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On June 21, 2002, The Learning Enrichment Foundation hosted a forum to discuss the federal government’s
Innovations Strategy. The event, called “Groundswell,” featured representatives from community organizations
across the Greater Toronto Area as well as representatives from the federal and municipal governments.

Speakers shared their thoughts on the Innovations Strategy in relation to youth, the disabled,
childcare, new Canadians, communities, urban centres, and human capital
development. As intended, nearly all the discussion focussed on local challenges,
successes, and concerns.

During the question period, however, one participant noted that despite the
fact the Innovations Strategy was a federal government initiative, its authors
were rarely mentioned in discussions. “Does the federal government still have
a role in community-based human capital development?” she wondered.

Does it? This is an interesting question, and one of increasing

importance as Canada struggles to adjust to the powerful internal

and external forces that are changing the labour market and

reshaping communities across the country. Some argue the federal

government simply cannot deal with the human capital challenges

at the community level. The federal level, they say, has“become too

large to tackle the small things in life and too small too tackle the

large things.”

Does the federal government have a role in community-based

human capital development? I would argue that while the role of

the federal government has increased in importance, this role must

fundamentally change. A brief review of the challenges brought by

the“New Economy” and the shortcomings of the current federal

position shows that in order to address critical human capital

issues at both the local and national level, the federal government

must re-define its relationship with communities.

While there are many opinions on the benefits, drawbacks, and

extent of the New Economy, there is no denying that the 1990s

brought structural changes to the Canadian labour market that

have fundamentally changed Canada’s human capital development

needs. These changes have created new opportunities and proved

beneficial to some. Others find themselves struggling harder, only

to fall further behind.
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The consequences of falling behind are severe. A disturbing

trend of the New Economy is labour market exclusion and

economic polarization. A study by the Ryerson Social Reporting

Network found

“contemporary employment patterns have been restructured

away from full-time tenured forms of work in an economy

featured by rising living standards and increased expectations,

towards flexible forms of employment in a just-in-time

economy marked by growing levels of employment contin-

gency, economic polarization and social exclusion.”

This conclusion is supported by numerous studies, including

some from Human Resources Development Canada’s Applied

Research Branch. An HRDC study also indicated

“there was a structural change in the relationship between the

proportion of unemployed without recent employment and

the unemployment rate …. it is unlikely that the proportion of

unemployed without recent employment will decline to a level

similar to that prior to the 1990-1991 recession, even if the

economic situation continues to improve.”

Unlike cyclical changes, structural changes do not improve

with the state of the economy. The root cause of structural

unemployment is the lack of skills necessary to move into the
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Amongst the array of human capital training and support services

available at the Learning Enrichment Foundation (Toronto) are food

preparation, childcare, computer skills, and the Action Employment

Centre. Photo credit: Learning Enrichment Foundation.
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workforce. According to another study completed by the Applied

Research branch:

“The rise in skills mismatch may have arisen in response to

several economic developments over the past few decades,

including sectoral shifts, skill based technological change, trade

liberalization, globalization and restructuring.”

Human capital development – providing people with the

knowledge and skills necessary not only to enter the labour

market but to maintain quality employment – is increasingly

recognized as the most effective instrument to counter labour

market exclusion and economic polarization. Thomas Courchene

writes:

“With knowledge progressively at the cutting edge of competi-

tiveness, with enhancing skills and education the key to

addressing income inequality and social cohesion, and with

information empowerment as the of meaningful

citizenship, a societal commitment to a human-capital future

for Canadians emerges as the principal avenue by which to

promote both competitiveness and cohesion.”

In response to these labour market issues, CED practitioners

have designed and implemented strategies to develop the human

capital in their communities. These strategies have been designed

around the needs of marginalized individuals and differ from

“traditional” training methods in a number of ways.

Traditional components of our employment and training

system, such as universities, community colleges, and private

trainers, do not have a local focus. Tuition costs, language

barriers, and entrance requirements prohibit many from acquir-

ing the skills and knowledge they need. Traditional training

components deliver learning through broad-based curriculum.
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sine qua non

The CED Response

Degree and diploma programs take a number of years to complete

when marginalized individuals have responsibilities that often

prohibit a long-term investment in training.

Community-based training programs, by contrast, are devel-

oped locally and are designed to meet local needs. The programs

are short-term training interventions designed specifically to meet

the needs of local employers. To this end, community organiza-

tions have developed“targeted training” courses that rarely run

longer than four months, have a much narrower focus, and work

with employers to adapt quickly to emerging industry trends.

Sherri Torjman of the Caledon Institute of Social Policy

explains that the intent of targeted training“is not simply to find a

work placement for the unemployed who then acquire skills on the

job. Rather the intent is to ensure that the individual is suitably

qualified for the job prior to going to work.” The curriculum for

targeted training programs is driven by employer needs and

changes with the needs of industry. This allows community

organizations to maintain current information about the local

labour market and to provide individuals with the skills needed for

existing jobs.

For many marginalized individuals, a lack of marketable skills is

only one of several barriers to employment. Unlike traditional

training, community-based training takes a holistic, integrated

approach the human capital development. Housing, childcare, life

skills, language instruction, literacy training, work-search prepara-

tion, and other interventions are combined with job-specific skill

training to address a variety of needs.

By developing comprehensive, integrated programs tailored to

local needs, community-based human capital development

strategies have proven effective in addressing multiple barriers to

employment and in providing even long-term unemployed

individuals with the skills necessary to move into the workforce.

While many of these community-based initiatives have succeeded

with the assistance of government programs, many others can

claim success in spite of them. Opinions, insights, and recommen-

dations regarding specific shortcomings of government programs

are numerous and outside the scope of this paper. However,

Stewart E. Perry has identified four major“design traps” that render

many government programs ineffective at the community level:
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Problems with Government Programs

(below) MCC Employment Development in Calgary has offered trades

entry training for New and Aboriginal Canadians for more than ten years

with an 80% success rate. The program offers English, Math/Science, job

search, and lifeskills as well as technical trades training and work

experience to assist in finding and advancing in a career in the trades.

Business development training is offered both as a full-time and an

evening course to ensure maximum accessibility. Financial literacy

training has become a large part of the work and is assisting low-income

residence in making sound financial and lifestyle decisions. Software and

computer training is open to low-income residents, including internet

training and access for job search purpose. Photo credit: MCC-ED.
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The Distance Problem

The Responsible Management Problem

The Specialized Mandate Problem

The Problem of Program Commitment

: Government agencies often attempt to

control program design without local input or perspective.

: The tendency for

government to micro-manage programs, stifling the creativity

and flexibility of local organizations.

: Specific mandates of

government agencies promote single-purpose, rather than

holistic, integrated strategies.

: Short-term government

funding cycles are inadequate to support the long-term

solutions required for marginalized communities.

These problems are all too familiar to many CED organiza-

tions. However, they are not a result of governments that are

ignorant or uncaring. A hese design traps are a

result of “the natural and essential requirements of government

initiatives.” If that is the case, it is clear the role of the federal

government must change.

Many federal programs fail to achieve their desired impact at the

community level. Yet we have numerous examples of communities

developing their own solutions to human capital challenges. If the

federal government has difficulty dealing effectively with issues at

the community level, should it simply get out of the way and let

CED practitioners do their work?

I would argue that the federal government not only play an

effective role in human capital development – it . The gaps

that have appeared in our traditional education and training

systems are leaving increasing numbers of Canadians without the

skills necessary to find and hold quality work. The problem is

national; the solutions are local.

Communities and community organizations need the federal

government actively and productively involved. Funding is one

major reason, but even organizations that don’t receive any

program dollars need to work with, rather than against or without

the federal government.

The reason is the federal government is responsible for the

majority of the policy environment in which CED organizations

operate. Whether it is Human Resources Development,

Citizenship and Immigration, Canada Customs and Revenue

s Dr. Perry notes, t
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A New Role for the Federal Government
in Human Capital Development

Agency, Industry Canada, Indian and Northern Affairs or

another department, the holistic nature of CED initiatives nearly

always crosses into the jurisdiction of one or many federally

regulated areas. Human capital development is no different.

For this reason, a new role must begin with integration

between federal departments. As Juan Somavia, director general

of the International Labour Organization observes“meeting the

integrated needs of people calls for an integrated approach to

policies.”

A new role for the federal government in human capital

development must concentrate less on the micro-management of

projects and more on identifying policy barriers and on providing

communities with the tools and policy environment to design

and implement their own solutions. This is much more than

“capacity building.” It is a re-evaluation of the federal government’s

relationship with communities as well as its support of commu-

nity-led initiatives.

It is encouraging the Innovations Strategy speaks of govern-

ment taking a“stewardship” responsibility using instruments such

as legislation, regulations, codes, and standards. For the federal

government, a“stewardship” as opposed to a managerial role will

still provide an accountability structure for program dollars while

allowing community organizations to effectively adapt and deliver

policy for maximum impact at the local level – an accomplish-

ment that eludes the federal government.

This stewardship role must also include new methods of

program evaluation better suited to community development.

Current federal methods are outdated and do not give an accurate

indication of progress or results. As Mark Friedman observes,

“Work measurement – dating back to the time and motion

studies of the late 19th and early 20th centuries – looked at how

to improve production. Industrial processes turn raw material
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(below) S.U.C.C.E.S.S. offers comprehensive network of employment and

social services programs to directly assist new Canadians in B.C.'s lower

mainland with different occupations and career goals: pre-employment

counselling, labour market information, English language training, job

matching and referral, a wage-subsidy program, and job placement. In

partnership with many community stakeholders, S.U.C.C.E.S.S. also

offers trades training certificate programs in computer technology,

electronics, office administration, catering, and other service industries.

S.U.C.C.E.S.S. relies on federal funding for 60% of its annual budget

(principally for settlement and employment training programs) and is

registered with the Private Post-Secondary Education Commission,

Government of British Columbia. Photo credit: S.U.C.C.E.S.S.
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into finished products. The raw materials are the inputs, the

finished products are the outputs.” He concludes,“This model

does not translate very well into public or private sector enter-

prises that provide services.”

As mentioned earlier, the challenges of human capital

development are national in scope. While a stewardship role and

policy adjustment may facilitate successful community initiatives,

the federal government must assume a much broader responsibil-

ity, including sharing successful initiatives with other communi-

ties across the country and pursuing them on a national scale.

Prime Minister Jean Chrétien begins the

Innovations Strategy by stating the federal

government is “committed to working with

the provinces, the territories and our other

partners on a national project to build a skilled

workforce and an innovative economy.”

Community-led human capital development

strategies accomplish both social and eco-

nomic goals, but their local focus usually

means they remain isolated, largely unknown

outside of CED circles. The potential for

shared learning, modifications, or additional

applications is forfeited. The federal government alone has the

mandate, the infrastructure and the resources to engage commu-

nity organizations across the country, facilitate initiatives across

federal departments, negotiate labour market development

agreements with the provinces, and commit the funds necessary

to institute a national program supporting local human capital

development strategies. Member of Parliament John Godfrey

writes,

“The role of the federal government in promoting National

Projects is to think of the common interests of all Canadians.

The federal government has to call the meeting. The federal

government must put before Canadians a series of goals and

invite their comments and participation. The federal

government must act as a strategic broker in forming the

partnerships that can achieve the National Projects, for they

are of such a scope and scale that no one sector of society can

achieve them in isolation. National projects allow us to

mobilize all our resources as a country to achieve a great

collective purpose. National Projects remind us why we need

a country in the first place.”
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(below) Business is Jammin’' is the youth-focussed program of the Black

Business Initiative (BBI), a Nova Scotian project committed to fostering

the growth of businesses owned by African-Canadians in. Business is

Jammin’ encompasses an array of fast-paced, “funky” activities that

promote entrepreneurship as a career option and instill business skills

among people aged 9-15, 16-20, and 21-30. It aims to assist in the launch

of 5-10 businesses by young people annually. Workshops, counselling, and

resources also educate existing Black proprietors in business management.

Formed in 1995, BBI is funded through the Canada/Nova Scotia Co-

operation Agreement on Economic Diversification. Photo credit: Black

Business Initiative. (above) Forklift certification at LEF. Photo credit: LEF.

The 5-City Strategy

The 5-City Strategy is a demonstration project in community-based

employment development to be initiated over the next five years by

the Learning Enrichment Foundation (LEF) and its partners. In the

first phase, representatives from organizations like S.U.C.C.E.S.S.,

MCC-ED, BBI, and NECRC will share innovative strategies, and

witness in action LEF’s proven system for integrating the training

and assistance needs of the un- or underemployed with the

recruitment needs of employers. This system includes

an extensive database that maintains

information for research and evaluation and

to organize client and employer information.

the Community Skills Development Fund, a

source of training funds for unemployed

people who do not have access to

government assistance (60% of LEF’s

clients).

LEF’s employment call centre that keeps up-

to-the-minute record of job opportunities and

skill requirements.

The collaboration of trainers, counsellors,

matchers and corporate developers in a proven strategy of

labour force development.

In subsequent phases, representatives will adapt this and other

models to their home circumstances with the assistance of a project

management team and regular communication with the other

partners. Additional project partners are the Canadian Community

Economic Development Network, Caledon Institute of Social Policy,

and the Canadian Merit Scholarship Foundation. For additional

information about the 5-City Strategy, contact Eunice M. Grayson at

The Learning Enrichment Foundation, (e-mail) egrayson@lefca.org,

(tel) 416-769-0830.
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Human capital development is of common interest to all

Canadians. A national program supporting local strategies to

develop human capital and providing mechanisms to share and

adapt successful initiatives across the country will benefit commu-

nities. It will also mesh with the Innovations Strategy’s request

that“Institutions and governments need to seize this opportunity

to work within their jurisdictions and together deliver learning

opportunities to more citizens in more innovative ways than

ever.”

An innovative role for the federal government involves integra-

tion and co-operation between federal departments and other

levels of government. A stewardship role instead of micro-

management would provide community organizations with the

flexibility and policy environment to develop local solutions to

human capital challenges and address the design traps identified

by Dr. Perry.

A partnership role with the third sector and new evaluation

tools would allow the federal government to learn from these

successes and through pilot projects, shared learning, and other

methods develop and implement a national human capital

development strategy based on community innovation.

One of the most common criticisms of the Innovations Strategy is

that it is not a“strategy” at all. Rather, it is a series of goals with

little or no blueprint on how to achieve them.

I agree. I also believe it is the role of the community sector to

provide the strategies (and perhaps additional goals) that will take

us where we want to go. Events like Groundswell are necessary to

start the dialogue, share our successes, learn from our mistakes

and try to improve.

Nevertheless, they are only the beginning. While successful

community-led human capital development occurs across the

country with, without, or in spite of federal assistance, the

exclusion and income polarization threatened by the changing

labour market requires a comprehensive national response. The

federal government has a crucial role in meeting the human capital

development needs of the New Economy. This role involves a new

relationship with communities, an understanding and appreciation

of local innovation, and the commitment to a national pro-

gram supporting community-led human capital development.
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Conclusion

(below) The North End Community Renewal Corporation (NECRC) acts in a

number of ways to support the efforts of a number of organizations to

create an effective employment development system in Winnipeg’s North

End. Training and counselling at the PATH Resource Centre helps residents

make and prepare for a career choice. The Community Connections

program provides access to computers and the internet. A referral service

connects people to social service organizations in the vicinity. NECRC also

offers training to local human resource organizations, helps local employ-

ers to connect with training organizations and job candidates in the north

end. Photo credit: NECRC.
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