Revelstoke�s efforts. The CF Society (now the Community Fu-
tures Development Corporation) has played a key role in this area
by helping citizens with promising ideas get organized. Then,
should an opportunity arise, an organizational machine is ready
and waiting to shift into high gear.

Take the launch of the Community Skills Centre, for example.
In the late �80s the CF Society was the major sponsor and advo-
cate of employability training in town. The Society began to bro-
ker partnerships first with the school district, then with the re-
gional college, and finally brought these and other interested citi-
zens together into an adult learning council. When provincial pro-
gram monies became available in 1996, that council was ready and
waiting to become the board of the Skills Centre, a focal point for
employment training programs.


