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Introduction

More and more community-based organizations (CBOs) are becoming
actively involved in local efforts to reduce poverty among the people they
serve or represent. Neighbourhood associations, churches, service clubs,
municipal and regional governments, and even businesses are successfully
undertaking projects to create economic opportunities for low-income
residents in their communities.

In Montreal, a specialized CBO known as a community development cor-
poration has evolved over a 15-year period into a powerful force in
neighbourhood efforts to fight poverty. RESO combines training, business
retention,business development and mobilizing investment resources as
tools to revitalize five neigbourhoods in the southwest end of that city.

In Halifax, the municipal government established the Human Resources
Development Association nearly 20 years ago to start businesses that
provide jobs for social assistance recipients. Through HRDA businesses and
related training programs over 2000 people have found their way off welfare
and back into the work force.

In Edmonton, the Edmonton Recycling Society has provided employment
training and jobs for over 500 people in the past ten years. A nonprofit
CBO, the ERS runs the city’s recycling operation and hires workers who
are physically or mentally disadvantaged or who have poor work records.

In Toronto, A-Way Courier Express is a CBO that provides employment and
counselling for survivors of the mental health care system. Its workers use the
city transit system to make deliveries and help manage the company as well.

In Kitchener, the Lutherwood Community Opportunities Development
Association has provided employment and training to over 100 low-income
individuals through its As You Like It Café. The Café, which is operated in
partnership with the Kitchener Public Library, gives unemployed partici-
pants an 8-week training course in customer service, food preparation, and
restaurant management. Over 70% of trainees find employment immedi-
ately after leaving the Café.

These groups have several things in common. They work directly or
indirectly with people living on low incomes and who often lack readily
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marketable employment skills. They have scant resources. And they tend
to operate outside of the traditional stream of government-funded income
support and social service programs.

The most unique characteristic they share, however, is their approach to
poverty reduction. With a unique mix of vision, planning, and commit-
ment, these groups are transforming the community social safety net into
a springboard that vaults individuals and families out of poverty and into
new opportunities for income or employment. In short, they are doing
community economic development (CED).

Local Action to Fight Poverty outlines the journey CBOs make and the
questions they must answer when developing initiatives that generate
employment and income for low-income residents. This booklet is based
on Urban CED: Community Analysis and Development Planning (Mike Lewis,
Centre for Community Enterprise, 1990) which Lutherwood Community
Opportunities Development Association offered to extensively revise and
update. Lutherwood CODA works to build the capacity of CBOs in
Waterloo Region to start and launch economic development initiatives.

Local Action to Fight Poverty is geared to CBOs with an extensive history in
providing social services and supports, but with little experience in terms
of linking their participants to economic opportunities. These groups
include social service agencies, neighbourhood groups, schools and faith-
based organizations. The booklet will also assist organizations and individu-
als called upon to facilitate the work of such groups, including municipal
governments, public health departments, and small business support or-
ganizations.

This booklet is designed to help readers:

� identify the key ingredients and steps of CBO economic development.

� identify the strengths and weaknesses CBOs bring to community
economic development.

� undertake a step-by-step approach that will help them research, plan,
package, launch, and evaluate an economic development project.

Given the diversity of CED initiatives, however, Local Action to Fight Poverty

should be considered a broad framework for CBO economic development.
Each of the many CED strategies - such as microenterprise development
programs, skills training, or community enterprise - has its own challenges
that require specific types of attention. Similarly, each community - be it a
neighbourhood, a specific ethnic constituency, or a worker co-operative -
has its own issues to address as well.
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For that reason, Lutherwood CODA staff use other development models
as well as volunteers and community knowledge to complement this guide.
The authors strongly suggest that readers do the same. A brief bibliography
of sources recommended by the authors can be found on page 35.

WHY COMMUNITY

ECONOMIC

DEVELOPMENT?

CBOs alone cannot overcome unemployment and poverty. These problems
are rooted in the nature of the restructuring economy, the practices of
public, private, and nonprofit institutions, and even in the day-to-day
choices of consumers.

At the same time, Local Action to Fight Poverty is based on some fundamental
beliefs about how CBOs can become more effective players in helping
people generate employment and income and, consequently, in rebuilding
local economies.

First, although they are invaluable in helping communities and families cope
with low incomes, social supports like housing, food subsidies, and income
assistance cannot by themselves solve the problem of poverty. Self-gener-
ated income is required. And many people require training and counselling
to make that possible.

Next, despite the shift toward a global, high-tech economy and the disap-
pearance of many traditional jobs, there continue to be innumerable
income, employment, and small business opportunities to be found in the
local economy. The dramatic growth of the service sector, the explosion of
markets for locally produced goods and services, and the ease with which
local residents can become linked to economies beyond their own commu-
nity are all factors that create an unprecedented array of income-generating
opportunities.

Finally, CBOs are well-positioned to help people identify and capture their
own economic opportunities. They have a strong understanding of and
relationship with people struggling to achieve a decent standard of living
and are able to spot opportunities in the local economy. CBOs also have
the added advantage of considerable support from the community. They
can often mobilize significant human, financial and in-kind resources in
support of their efforts to improve the lives of local residents.

These three reasons alone form a powerful argument for CBOs to adopt a
more proactive approach to economic development. For some organiza-
tions, this will require a re-thinking of their mandate and operations. But
the numerous examples of successful CED efforts across North America
are proof that the results are worth it.
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THE INGREDIENTS

OF SUCCESSFUL CED

Over the years, people involved in CED have identified a number of
important ingredients that are common to any effort to improve local
economies and the standard of living for its participants. These are:

� organizational capacity

� project development

� community participation

� technical assistance

When put together, these four ingredients form the CED Wheel.

THE COMMUNITY

ECONOMIC

DEVELOPMENT

WHEEL
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Organizational Capacity

There are plenty of examples of promising CED projects that never get off
the ground or quickly fail because the organization is not properly prepared.
There are many elements to a strong CBO, including an organizational
commitment to economic solutions to poverty, a good sense of how CED
fits into the organization’s overall mission, the availability of quality board
and staff, and sufficient time and resources. CBOs must take a serious look
at - and be committed to continually improving - their capacity to ensure
project success.

As straightforward as this sounds, it is often difficult to keep focused on the
issue of organizational capacity during the CED process. First, there is a
strong tendency to focus just on the project component - it is, after all, the
initiative that is going to directly assist low-income residents. Moreover,
even when organizational issues are considered, CBOs feel a strong pull to
continue their work as they have in the past, even though the projects they
are considering, the people they must interact with in the community, and
outside expertise they bring in may require a different approach.

Both tendencies are understandable. But CBOs and their volunteers should
be especially vigilant that they pay close attention to organizational issues
during CED. Organizational capacity is the primary ingredient in CED, the
one that makes effective project development, community participation
and technical assistance possible and ensures the greatest long-term impact
on local residents.

Project Development

Projects - not bureaucratic processes - help people focus their skills,
resources, and energy to achieve meaningful results. Whether they involve
small businesses, skills training, or partnerships with local businesses,
concrete initiatives that directly generate income or employment for local
residents are ultimately responsible for helping people exit poverty.

There is a vast range of project strategies for a CBO to choose from. In an
employment strategy alone, for example, CBOs may look at providing
residents with job search training, career counselling, life skills manage-
ment, or specific workplace (e.g., computer) skills training. At the same
time, CBOs may choose to provide transportation, childcare, and other re-
sources that people require to take advantage of employment opportunities.

Selecting a suitable project will require the organization to understand its
own capacity, the community’s needs and priorities, and their participants’
needs and objectives.
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Community Participation & Networking

Community is the spark and fuel of most CBOs. Local leaders, other local
organizations, and - most importantly - the people whom CBOs are meant
to serve and represent provide the skills, knowledge, and enthusiasm that
enable organizations to undertake effective and valuable work. To ensure
that this advantage is maintained, CBOs must strengthen their relationships
with the community and draw upon its support for all their work.

This booklet does not make any recommendations about how CBOs can
accomplish this. The range of community demographics, CBO types, and
methods of community participation is simply too broad to allow a single
set of guidelines for fostering strong public involvement. The lesson learned
in over 40 years of community development is clear, however; the commu-
nity should have a powerful voice in the CED process and CBOs should
involve the people they represent in all phases of their work.

Technical Assistance

Few organizations possess all the skills and knowledge required to make
their economic development work successful. Organizations new to CED
may require introduction to fundamental concepts (e.g., market research)
or hands-on assistance with others (e.g., completing labour market studies).
More experienced organizations may require assistance with highly special-
ized tasks, such as understanding government regulations affecting certain
types of business ventures.

Whenever an organization lacks expertise, it may be necessary to bring in
outside technical assistance. Sources of technical assistance may include a
regional CED organization, a local chamber of commerce, a government
agency, or the local volunteer bureau. This assistance may be provided pro

bono or may involve a consulting fee.

Regardless of the source of technical assistance or its cost, the CBO should
structure its relationship with the technical assistance provider in a way that
makes clear what is to be accomplished once the assistance is complete.

At the same time, it should be remembered that enlisting outside help offers
a learning opportunity for CBOs. They should ensure that the organization
retains the knowledge and skills supplied by outside experts for application
in another time, place, and project.

MAKING IT HAPPEN -

THE PHASES OF CED

At first glance, the ingredients of successful CED may appear daunting to
organizations that have not yet undertaken any economic development
efforts. To be sure, there are many important issues to consider to ensure
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a project’s success. When these issues are addressed systematically through
a proven, 6-phase planning framework, however, the task of developing
viable CED projects becomes easier to follow. The six chronological phases
of successful CED project development are:

� Phase 1: Getting Started

� Phase 2: Building the Base

� Phase 3: Focusing the Opportunity

� Phase 4: Detailed Planning & Mobilizing Resources

� Phase 5: Implementation

� Phase 6: Evaluation & Growth

Every CED project evolves differently, and the time required for each of
these phases will vary according to the nature of the project involved and
the CBO’s readiness to undertake such projects. Experience has shown,
however, that most CBOs encounter some common issues and challenges
as this process unfolds. The following is an outline of what CBOs can expect
during each of the six phases of project development.

Phase 1: Getting Started

No one would begin an important journey without doing some serious
planning first. The activities undertaken in this phase help your CBO
determine whether it is ready for CED, and if not, how to prepare for it.

Organizational Planning: CED requires some basic organizational skills and
attitude, so it is important to assess your CBO’s suitability for project
development up front. Unless this analysis is pursued diligently, CBOs risk
finding out too late - and with many resources already committed - that
they are either ill-suited for CED work or have major shortcomings in their
organization that make success unlikely.

One of the first steps is to establish a small Working Group to evaluate the
CBO’s readiness and resources. The group may include (but is not limited
to) board members, staff, volunteers, representatives of the constituency
you serve, and members of the community at large.

The Working Group should ask itself: Does this organization have a basic
understanding of CED and of the time, patience, experience, and skills
necessary to carry it out successfully? Do funders, board, staff, partners,
and participants have the same view of what CED projects are all about? If
not, a commitment to learning the fundamentals of CED is essential. Some
educational resources to get you started are listed in the back of this booklet.
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Regardless of your CBO’s track record, it is likely that you will recognize
some gaps in your “capacity” - that is, your ability to carry out each of the
many CED functions adequately. The Working Group should carefully
itemize these issues and then prepare an action plan to address them. It
should also be prepared for the possible conclusion that your organization
is not ready to undertake the CED journey and that you need to postpone
project and community work until you have had a chance to increase your
organization’s capacity.

Community Inventory: This is also a time to assess whether your community
is suitable for CED work. Your group should collect as much information
as possible about the characteristics of the community you are trying to
assist and the economic opportunities that may be available. What is the
demographic makeup of your community? Are there common features
among its low-income population? What are the characteristics of the local
economy? Are there obvious unmet business or service opportunities?

If you don’t already have this information, it can usually be found through
local libraries, government, or other institutions. In some cases, you may
even have to collect data yourself, and there is a growing number of useful
guidebooks and other tools to help. But don’t go overboard. You will never
have enough information to make perfect decisions.

Your community inventory should also identify potential CED partners
from business, local government, and elsewhere. Look for key local indi-
viduals who can lend their influence, both within the community and
externally. Consult as broadly as possible. Finally, begin thinking about
potential funding partners for your project - and don’t limit your thinking
to government funding agencies. Are there local individuals or businesses
that might be willing to invest money or other resources in their commu-
nity’s economic development? Are there other organizations or agencies in
your community that might share the cost of development? And once those
questions are answered, ask yourselves how you can begin to involve these
potential partners in your work at the earliest opportunity.

Finally, make sure the information you collect is understandable and
useable for all members of your group and your community.

Technical Assistance: As stated earlier, you may discover gaps in your ability
to complete all these tasks. Don’t hesitate to seek an outside perspective -
even an informal one - on your organizational capacity. At this stage CBOs
commonly form partnerships with outside advisers or seek a professional
consultant’s help with pre-planning research. Most communities have a
variety of experienced professionals who are willing to volunteer their
advice, but in some cases you may have to pay for the assistance.
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Phase 2: Building the Base

Now the real work begins! The first phase should have identified some areas
your organization needs to work on to improve its capacity for CED. In this
phase, your group will make those adjustments.

Organizational Capacity: The first step is to ensure that board, staff, and other
decision-makers are adequately informed about the many dimensions of CED
work. Organize a workshop or seminar to educate your team about the theory
and practice of CED. If practical, seek the help of an outside facilitator with a
background in CED to lead your group through this process.

The Working Group and board should also review the CBO’s internal policy
issues that may affect CED work. It should draft a preliminary work plan
with clearly assigned responsibilities related to the various areas of CED.

Project Screening: The next important step is establishing the criteria that your
Working Group will use to “screen” the countless project ideas that you have
begun to identify. Make sure you set criteria that match your organization’s
values and capacities as well as your community’s needs. CBOs that don’t define
project selection criteria can become caught up in an exhausting cycle of chasing
every idea and opportunity. On the other hand, don’t make your criteria too
confining; you don’t want to choke the brainstorming process.

Now, using your selection criteria and the information gained from your
community inventory, hold a brainstorming session to identify possible
CED projects. Hang on to the ideas that seem to fit your criteria and rule
out those that do not. This is known as the “First Cut.”

From the remaining ideas, choose the best five or six and do a prefeasibility
study of each. A prefeasibility study is a simple way of getting an early sense
of whether a project will work or not. How closely does your project idea
match local market opportunities? Is it compatible with the kind of
community you are serving? Does it reflect the mission, expertise, and past
experience of your CBO? Don’t be too harsh in your evaluations, but
remember, a reasonable fit between these three issues will become increas-
ingly important as you move forward.

This process should allow you to undertake a “Second Cut” of projects,
leaving your group with two or three very solid ideas for deeper considera-
tion in the next phase.

Community Building: While the Working Group proceeds with its project
screening, it is critical to keep your community involved. If your CBO tradi-
tionally involves community members in its operations and policy decisions,
then the brainstorming and selection process should include them too. If the
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structure of your CBO is such that you feel the community is adequately
represented through board and Working Group, then letting the commu-
nity know of your progress at the end of this phase will probably suffice.

Regardless of your approach, make an effort to educate the community
about your reasons for undertaking CED, the target group you hope to help,
the criteria for selecting projects, the timelines involved, and how you hope
to keep everyone informed. This is also a good time to intensify your search
for potential funders and investors. Make personal approaches to key
individuals, if possible, and ensure that all potential funders receive a
detailed project update that outlines your progress in each area.

Remember, people generally don’t like surprises where local development
is concerned. CED does not work as a top-down process; broad and
continuous community involvement is an essential way of building credi-
bility, gaining support, generating ideas, and ultimately contributing to your
project’s chance of success.

Phase 3: Focusing the Opportunity

This phase involves some intense analysis as your Working Group moves
closer to selecting the most appropriate CED project for your organization.

Project Feasibility: With two or three good ideas left over from the screening
process, it is time to undertake more in-depth research into their chances
of success. Stick to your work plan and initiate feasibility studies with the
help of volunteers, your own staff and board expertise, and outside technical
assistance if necessary.

If your CBO is considering business projects, it would be prudent to consult
with a small business development expert from a local college, employment
agency, or other nearby institutions. You might also require outside help
in researching local labour market information or conducting a market
needs assessment.

Your feasibility studies should look closely at the whether the local market
will support your project, whether you have sufficient human, financial,
and material resources to carry out the project, and whether your CBO has
the capacity to manage it.

CBO Readiness: Continue to work on the organizational changes required by
the project that your Working Group identified in previous phases. And
begin thinking about the next phase - mobilizing resources. Does your
board know how? Does your CBO have a strong track record of fundraising,
building new partnerships, and innovation? Will you need assistance in this
area and, if so, are there local organizations or individuals who might help?
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Networking: You should also intensify your efforts to build support within
the community by keeping people informed and involved. Expand your
networking as you continue to seek out potential funders or others who
might be able to contribute resources that your project will need. Remem-
ber, CED projects are like a good “potluck” dinner: they are made possible
because of the diverse contributions of many dedicated friends. By the time
you launch your project, you will need to have a reliable list of participants,
volunteers, and local partners - all of whom have something valuable to add.

By the end of this phase, your CBO should have the basic building blocks
of a good CED project - reliable feasibility studies, a well-prepared board,
and many people willing to help.

Phase 4: Detailed Planning & Mobilizing Resources

It’s now time to begin putting the CED pieces together! This is the stage
that builds on the hard work and planning your group has done so far.

Choosing a Project: Your Working Group should now focus primarily on
project development. Reviewing your feasibility studies, return to your
selection criteria and identify the one proposal that best suits your organi-
zation and community.

Now begin to draft a plan that outlines how you will implement the selected
project. Package your work in the form of either a comprehensive business
plan or project plan. It will become your road map for the weeks and
months ahead. As in the previous phase, consult a business development
expert if your CBO has no experience in writing business plans.

Your plan should cover several important areas of project development.
Design a structure for project management, with clear roles and responsi-
bilities for everyone involved. Establish clear timelines for project imple-
mentation. Identify the resources you will require and how you will get
them. Identify the people you will need to include in project operations
and how you will recruit them.

Organizational Changes: To accommodate the project, undoubtedly, your
your organization will have to change. For example, if your CBO is
undertaking a community enterprise, you will almost certainly need to
make legal arrangements and establish a separate management structure to
run the project. Pay close attention. These details are vitally important.

Community Enthusiasm: During this phase, you’ll also have some good news
to share with your community. You’ve kept people up to date so far, and
now you can show them the results of your efforts. Enthusiasm will be high,
giving your CBO a great opportunity to recruit new supporters or volun-
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teers and line up any resources that your project still requires. Reaching
this stage will also inspire confidence in potential funders or investors.
Don’t be afraid to seek their commitment now, and invite them to
participate in drafting your business plan.

This phase is complete when you have mobilized the resources and made
all the other arrangements required to implement your project.

Phase 5: Implementation

Implementation generally means bringing your carefully made plans to life -
doing the things you said you were going to do, when you said you would,
and achieving the results you wanted.

Theoretically, then, this phase involves following pre-arranged activities and
monitoring to ensure everything is on track. The project team implements,
the CBO board monitors progress, and the community receives generous
thanks and continuous updates. In practice, however, it is never so simple.

CED projects often come to life in very changing environments. Market
conditions may change, and your business project may suddenly find
itself facing unexpected competition. Your CBO may experience staff
turnover, which can be a critical setback. Community support may
fluctuate. Some people may even oppose your plans. You may discover
that the design of the project requires continual modification.

Monitoring and trouble-shooting are now a constant part of your CBO’s
routine as your project gets underway. The key here is to remain flexible
and open to change. CBOs must continually be ready to modify the
environment, project operations, and their work plan when conditions
change or new needs are identified. But don’t lose heart. This kind of
adaptability is often the key to success for any worthwhile undertaking.

Continue to look for outside technical assistance whenever you hit a snag.
Keep your community informed by using local media to promote the launch
of your project.

Phase 6: Evaluation & Growth

While you may have been monitoring your project continuously, there
comes a time (perhaps annually) when you need to sit down, take a breath,
and look at results and experience more closely to determine what your
CBO has accomplished and how your work can be improved.

You may have found 200 people jobs, but did those jobs help them exit
poverty? Did it improve their home situation? Has your project helped or
hurt the local economy?
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It also helps determine how things can be improved. What could the
organization do to improve the project? How can government help? Can
you increase the project’s strength by recruiting new partners from busi-
ness, labour, or other community organizations?

Project evaluation should be taken very seriously. It would be prudent to
bring in an outside facilitator to lead your CBO through a structured
evaluation process. The community should be a part of that process, and
should be invited to provide as much feedback as possible.

As you generate this information, you will be comparing your project’s
results to its original goals. Don’t be surprised if some goals have not been
achieved, or if you have generated results that you never anticipated.

It is equally important to identify the specific “lessons” you have learned
from your experience - and then put those lessons to good use. Many CBOs
choose to pursue other projects once their first effort is underway. Evalu-
ating the initial project’s strengths and weaknesses is an essential part of
this “graduation” to new, and possibly more challenging, endeavours.

Ask yourself, what can be done to change government, business, and
community policies to make CED projects more feasible? How can you
work better with community members? How can you improve your
organization? Who is going to do it, and when?

Phase 6 should conclude with a thorough evaluation report that outlines
the project, its results, lessons learned, and next steps for improvement. As
a result of this process, the CED project will either be modified, terminated,
or used as a model for further projects by the host or other CBOs.

A timeline of the six phases of CED, “CED in Action,” is presented on
pages 14-15. Note that this model is intended as a general framework only,
and that individual projects and groups will encounter a variety of details
and requirements that are specific to their community and their project.

It is also important for CBOs to enter the CED process with the clear
knowledge that not all projects succeed. CED stretches the resources of a
community and tests the capacity of those groups that undertake it. But
these initiatives do not take place in a laboratory; they must stand or fall on
their own merits or weaknesses in the unforgiving reality that is contem-
porary society and its turbulent economy. All projects, however, provide a
vast wealth of new knowledge and skills to those groups bold enough to
attempt them.

For an example of how this process unfolds in the real world, read about
the experience of Langs Farm, described on pages 34-35.
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CED IN ACTION

PHASE 1

GETTING STARTED

PHASE 2

BUILDING THE BASE

FOR CED

PHASE 3

FOCUSING THE

OPPORTUNITIES

O
R

G
A

N
IZ

A
T

IO
N

A
L

C
A

P
A

C
IT

Y

A. Assessment of the
CBO’s readiness to
undertake CED

A. Board & staff training:
introduction to CED
B. CED work plan (Who, How,
When)
C. Organizational development
plan to prepare for CED planning
& implementation
D. Policy-making: mission, goals,
CBO roles, project selection criteria

A. Implementation of
organizational development plan
B. Organizational planning to
accommodate projects
C. Staff & board training: project
management structures, feasibility
studies
D. Identification of project
management requirements

P
R

O
JE

C
T

D
E
V

E
L
O

P
M

E
N

T

A. Review of CBO’s target
group characteristics
B. Inventory of community
resources (natural, human,
physical, financial) and
norms & dynamics
C. Identify local trends

A. Identification of project
opportunities
B. 1st Cut: selection based on
selection criteria
C. Prefeasibility research into
project proposals
D. 2nd Cut: selection based on
prefeasibility analysis

A. Feasibility studies
B. Priority project selection(s)
based on detailed feasibility analysis

C
O

M
M

U
N

IT
Y

P
A

R
T

IC
IP

A
T

IO
N

A. Define community
B. Identify key people and
partners
C. Form CED Working
Group

A. Community involved to identify
project opportunities
B. Initial networking with external
agencies & private sector
C. Initiation of community
communication strategy

A. Community meetings develop
support for selected project(s)
B. Contracting private and public
sector individuals & organizations
relevant to projects under
consideration
C. Formation of advisory body (if
applicable)

TECHNICAL ASSISTANCE: Identifying & mobilizing outside skills & knowledge to assist in the CED process
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CED IN ACTION

PHASE 4

detailed planning &

mobilizing resources

PHASE 5

implementation

PHASE 6

success & growth

A. Board training in financial
packaging, business planning
B. Establishment of legal structures
for project(s)
C. Selection of project management
D. Establishment of project
monitoring system (if necessary)

A. Ongoing implementation and
monitoring of organizational
development work plan
B. “Trouble-shooting”

A. Evaluating organizational
strengths & weaknesses regarding
project

A. Business planning
B. Financial packaging
C. Preparation for project start-up
D. Project operation & monitoring

A. Project monitoring
B. “Trouble-shooting”
C. Making appropriate adjustments
to goal, plan, packaging, & resources

A. Evaluating project success
B. Beginning phases 1-5 once again

A. Mobilization of internal &
external networks in support of
priority project(s)

A. Keeping internal and external
partners informed of organizational
& project activities

A. Assessment of community
support for organization & project

TECHNICAL ASSISTANCE: Identifying & mobilizing outside skills & knowledge to assist in the CED process
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The CED Wheel Checklists

A Guide for Community

ECONOMIC DEVELOPMENT

The following checklists will help your CBO pinpoint the tasks it must
undertake as it plans, implements, evaluates, and grows its CED work. The
tasks are expressed as questions and arranged according to the appropriate
component and phase of the CED process.

To use a checklist, read each question and choose which of the four brief
responses is most appropriate: “yes,” “no,” “partly,” or “don’t know.”
Write any further observations you may have in the space marked “Prob-
lems/Highlights.” Don’t be afraid to use extra pages to document your
answers.

The checklists are meant to be a framework - not a blueprint - for your
CED work. You must decide whether and to what degree each question is
relevant to your specific CED effort. But while a flexible approach is
certainly preferred, do make an extra effort to consider each question
seriously. CBOs that treat these issues lightly are far more likely to experi-
ence setbacks in the CED process.

To make your work easier, it is strongly recommended that you capture on
paper your process through each of the various milestones. This will enable
your group to agree on what has been decided and accomplished, and can
be used to inform and update CED stakeholders as the CED process
unfolds. Moreover, with any luck, by the time your group reaches Phase
#4 (Detailed Planning and Mobilizing Resources), it will already have in
hand the majority of the business plan or proposal. Good luck!

Y Yes
N No
P Partly
DK Don’t Know
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BEFORE YOU BEGIN - SOME PRELIMINARY QUESTIONS

This section is important as it sets the context for your organization’s consideration of CED. Document your answers
to each of the questions using any examples or information you need to support your responses. It should only require
a couple of pages. The information will be invaluable in phases 1 and 4 when you making the case to your community
and other organizations for undertaking CED.

Y N P DK Problems/Highlights

1. Do you have a clear understanding of the
community for/with whom you work?

2. Do the community members for/with
whom you work generally have low in-
comes?

3. Do the mission & goals of your CBO*
relate to reducing poverty? If so, how? If
not, why is this a priority for your organi-
zation now?

4. Is your CBO already involved in CED? If
so, how? If not, why is it now considering
CED?

5. If you answered “yes” to #4, are your
projects successful? (Don’t answer if you
said “no” to #4.)

*CBOs, short for “community-based organizations” include business centres, neighbourhood service and social service
organizations, Band governments, congregations, community development corporations or financial institutions, and
development associations.
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PHASE 1: GETTING STARTED

ORGANIZATIONAL CAPACITY

This is perhaps the most critical section of the CED process – determining whether your CBO is suited for CED. Ask
each member of your working group to carefully document each of their responses and collectively discuss the results.
Clarify amongst the group where there is consensus and disagreement. With this background, your group should be
able to assess whether your CBO should proceed with CED and/or what to do to increase the CBO’s readiness.

Y N P DK Problems/Highlights

1. Do your decision-makers have a basic
knowledge of CED?

2. Does your CBO have experience in
managing successful projects (i.e., plan-
ning, implementing, financial & evalu-
ation reports)?

3. Has your CBO’s leadership & staff been
fairly stable (experienced little turnover)
in the last several years?

4. Is your CBO willing & able to invest time
& resources in CED to make it a success?

5. Do yourdecision-makers see CEDasa long-
term investment, not a short-term fix?

6. Is your CBO willing to make decisions
based on solid research & planning?

7. Is your CBO willing to make organiza-
tional changes to ensure that its CED
work is a success?

8. Has your CBO demonstrated a capacity to
mobilize outside resources (e.g., financial,
in-kind, or technical) to support its work?

9. Has your CBO determined the technical
assistance it needs in this area?
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PROJECT DEVELOPMENT (PHASE 1)

This section helps you identify and collect information and knowledge that can help your group make solid decisions.
Document your responses. Identify key sources of information. And then describe the results of your research in a short
document to help the group get a general picture of local trends, resources, and opportunities.

Y N P DK Problems/Highlights

1. Does your CBO have a preference for
the type of project(s) it would like to
pursue?

2. Has a work plan been completed for
conducting the planning process?

3. Does the CBO have up-to-date data on
local resources (physical, institutional,
human, etc.)?

4. Does your CBO have up-to-date data on
local economic trends?

5. Does your CBO have up-to-date
demographic data, including the con-
stituents’ skills, occupational & train-
ing preferences, & small business
interests? Is it in a form which is useful
for CED planning?

6. Has the flow of money (capital & in-
come) to & from the community been
analyzed?

7. Has an overview of the community’s eco-
nomic development strategy options been
completed? If so, how does the CBO’s
overall direction “fit” this strategy?

8. Has your CBO determined the technical
assistance it needs in this area?
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COMMUNITY PARTICIPATION & NETWORKING (PHASE 1)

This section too is about taking stock. The net result of your work here should be a background paper on your community
and key individuals and partners. If possible, document how best to get into contact with them.

Y N P DK Problems/Highlights

1. Does your CBO have a strong link to the
community, particularly those residents
living with low incomes? If so, what/who
are these links?

2. In its decision-making, how does your
CBO provide a voice to the community
for/with whom you work ?

3. Has your CBO demonstrated the ability
to work in partnership with other or-
ganizations & individuals?

4. Do you have solid links with people in
the nonprofit, government, and private
sectors? If so, what/who are these links?

a) nonprofit sector

b) government/public sector

c) private sector

20 local action to fight poverty



PHASE 2: BUILDING THE BASE FOR CED

ORGANIZATIONAL capacity

The previous section gave your group a sense of your organization’s general suitability to CED. This section helps
pinpoint the things the organization will require to make a success. Answer the questions carefully, then put together
an action plan for organizational development for your board’s consideration. Once the recommendation is approved
and modifications made, work hard with the organization to ensure the recommendations are implemented. With any
luck, you will finish the job before your project development and community networking pieces in this section are
complete.

Y N P DK Problems/Highlights

1. Have CBO board/committee/senior
staff members been introduced to CED?

2. Has your CBO assessed the organiza-
tional resources currently available for
CED?

3. Has your CBO created a group of people
(advisory body, committee, or working
group) to undertake the planning process?

4. Does the group include people with the
skills, knowledge, & leadership to make
their work a success?

5. Does this group have a champion able to
see the CED process through?

6. Has your CBO developed basic CED
policy?
a) the Mission?

b) the Goals?
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c) the CBO’s role in CED?

d) project selection criteria?

e) training?

7. Has your CBO developed a work plan to
govern CED planning?*

8. Has your CBO established a monitoring
system for the CED planning process?

9. Has your CBO set out an organizational
development plan to prepare and organ-
ize for CED?

10.Has your CBO been introduced to fea-
sibility study assessment?

11.Has your CBO determined the technical
assistance it needs in this area?

* The work plan may range over several areas: board and staff training in the planning process; establishment of
committees (e.g., advisory committee); specific technical assistance/training requirements; establishing a system to
monitor the CED planning; development of CED policies; specific work activities; and time schedule.
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PROJECT DEVELOPMENT (PHASE 2)

Once the board approves the organizational development plan you are free to begin brainstorming and narrowing down
project opportunities. By the time you finish this section, you should have a number of project ideas which appear to
have a reasonable chance of success. Document these ideas each in a 1- or 2-page summary with references on where
to get more information if required.

Y N P DK Problems/Highlights

1. Has your CBO developed the project
selection criteria?

2. Has your CBO done research to identify
project opportunities?

3. Has your CBO done its 1st cut selection
of opportunities to guide the planning
effort?

4. Has your CBO done prefeasibility stud-
ies on 1st Cut project selections?

5. Has your CBO done a 2nd Cut of 2-3
opportunities for detailed feasibility
analysis?

6. Has your CBO begun to develop financ-
ing and business support for possible
project development?

7. Has your CBO determined the technical
assistance it needs in this area?
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COMMUNITY PARTICIPATION & NETWORKING (PHASE 2)

Once you have specified your community base and key partners, it is time to develop and implement a strategy to keep
them involved and informed. Complete the following section and develop a simple action plan to guide your community
building and networking efforts. Then let your network know what you are up to and tell them how they can be involved.

Y N P DK Problems/Highlights

1. Has your CBO designed & initiated a
strategy to engage community members
in the CED process?
a) key members of the community you
serve?

b) key players in the public sector?

c) key players in the private sector?

d) key players in the nonprofit sector?

2. Has your CBO held community meet-
ings to review & approve
a) the CBO’s mission & goals?

b) the general direction which the commu-
nity’s economic development should take?

c) the CBO’s role in economic develop-
ment?

d) project selection criteria?

3. Has your CBO designed & implemented
a process of soliciting project ideas from
the community?

4. Has your CBO determined the technical
assistance it needs in this area?
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PHASE 3: FOCUSING THE OPPORTUNITIES

ORGANIZATIONAL CAPACITY

This section is best completed after the project development module below. Its primary purpose is to encourage you
to identify those additional organizational changes that may be required to make the selected project a success. Do not
move on to the next stage until you have completed the following items.

Y N P DK Problems/Highlights

1. Has your CBO planned for the changes
in decision-making & division of author-
ity which the project(s) may require?

2. Has your CBO begun to implement the
changes outlined in this plan?

3. Has your CBO been introduced to the
ways & means of mobilizing resources -
from the community, public, & private
sectors?

4. Has your CBO determined the technical
assistance it needs in this area?

PROJECT DEVELOPMENT

Now is the time for in-depth research. A feasibility study into each project that makes it through the selection process
will tell you which initiatives your organization can implement with a high probability of success. Ensure you can answer
each question with a confident “yes” before you proceed to the next stage.

1. Has yourCBO completed feasibility analy-
ses on the projects chosen in Phase 2?

2. Has your CBO selected the project(s)
that require a detailed business plan?
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3. Are project objectives clear?

4. Has your CBO determined the technical
assistance it needs in this area?

COMMUNITY PARTICIPATION & networking (PHASE 3)

By now your community and key organizational and individual supporters should have a good sense of your work. Use
this network as much as possible now to build further understanding and support for the project.

Y N P DK Problems/Highlights

1. Has your CBO held community meetings
to build support for priority projects?

2. Has your CBO contacted private, public,
& nonprofit sector individuals & organi-
zations relevant to priority projects?

3. Has your CBO considered &/or estab-
lished group of outside advisors as part
of its economic development strategy?

9. Has your CBO determined the technical
assistance it needs in this area?
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PHASE 4: DETAILED PLANNING & MOBILIZING RESOURCES

ORGANIZATIONAL capacity

The closer it is to securing the financial and general support required to implement the project, the more prepared
your organization should be to make the concrete organizational changes to make the project a success. The items that
follow point to some of the key considerations.

Y N P DK Problems/Highlights

1. Has your CBO trained staff in the basics
of business planning, management re-
cruitment, & financial packaging?

2. Has your CBO established a legal struc-
ture for the project (if necessary)?

3. Has your CBO selected the project man-
agement & staff?

4. Have you set up the monitoring system,
& trained key people to use it?

5. Has your CBO determined the technical
assistance it needs in this area?

project DEVELOPMENT

You have selected your preferred project. You must now pull together all the work you have done to date, package it,
and prepare a thorough plan or proposal of how it can be implemented. The net result will be a comprehensive business
plan or proposal which you can submit to potential funders or investors for support.

1. Has your CBO completed a detailed
start-up plan?

2. Are the sources of financing
identified?
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3. Has the CBO submitted business
plan/proposal(s) to potential sources of
financial support?

4. Has the CBO secured financial backing
& general support for the project(s)?

5. If your CBO is already involved in eco-
nomic projects, is the project operation
& monitoring system working well?

6. Has your CBO determined the technical
assistance it needs in this area?

COMMUNITY PARTICIPATION & networking (PHASE 4)

After some hard work at building support, you should now draw upon your network to get formal support for the
project. If possible, document this support in your business plan and/or funding proposal to give it further credibility.

Y N P DK Problems/Highlights

1. Has your CBO consulted with the com-
munity & key public officials to expand
support for the selected project(s)?

2. Have you secured formal support for the
project in your proposal/business plan
from your network?

3. Has your CBO determined the technical
assistance it needs in this area?
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PHASE 5: IMPLEMENTATION

Project implementation is one part adhering to your original plan, one part perspiration and one part adaptability.
Review the following items continually as your work hard making the project live.

ORGANIZATIONAL CAPACITY

Y N P DK Problems/Highlights

1. Has your CBO provided the project
management team with the resources,
authority, & flexibility to ensure its ef-
fectiveness?

2. Does your CBO require additional train-
ing &/or resources to ensure success?

3. Has your CBO determined the technical
assistance it needs in this area?

PROJECT DEVELOPMENT

1. Does your CBO continually review the
performance of the project (especially in
its early stages) to ensure it meets its
performance objectives?

2. If the project falls short of its objectives,
is the plan or its implementation ad-
justed to improve performance?

3. Does the project management team scan
the environment continually to identify
trends/events that affect the project?

4. Has your CBO determined the technical
assistance it needs in this area?
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COMMUNITY PARTICIPATION & networking (phase 5)

Y N P DK Problems/Highlights

1. Does your CBO provide project part-
ners, the constituents, & the broader
public with periodic, written updates on
the project?

2. Does your CBO ask for and take advan-
tage of community input into project
design and implementation?
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PHASE 6: SUCCESS & GROWTH

After working hard at the project for some time (after the first year is a good time), you will want to pause and reflect
more deeply on its impact. Take the time to respond to the following questions in depth. They are invaluable for your
future work, your community and the field of CED in general.

ORGANIZATIONAL DEVELOPMENT

Y N P DK Problems/Highlights

1. Is your CBO satisfied with the project’s
success?

2. Did your CBO identify lessons for future
CED work?

3. Does your CBO have a plan to expand
its capacity to undertake CED in the
future?

4. Is technical assistance required to assist
the CBO in taking these next steps?

PROJECT DEVELOPMENT

1. Did the project meet its original objec-
tives? What were the key reasons for this
success/failure?

2. Did the project have unintended suc-
cesses? Any unanticipated weaknesses?
If so, what were they?

3. What lessons can be drawn from this
project for
a) low-income residents?

b) your CBO?
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c) the nonprofit sector?

d) the business community?

b) governments?

4. How can these lessons be incorporated
into the current project to ensure future
success?

5. What are the CBO’s plans for improv-
ing/expanding the project?

6. Does the CBO require technical assis-
tance to take these next steps?

COMMUNITY PARTICIPATION & NETWORKING (phase 6)

Y N P DK Problems/Highlights

1. Are project partners, key constituents, &
the community involved in the evalu-
ation?

2. How can they assist in improving project
performance & the CBO’s future work
in CED?

3. Have the results of the evaluation been
distributed/made accessible to the
broader community?

4. How will partners, key constituents, &
community members be involved in en-
suring future project success & expansion?

5. What are the CBO’s plans for improv-
ing/expanding the project?
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LANGS FARM: CED

IN ACTION

The Langs Farm neighbourhood in Cambridge, Ontario is a low-income urban
community with a population of about 4,000 people. Many are unemployed
singleparents facingavarietyofcommonbarriers toemploymentsuchas literacy
issues, transportation problems, and childcare responsibilities.

The area is also served by the Langs Farm Village Association (LFVA), a
staffed neighbourhood association that runs a community heath centre and
offers a wide range of counselling, recreation, and peer support programs.

In 1994, the LFVA and the Community Opportunities Development
Association (a precursor of Lutherwood CODA) worked together to de-
velop a CED project that would provide new income and employment
opportunities for Langs Farm residents. The project resulting from that
effort - a retail store selling used goods and crafts on consignment - offers
an example of the phases of CED project development. In fact, this
experience inspired us to revise and publish this booklet.

Have a look at the following process and see if you can tell where Langs
Farm and CODA followed the CED framework, and what areas were
overlooked!

1. Getting Started

LFVA partners with CODA to develop a local working group that will
conduct an inventory of community assets, human resources, business
ideas, and economic needs.

2. Building The Base

CODA and LFVA staff, along with residents, do a community inventory and
identify project opportunities. The inventory results in a list of 13 potential
CED projects that would be suitable for the Langs neighbourhood. Volun-
teers are then assigned to conduct preliminary feasibility studies of the
various options.

3. Focusing The Opportunities

CODA conducts a Ilf-employment workshop for Langs Farm residents and
provides hands-on assistance for volunteers conducting market research.
At the end of this process, community members agree that a used goods
and crafts store is the most feasible of the business ideas studied. The need
to upgrade computer and business skills for participating residents is seen
as a priority.

4. Detailed Planning

LFVA identifies a funding opportunity through Human Resources Devel-
opment Canada that will allow the association to conduct intensive skills
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development training for ten area residents. LFVA begins work on a
business plan for their CED project and assumes managerial responsibility.
Training for participating residents requires the assistance of several outside
agencies, including a literacy group and the local community college.

5. Implementation

CODA works with LFVA and the 10-member trainees’ group to implement
their business plan. Financing for the new store is a major issue, and CODA
provides a start-up loan through its small business loan fund. In November
1996, the Community Treasure Chest opens in a nearby retail district as a
6-person worker co-operative.

6. Success & Growth

LFVA and CODA staff provide on-going advice and mentoring as the
Community Treasure Chest struggles to establish a steady clientele. Busi-
ness plan and product lines are evaluated and revised. Both LFVA and
CODA review their function in supporting the store and modify their roles
accordingly. Despite predictable challenges, the store celebrates its first
anniversary in business.

Postscript

The Community Treasure Chest is a better example of CED’s potential
than of the 6-phase development model outlined in this booklet. Although
this project was launched successfully and achieved many of its objectives,
it did not follow all of the steps listed in this booklet. As a result, the project
encountered along the way numerous setbacks that might have been
avoided with better planning.

PUTTING CED INTO

PRACTICE

The time required to work through all the stages depends on the CBO, the
project, and the community in question. Imagine a young CBO with little
experience in poverty reduction, tackling a complex project with little
community support. Given these circumstance, several years may be re-
quired to get a project off the ground. On the other hand, a CBO with prior
experience in economic development that is pursuing a simple project with
community support may launch a project after several months.

Regardless of their capacity, all CBOs must work through each of the phases
in a thorough manner to develop a successful project and, in doing so, touch
upon the Wheel’s ingredients to CED success.

When this approach is used consistently over time, a CBO and its partners
develop even greater ability and willingness to help low-income residents
attain economic self-sufficiency. CBO board, staff, and volunteers gain
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increasing knowledge and skills to “do” development. People within and
beyond the community become more willing to support the continued
success of the CBO’s efforts. And the CBO gains greater access to capital
and resources that allow it to engage in further poverty reduction efforts.
The net result is an organization and community better able to assist
low-income residents in their struggle for self-sufficiency.

Remember your grade school math classes, and how gratifying it was to
know you could always turn to the back of the textbook for the answers?
If only CED was that simple!

There is, however, a wide range of resource materials available that provide
useful advice and best practice regarding CED project development. No single
resource is sufficient, though. CED projects are invariably unique and subject
to a host of external influences that can change the design and evolution of your
project. In CED, there are no answers at the back of the book.

CED is a continuous learning process for everyone involved. Your local library
and other community organizations can become important resources, so take
advantage of any learning opportunities available in your area.

What follows is a select bibliography of published resources that can help
your CBO make the most of its resources and ideas. These books are
classified according to general categories that indicate specific areas in
which they are most helpful, but many of these works offer help in several
areas. Most of the books listed here can be purchased through The CED
Bookshop (see copyright page for ordering information). In addition, by
September 1998, Opportunities 2000 will list over 400 CED resources on
its website at http://www.op2000.org; these documents will be made
accessible to residents and organizations in the Waterloo region.

1. CED Basics

Strategic Planning for the Community Economic Development Practitioner

by Mike Lewis and Frank Green (Centre for Community Enterprise, 1992)

Grabbing the Tiger By the Tail: Non-Governmental Organizations Learning for

Organizational Change

by David Kelleher and Kate McLaren (South House Exchange, 1996)

Developing Your Community-Based Organization

by Paul R. Mico (Third Party Publishing, 1981)

Reinventing the Local Economy: What 10 Canadian Initiatives have to Teach Us

About Building Creative, Inclusive, & Sustainable Communities

by Stewart E. Perry and Mike Lewis (Centre for Community Enterprise, 1992)

A Select

Bibliography of

Resources For

Project

Development
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A Community Based Poverty Reduction Framework

Caledon Institute of Social Policy, 1998. Available from Renouf Publishing
(tel) 613-745-2665.

2. Community Organizing

Fighting For Hope: Organizing to Realize Our Dreams

by Joan Newman Kuyek (Black Rose Books, 1996)

First Person Plural: A Community Development Approach to Social Change

by David Smith (University of Toronto Press, 1996)

Stepping Forward Series/Aller de l’avant

Six booklets (available in French or English) issued by the Rural and Small
Town Planning Programme of Mount Allison University (1995). Topics
are: 1) Getting Started, 2) Collecting Community Data, 3) Community
Strategic Planning, 4) Meeting Effectively, 5) Motivating Collective Action,
6) Community Education.

3. Networking

Promoting Corporate Objectives Through CED and The Role of the Private Sector in

Community Economic Development

Conference Board of Canada. Check your nearest university of college
library for availability.

Cities of Pride: Rebuilding Community, Refocussing Government

edited by Dick Atkinson (Cassell Social Science, 1995)
This book provides good guidance for working with government. Check
your nearest university of college library for availability.

4. Community Inventories

Building Communities From the Inside Out: A Path Toward Finding and Mobilizing

a Community’s Assets

by John Kretzmann and John McKnight (ACTA Publications, 1993)
(This series includes guides on how to map business assets, consumer habits
and skills of local residents.)

5. Brainstorming & Project Plans

From the Bottom Up: Toward a Strategy for Income and Employment Generation

Among the Disadvantaged

by Fred Regan and Maureen Conway (Aspen Institute, 1993)

Employment Strategies for Urban Communities

The Neighborhood Works in Chicago, (tel) 412-278-800.
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CED at Work in Metro Toronto

Social Investment Organization, (tel) 416-360-6047.

Venture Development Basics: A Workbook

by Frank Green and Mike Lewis (Centre for Community Enterprise, 1991)

Human Resource Planning: How to Get People Ready, Willing and Able to Revitalize

Their Community

by Flo Frank and Anne Smith (Centre for Community Enterprise, 1994)

Developing a Business Venture: A Manual for Community Groups

by Stewart E. Perry

6. Financing

Beyond the Banks: Creative Financing for Canadian Entrepreneurs

by Allan Riding and Barbara Orser
(To order, call 1-800-645-0700.)

Outcome Funding: A New Approach to Targeted Grantmaking

by Harold S. Williams et al. Rensselaerville Institute (tel) 518-797-3783.

Building Foundation Partnerships: The Basics of Foundation Fundraising and

Proposal Writing

Canadian Centre for Philanthropy. To order (tel) 416-597-2293 extension
229.

7. Evaluation

A Guide to Evaluating Asset-Based Community Development: Lessons, Challenges, and

Opportunities

by John P. Kretzmann and John L. McKnight (ACTA Publications, 1997)
(How to collect and analyze data for project evaluation.)

Standards for Bilateral Project Evaluations

Canadian International Development Agency
(Available at any CIDA office.)

Making Waves: Canada’s Community Economic Development Magazine

Published quarterly by the Centre for Community Enterprise, this magazine
offers practitioners a stump from which to report their accomplishments,
conundrums, and conclusions with regard to local revitalization. To take
part in this forum as a reader or contributor, get in touch.
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Service clubs, business associations, libraries, churches - there are many organizations apart
from government and the private sector that can play a significant role in fighting local poverty.
But such an agenda requires a very substantial transition on the part of community-based
organizations (CBOs). introduces a method by which groups can
undertake sustained, effective measures to generate employment and income opportunities for
disadvantaged fellow citizens. The Community Economic Development Wheel specifies the
types of resources and know-how for the CBO to mobilize: organizational capacity, project
development, community participation, and technical assistance. A 6-phase framework and
supporting checklists then enable CBOs to pace that intervention over time, so that their reach
does not exceed their grasp.
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