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Ktunaxa First Nation’s St. Eugene Golf Resort & Casino
is nestled in the Rocky Mountains in Cranbrook

Why Has This Resource
Been Developed?

What Is This
Booklet About?

Economic development offers an avenue to
meet our people’s expectations for community
stability and growth while ensuring they
have access to adequate food and shelter,
healthcare, education, and social programming.
Beyond these needs, economic development
also provides a mechanism to create wealth
for future generations by building equity
and assets and growing enterprises and
employment opportunities. This toolkit
provides support and resources to Indigenous
communities and Nations. It provides
direction on the essential structure, processes
and functions of an Indigenous Economic
Development Corporation (IEDC). Assembled
in one place are templates, assessments and
decision making frameworks that support
community leaders and the IEDC team, as they
work to create strong, sustainable and vibrant
Indigenous economies

Having leadership understand and support
economic development is essential, especially
where outside businesses come with offers
and there is only a small number of prime
industries driving economic development.
However, there are advantages to having a
body, independent from elected leadership, to
spearhead community economic development.
Some communities have developed Indigenous
Economic Development Corporations (IEDCs)
to help protect the community from liability,
promote multiple business development
opportunities, separate business from political
cycles and raise capital for realization of
potential.
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Results from the Canadian Council for Aboriginal
Business 2015 research report on Indigenous
Economic Development Corporations,
Community and Commerce showed IEDCs in
every sector of Canada’s economy.

Thirty-eight per cent of IEDCs rate themselves
as ‘very successful, half have been in
business for six years or more, more than
a third for more than twenty years. IEDCs
are seen as serious economic players,
transforming traditional business models,
pursuing partnerships and opportunities, and
showing the business sector how to operate
on a community basis delivering socially
responsible outcomes. The Canadian Council
for Aboriginal Business (CCAB) estimated in
2011 that 38% of long standing IEDCs (10
years of operation or more) report they are
the major employer in their community. The
biggest challenges reported by IEDCs are
attracting and retaining qualified employees
and accessing capital.
There are already many examples of
successful IEDCs from which a community can
draw when setting up their own corporation.
The priorities and values of an IEDC will reflect
its community and the mission, vision and
values determined in the Economic Strategy.

These may include:
yy By being community-owned, it is
also community-led and communitymanaged.
yy It provides opportunities for community
members to be directly employed
and participate in the success of the
venture.
yy It does not focus just on profits, but
considers the broader goals of culture,
environment and community.
yy With broader social outlooks, a
community-owned enterprise may
focus on training, education and
capacity-building as a significant
steppingstone to long-term success.
yy Listening to community members and
the insight or ideas they may offer the
business.
yy

The ‘Ksan Historical Village and Museum is located in Hazelton and welcomes
visitors from across the province
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The Museum of Anthropology, at the University of
British Columbia in Vancouver, contains one of the
finest displays of Indigenous art in the world

yy Considering cultural identity as a tool
for entrepreneurial activity.
yy Establishing the longevity and stability
that is attractive to outside management.
yy Being accountable to the community as
a whole.
The most common reasons for establishing an
IEDC are:
1. Reducing liability exposure;
2. Maximizing profits (by minimizing taxes
and avoiding own-source revenue claw
backs by Canada);
3. Separating political considerations from
business decisions;
4. Allowing outside expertise/advisors
when circumstances warrant; and
5. Effectively compartmentalizing
businesses and allocating resources.”1
1
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Jim Bennett, “Indigenous Economic Development
Corporations – The ABCs” (27 June 2016)

This companion booklet to In the Black:
Indigenous Economic Sustainability Roadmap
is a guide for Indigenous communities
who want to develop or expand an IEDC to
generate a stable and growing economy
that fits their community’s values, needs and
priorities.
A corporation is the most common
vehicle for business used in Canada. This
business structure allows you to create a
legal entity, separate from an individual, or
an Indigenous community. An Indigenous
Economic Development Corporation is
a legally distinct economic and business
development arm of an Indigenous
community that can invest in, or manage,
community owned businesses for the
benefit of the community members.
Indigenous groups develop IEDCs because
they want a more complex economic
development strategy that allows for
diverse projects, while protecting the
community. IEDC’s can allow for the
formation of wholly, or partially, owned

Corporations, Limited Partnerships, or
Limited Liability Partnerships. Further,
properly developed, IEDC profits won’t
count as “own source revenue” leading to
government funding claw-backs. While the
name IEDC implies traditional “corporation”
structure, there is a trend away from setting
up IEDCs as corporations and instead
towards other structures such as limited
partnerships or non-profits2.
In general, an IEDC requires a Board
of Directors, elected by shareholders
(community members) to manage operations.
Shareholders then can vote on how the
profits are used. Profits are often used to
fund social and cultural development like
sport complexes, language programs, social
housing, youth programs, and business
development and entrepreneurship training.
If financial losses occur, the corporation pays,
not the community, and if the corporation
goes bankrupt, the community is not liable to
cover any of its debts.
In early stages of Economic Development
and the associated capacity building,
Indigenous communities often enter into
collaborative agreements or partnerships with
existing businesses (for more information,
see the Roadmap for Business Partnership
booklet). These arrangements provide
revenue sharing opportunities, jobs and
training for the community and a direct line
of communication about concerns for the
environmental sustainability of operations.
However, as communities gain capacity, many
will eye the spin-off benefits of operations like
housekeeping for field camps, groceries and
supplies for workers and companies, fork-lift
operations, road building to sites, and much
more. While community leaders can leave it up
to membership to act as entrepreneurs,
2

Canadian Council for Aboriginal Business (CCAB).
2015. Community and Commerce: A Survey of
Aboriginal Economic Development Corporations in
Ontario.

Walters Cove Resort is owned by the
Kyuquot Checkleshaht First Nations, located
on Vancouver Island in Kyoquot Sound

some communities choose to develop an
IEDC to develop these opportunities for the
community as a whole.

Who Is This Booklet For?
This booklet is primarily written to support
the needs of the current or potential IEDC
team and Indigenous community leadership,
be it elected or hereditary. In this booklet we
provide a Roadmap that will support your work
and help you to find success. This booklet, like
the other booklets in this series, will provide
a path from conceptualizing the idea through
to operations and reviews. As a starting point
this booklet assumes you and the IEDC team
have already worked with your community to
develop a community supported Economic
Development Strategy. If that is not the case
please refer to Stop 1 and Stop 2 in In the
Black: Indigenous Economic Sustainability
Roadmap for more information.

The Road Map
Although there are many roads that lead
to sustainable Indigenous economic
development, without proper guidance,
communities and individuals can be stopped
or stalled by frustrating obstacles or face
expensive detours. What follows is some
general guidance for developing and operating
and IEDC to create community economic
development. Using a map of the major stages
and considerations on the road to economic
development, Figure 1 provides an overview of
the process.
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STOP 3

STOP 1

Conceptualize
the idea for
your IEDC
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winning team
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Do Due
Diligence
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Stop 1

Conceptualize The
Idea For Your Indigenous
Economic Development
Corporation

While developing your Economic Development
Strategy you may have identified the need
to set up an IEDC to manage your business
aspirations. Or perhaps businesses in your
community have been operating under
leadership but opportunities are growing and
you want to be better positioned to pursue
them. Whatever the reason, the first step is
assess the fit of an IEDC within your Economic
Development Strategy and ensure that it
supports the mission, vision, goals and values
developed with your community. You will want
to ensure that the priorities of your community
are clear for potential partners or investors.

Economic Development
Assessment Questions3
These next sections are questions for refection,
designed to help you gain a solid understanding
of the environment your IEDC will be working
in. They will help you evaluate your community’s
economic development resources and processes
(for a more detailed examination see Stop 1
and 2 in In The Black: Indigenous Economic
Sustainability Roadmap.

Planning and Resources
1. Does your community have a
formal strategic plan for economic
development?
2. When was the last time this strategic
plan was reviewed?
3
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Source: First Nations Economic Development
Readiness Questionnaire, Ontario Ministry of
Economic Development and Innovation

3. Does your community have an Economic
Development Officer (EDO) or an
economic development committee,
office or organization?
4. Does the EDO have other portfolio
responsibilities in addition to economic
development?
5. Does your community have a designated
contact for economic development
activities?
6. Does your community have an
autonomous decision-making process
(distinct from decisions made by
leadership) to support business
development?
7. Does your leadership or economic
development office use best practices,
guidelines or policies on economic
development?
8. What are some of your community’s best
practices for economic development?
9. Is there a budget for economic
development activity in your
community?
–– Is it sufficient?
10. Could your community employ full
or part-time professional planners
or EDOs to deal with economic
development and land use planning
specifically?
11. Could your community use private
sector economic development or land
use planning consultants?

18. Have you included these contacts in your
economic development efforts? If not:
–– Are there opportunities to begin
building these associations?
20. Do you believe that your community
is adequately knowledgeable about
existing federal, provincial and municipal
economic development policies,
programs and services?
21. To what extent does your community
market itself?
22. Are your community businesses
promoted in local, regional, national or
international markets?

Takaya Tours, a Tsleil-Waututh First
Nation Canoe & Kayak Adventures
company, is based out of the Belcarra
Park Paddling Center in Port Moody

12. Does your community have an up-to-date
community profile? Where can it be found?
13. Does your community profile include
details of a proposed business or
industrial park?
14. Does your community have an inventory
of community member-owned businesses,
contractors and entrepreneurs?
15. Does your community have adequate
financial resources for business and
industrial development?
16. Does your community have the
resources to create a “one-stop”
business services centre for all matters
related to the development process?
17. Has your community established
relations with regional economic
development resources such as Economic
Development Officers, Northern
Development Officers and Advisors,
Small Business Enterprise Centres, etc.?

23. Does your community work with
the local chamber of commerce or
local business groups on economic
development matters?
24. Does your community work
cooperatively with neighbouring
communities to pool resources and
information on economic development?
25. Does your community jointly fund
economic development initiatives and
programs with private sector companies
or levels of government?
26. Do you have a mechanism for
determining those businesses and
individuals who have left your
community, but who may be interested
in returning or investing locally?

Civic Capacity
1. Do you believe that your community needs
to diversify and broaden its economy?
2. How does leadership/EDO coordinate or
facilitate community input on economic
development?
3. How can the community work together
to transition these members toward
economic independence?
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4. Are your community and economic
development groups proactive or reactive?
5. How does your community respond to
economic development efforts?
6. Does your community have an alternative
dispute resolution process to overcome
obstacles to economic development?
7. Is there a capable and productive
workforce available in your community?
8. Is there at least one organization in your
community that provides or is able to
provide workforce education training?
9. Are there apprenticeship programs
available to community members?
10. Does your community believe that the
EDO plays a role in helping to meet
the needs of community members who
are on income assistance or suffering
from mental, health and dependency
challenges?

Business Environment
1. What is your community’s attitude
toward local business development?

The Bill Reid Gallery of Northwest Coast Art
in Vancouver celebrates the work of Haida
master artist Bill Reid and the diverse living
cultures of the Northwest Coast

2. What types of businesses currently
operate in your community?

h. Consulting and other areas of
expertise

3. Are there others that you would like to
see being developed?

i.

a. Natural resources
b. Marine resources
c. Environmental stewardship
d. Renewable energy initiatives, e.g.
solar, wind, water, bio-energy?
e. Cannabis production
f.

Product development and
distribution

g. Technology
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Other

4. Is there an organization or committee
that helps recruit new retail, service and
industrial businesses?
5. Does your community market its local
industrial properties? How are these
marketed?
6. Are most local businesses owned and
operated by community members?
7. What economic development initiatives
in your community have been
successfully completed?
–– Why were they successful?

Stop 2 Assemble Your Winning Team
A properly functioning IEDC requires a strong
team of business experts and leaders. First, you
need to explore, define, agree to and write down
the roles and responsibilities of your Board of
Directors and your economic development
manager. This supports the principles of
transparency and accountability, along with your
other core value policies and procedures.

The IEDC Board
Of Directors
The Board of Directors implements the
community’s vision and mission for economic
development, in accordance with the
Community Plan and its approved values. It
oversees senior business management, makes
major operational decisions, approves policy
and procedures for the businesses, and reports
on the business operations to the Chief and
Council and other community leadership.
IEDC Board of Directors oversees the
management of the affairs on the organization,
including:
yy Ensuring the organization carries out
the goals of the organization;
yy Setting long-term objectives to meet
those goals;
yy Ensuring financial stability;
yy Assessing the organization’s
performance;
yy Establishing policies; and

Directors will elect amongst themselves a
President, Vice-President, Secretary and
Treasurer. They also will establish:
yy Committees:
–– Directors form committee’s
necessary to meet its mandate and
achieve goals and objectives;
–– Committees can be permanent or
established for a specific purpose
and duration;
–– A Finance Committee should
permanently be in place.
yy Processes and timelines for Board
evaluation and renewal.
The composition of a Board of Directors is
important in the overall governance structure
of the Indigenous community’s economic
development:
yy It is important that it represents
the diversity of all members of the
community and the community
interests.
yy A balance must be struck between the
need for a variety of perspectives and
expertise on the board with the need
for efficiency and cost savings.
yy An uneven number of directors is
helpful in order to minimize tie votes.
Five or seven individuals may be
appropriate to provide a broad enough
range of perspectives.

yy Being the public face of the
organization.
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Individual Directors
To be a director, an individual must be at least
19 years of age, be capable of managing his
or her own affairs, not be an un-discharged
bankrupt, and not have been convicted of an
offence in connection with the promotion,
formation or management of a corporation or
involving fraud. A director must also be ethical,
act honestly and in good faith towards of the
corporation, and avoid or declare conflicts
of interest in his or her decision-making
(sometimes referred to as fiduciary duties).
In addition to the legal requirements, an
individual appointed or elected to a board
of directors must have the availability and
be able to commit the time to be actively
involved. Attendance at board meetings is
imperative in order to effectively carry out
a director’s responsibilities and meet their
legal obligations. A board member will
need to take the time in advance of board
meetings to review information and become
informed on the decisions to be made.
Preparing adequately for each meeting is
essential for efficiency in board processes,
ensuring board meetings are not overly long
and that decisions can be made in a timely
manner.
Having an aptitude for business is also essential.
Many of the issues that directors are asked to
make decisions on are about the development
and running of businesses that will benefit
the community. The skills and experience an
Indigenous community may want to consider
when selecting potential board members for
a corporation created to carry out economic
development for the community include:
yy Previous experience as a director;
yy Ability to comprehend financial and
non-financial performance reports;
yy Ability to comprehend strategic plans,
concept studies, business plans and risk
management strategies;
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yy Knowledge of board processes;
yy Knowledge of government processes;
yy Ability to recruit and select a chief
executive officer and hold him or her to
defined accountabilities;
yy Knowledge of, and experience in, one
or more of the following areas: business
generally, investment, legal, financial,
management, human resources,
marketing, or the specific business field
within which the business operates;
yy Fiduciary experience or understanding;
yy Strong communication and
interpersonal skills;
yy Experience with or a good
understanding of the Indigenous
communities and the specific needs of
the Indigenous community.
Each director will be responsible for:
yy Consistent attendance
yy Preparation (including review of
minutes and up-to-date on information
to ensure effective decision-making)
yy Participation in board dialogue and
decision-making processes
yy Limited reliance on other directors
Directors must exercise care, due diligence and
skill in their actions taken and decisions made.
Actions and decisions must be informed and
exercised as a reasonably, prudent person
would.
Directors must ensure they have the
information necessary (and understand that
information) in order to make decisions.

The Economic
Development Manager
An Economic Development Manager will
work under the director of the Board of

Cooking salmon the traditional way on the East Coast of Vancouver Island

Directors to ensure operations of the IEDC.
The manager has a suite of responsibilities,
including coordinating short-term
community employment and training
projects to promoting local businesses at
trade shows and finding financial support
for ideas and plans. It is important that your
manager is a people-person since they will
be the face of your IEDC with the community,
potential partners and investors and
leadership.
Primarily, the Economic Development Manager
is responsible for:
yy Planning, developing, coordinating
and implementing economic
development policies, strategies, and
initiatives that improve the community,
socioeconomic, and business
development.
yy Continuing to develop and maintain
the knowledge required to do their
job by embracing, understanding,
and contributing to the community’s
economic development strategy, as an
approach towards effective planning, by
collaborating effectively to coordinate
economic development.
yy Reporting to the Chief and Council by
providing reports and presentations
regarding training, business, and

economic development activities at
meetings, and recommend plans,
objectives and strategic opportunities
for future consideration; and
yy Contributing to the growth of economic
sustainability of individual and
businesses by increasing the potential
and credibility of the individuals and
businesses.
Additionally, the Economic Development
Manager may provide:
yy Business Planning and Mentoring
Services for Entrepreneurs;
yy A Micro loan Fund for Entrepreneurs;
yy Online and Virtual Training and
Mentoring;
yy An Entrepreneurs’ Resource Library;
yy Business training opportunities and
materials;
yy Financial matchmaking for
Entrepreneurs.
Effective communications with the Board
of Directors, leadership, the community,
business partners, investors and government
agencies are integral traits of an economic
development manager. Strong written, oral,
and technological skills are assets that should
not be downplayed.
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Stop 3 Set Up The Legal And

Accounting Framework

Before you can begin business, you will need
to register with the appropriate regulatory
authorities (i.e., provincial and/or federal
governments). An accountant can help you
set up appropriate financial reporting systems
that are compliant with the Canada Revenue
Agency and a lawyer can direct you about how
the business will be managed, objectives of the
community/individual, “off-limits” businesses,
number of independent directors, etc.
There are a number of different business
structures available, depending on your projected
goals, size, profits, risk tolerance and other values.
Below we’ll investigate the main models.

Incorporated businesses
These are typically larger businesses, sometimes
with employees and higher overhead and
revenues. Incorporation can be done at the
federal or provincial territorial level. Incorporating
at the provincial level is slightly cheaper and
is good if you only operate in one province
whereas federal incorporation provides
name security and allows you to operate in
multiple provinces or territories. Advantages of
incorporating include more ease in raising capital
and eligibility for government funding and, as
a legal entity separate from its shareholders,
you or your community won’t be liable for
debts or other obligations. There are also tax
advantages if revenues are high. A Canadian
controlled private corporation pays a much
lower rate of federal tax on the first $500,000 of
active business income due to the small business
deduction. Disadvantages include the reality that
it is more expensive and complicated to set up
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and that incorporated companies are not eligible
for tax exemptions under Section 87 of the Indian
Act. As a result, on-reserve businesses are much
less likely to be incorporated. To incorporate a
business federally, the cost in 2019 was $200
if filed on-line plus $75 for a name search. To
incorporate a business in BC, in 2019 the cost
is $350 plus $30 for the name approval fee. To
incorporate an unlimited liability company in BC,
the cost is $1000 + $30 for the name approval
fee. Annual reports must also be filed, at a cost of
$43.39 each year.

Non-profit
In some cases, your business aspirations
will have a different leading goal: to make
a difference in the world and earn enough
to do it. But just because high profits aren’t
the end goal, that doesn’t mean that nonprofit businesses don’t need to follow the
same business basics. First, it is important to
understand that a non-profit is not and will
never be an asset to own, so it can’t be sold
or leveraged. The only personal benefit one
can receive is through a salary. So you would
set up a business in a similar manner to an
incorporated business and pay staff a salary.
Profits above salaries will be used to run the
business or fund the charitable work. This is a
good model if you wish to avoid generating
own source revenue that can lead to
government claw-backs of community money.
To get started, funding will be required. Usually
non-profits get funding from government
grants, foundations or private donors. But this
can be a challenge for a new start-up business
so some seek private donations.

Social entrepreneurship, is another structure
where profits from a business go to support a
charitable cause. For instance, having profits
from a coffee shop support youth sport
programs. Below we’ll explore a few not-forprofit structures.
yy Non-profit organizations are associations,
clubs or societies that are not charities
but are organized and operated
exclusively for social welfare, civic
improvement, pleasure, recreation, or
an other purpose except profit. While
it is not essential for a non-profit
organization to incorporate, it does
provide legal status and the ability to buy
land, borrow money, shelter liability from
members, receive government grants,
etc. Being a non-profit does not mean
they don’t earn income. Profits are used
to pay staff and to support activities. A
non-profit organization does not need
to register with the Canadian Revenue
Agency (CRA) and will not receive a
charitable registration number (and thus
cannot issue donation receipts). These
organizations are generally exempt from
paying income tax but may need to pay
tax on property income or capital gains.
To form a non-profit corporation, after
reserving a name, you would need to file
non-profit articles of incorporation with
the federal or provincial government. The
corporation must hold annual meetings
of at least 5 directors and members and
must adopt bylaws. If incorporating
federally, the cost in 2019 is $250 + $100
for the extra-provincial registration fees.
To incorporate provincially in B.C., the
cost is $100.
yy Registered charities are charitable
organizations, public foundations or
private foundations created to use
resources for charitable activities and
purposes such as: relief of poverty,
advancement of education, advancement
of religion, or other purposes that benefit

a community. Charities must apply to the
CRA for approval and if successful, they
will receive a registration number and can
then issue donation receipts. Charities
are exempt from paying income tax. To
form a registered charity, after reserving
a name, you would file non-profit articles
of incorporation that contain required
clauses to qualify for charitable status.
The costs are the same as non-profit
organizations above. In order to obtain
charitable status, you will need to apply
to the Canada Customs and Revenue
Agency (CCRA) and expect a 6-18 month
processing time. Before applying, it is
suggested that you contact CCRA first to
go over your corporation objectives and
ensure that your activities and programs
will be considered for charitable
registration.
yy Community Contribution Companies
(CCC or C3) are a hybrid between
profit-driven corporations and nonprofit organizations. In 2013, the
BC government introduced new
regulations allowing a corporation
to set up as a C3, allowing them to
bridge the gap between the for-profit
business model and the non-profit
enterprise model. They are structured
like a regular incorporated business but
have a double bottom line, meaning
that they are interested in financial
success but also structured with a
purpose to benefit society (e.g. health,
environment, culture, education). Profits
are desired and shareholders can be
paid dividends, but only up to a limit
of 40%. The remainder of profits need
to flow to charitable portions of the
business or to other charities. This is
not yet a very popular structure (in
2015, only 30 C3s have been formed)
but may be an alternative worth
exploring. Costs for operation may
be higher than a regular business
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Quaaout Lodge & Spa at Talking Rock Golf Resort is a Little Shuswap Lake Indian Band
property in the Skwlax territory in Chase

as reporting and regulations are
more stringent. For instance, annual
reporting for a C3 must also show
how it is meeting its social, cultural
or environmental goals. Also, three
directors are required. An example may
be a café set up to train and employ
marginalized community members but
still make a profit.

A Cooperative
This is a legally incorporated corporation that
is owned and democratically controlled by
an association of persons. It is usually used
to access products (e.g. consumer co-op like
a co-op gas station), sale of products (i.e.
processes and markets goods and services like
an artist co-op), provide employment for its
members (e.g. worker co-op) or structured as
a multi-stakeholder co-op (e.g. a health co-op
that provides naturopathic services alongside
physiotherapy and acupuncture). Some
Indigenous community-owned businesses run
as cooperative corporations, allowing shares
to be issued to membership on an equal basis.
This is different than share capital corporations
where individuals can buy multiple shares
and thus increase their influence in the
company. Some cooperatives such as housing
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cooperatives are structured as non-profit
entities, meaning surpluses are not distributed
to members but instead are re-invested in the
non-profit and its assets.

A Joint Venture (JV)
This is another tool that Indigenous communities
commonly use to capture benefits from
opportunities – such as be mining, forestry,
fisheries, tourism etc. A JV is a like a partnership
except that it involves joining two or more
companies (as opposed to individuals) in
business. An existing business may enter into a
joint venture with an Indigenous organization
to share resources, skills or expertise and to
create mutual benefit. Entering into JVs can offer
Indigenous IEDCs a foot in the door when they
may not yet have sufficient capacity to carry
out big projects. JVs can be incorporated or
unincorporated. An unincorporated JV involves
a written contractual agreement that is easier to
implement and less complex to operate and can
allow for subcontracting (and tax advantages),
but can open your community up to liability
if something goes wrong. An incorporated JV
involves creating a new company (separate
legal entity) where the board of directors is
made up of representation from both companies
depending on share values. This model is more

the other party can deliver those benefits.
yy The community has to put together
a negotiating strategy and team to
capture those benefits.
Despite these similarities, negotiating a JV
differs from a Business Agreement in several
essential ways.
The First Nations Technology Council is an
Indigenous-led not-for-profit organization
that provides free digital skills training for
Indigenous people

complex and provides less flexibility for the
Indigenous community (Board must consider the
best interests of the company and not necessarily of
the community), but can provide for higher profits
and less liability. A Shareholders Agreement should
be drafted to ensure clarity about operations and
share benefits and liabilities.
Before entering into a JV, it is important to
undertake “due diligence” and ensure that
objectives for both partners are clear and
defined. For instance:4
yy The Economic Development Strategy
should have a clear idea of the
community’s vision of its future and
how business development can serve
that.
yy The community needs a solid
understanding of the business being
negotiated through an agreement.
yy The community needs to understand
where they have leverage and how to
use it in business negotiations.
yy The community needs to prepare
for negotiations by examining the
community’s long-term interests and the
range of benefits that the community can
bring to a deal and want from it.

yy The signatories of JV agreements can
behave more like partners because they
select one another.
yy The JV agreement is actually made
up of three agreements. A Heads of
Agreement, which clarifies the major
points of each section of a Shareholder
Agreement, and finally, a Management
Agreement.
–– The Heads of Agreement is
a document that clarifies the
major points of each section of a
Shareholder Agreement.
–– A Shareholder Agreement is a
document that puts into formal
legal language all the important
benefits and protections expected
as identified in the Heads of
Agreement.
–– The Management Agreement is
a document that details what is
to be reported, to whom, when,
and in what form, as well as the
management’s role in increasing
the knowledge and skills of board
members.
As can be seen from the above, the importance
of the community doing its homework to be as
prepared as possible cannot be understated.
The following flow chart5 demonstrates the JV
negotiation process culminating in the three
documents/agreements.

yy The community needs to make certain
4

Michael Lewis and Sara-Jane Brocklehurst, “Aboriginal
Mining Guide: how to negotiate lasting benefits for
your community” (2009)

5
Michael Lewis and Sara-Jane Brocklehurst, “Aboriginal
Mining Guide: how to negotiate lasting benefits for your
community” (2009)
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Joint Venture Negotiation Process
HOMEWORK:
STRATEGIC PLANNING
DEFINITION OF INTERESTS & BENEFITS
PARTNER SELECTION
CHOICE OF NEGOTIATION TEAM
DESIGN OF NEGOTIATION STRATEGY
VENTURE FEASIBILITY & BUSINESS PLANNING
DUE DILIGENCE
ESTABLISH THE
NEGOTIATION AGENDA

2. Incorporation and Ownership Structure
- the intent of the parties to form
a JV; the JV’s name; how the JV will
be governed (under the laws of the
province); how the JV’s capital shall be
organized in terms of classes of shares;
and how the shares will be divided
among the owners.

NEGOTIATE THE
HEADS OF AGREEMENT

3. Scope of Business - what it is; where it
will and won’t take place; the duration of
the business.

SHAREHOLDER AGREEMENT
MANAGEMENT AGREEMENT

JOINT VENTURE

Module 6 in the Aboriginal Mining Guide,
“Negotiating a Joint Venture,” provides a
very detailed step-by-step process for how
to go about negotiating and developing the
various agreements. It is recommended that
the reader refer to that guide at http://www.
communityrenewal.ca/sites/all/files/resource/
Aboriginal_Mining_Guide.pdf to get a complete
picture of the process.
At a minimum, the following should make
up the 12 standard sections of a Heads of
Agreement:6
1. The Recitals - who the parties to the
negotiation are; what names each party
uses to identify themselves; what the
following document represents (usually,
an agreement to do business under
the terms outlined); and, a statement
6

Michael Lewis and Sara-Jane Brocklehurst, “Aboriginal
Mining Guide: how to negotiate lasting benefits for
your community” (2009)
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that tells the reader to witness that the
parties have agreed to the provisions
outlined.

4. Commencement Date – when the
agreement will take effect.
5. Directors and Officers – how many, who
will nominate them, how they will report,
and who will be the CEO.
6. Capital - the responsibilities of the
parties to provide capital to the
corporation; action to be taken should
one party fail to meet its obligations
under the agreement.
7. Equipment - the acquisition, lease,
use, trade, and loan of equipment to
the JV by either party or from some
outside concern (as well as its disposal);
methods of valuation, compensation,
depreciation, and use.
8. Allocation of Profits – how profits
realized from the development will be
allocated to the relevant parties.
9. Management and Staffing - which party
nominates or seconds management;
which approvals are required; what
compensation is to be paid; the general
intent of the parties regarding hiring and
training.
10. Financial Reporting - the what, where,
when, and how of financial reporting;
when and under what circumstances
audits will be performed.

Guests enjoy a hike near the Nk’Mip Desert Cultural Centre, an Osoyoos Indian Band business

11. Shareholder Agreement - puts into
formal legal language all the important
benefits and protections that are
expected from the JV.
12. Purpose of the Heads of Agreement –
formalizes the parties’ agreement that:
a. A definitive Shareholder Agreement
will be drafted.
b. Negotiations will continue as
specified.

There may also be Protective Covenants
included in the above agreement. These
modify or restrict the behaviour of the parties
in order to channel benefits to one or the other
of them.
The JV Management Agreement will explain
what is to be reported, to whom, when, and in
what form, as well as the management’s role in
increasing the knowledge and skills of board
members.

c. Confidentiality and exclusivity will be
maintained.
d. The parties will do all the things
necessary to prepare the business
for its date of commencement.
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Spirit Bear Lodge is owned by the Kitasoo Xai’xais people with the mission of building
capacity and employment opportunities for the people of Klemtu, BC

Stop 4 Do Due Diligence
Due diligence involves taking reasonable
steps to ensure that your IEDC and its
businesses are is legally ready to operate.
The BC Assembly of Indigenous communities
developed the following Due Diligence Charts.
They provide a simple checklist to review.
This list outlines the areas of activity and
review necessary for operation of an IEDC -
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it also supports you to identify who will be
responsible for ensuring tasks are complete
and for keeping the status of each area up to
date. Please note that not everything in this
list in relevant to every opportunity.

Table 1: Checklist For Business Due Diligence
DUE DILIGENCE
CATEGORY

DOCUMENTATION TASK

Business plan		

Current five-year business plan		

		
Corporate
organization

Prior business plan
		
		
Articles of incorporation

		

OWNER

STATUS

By-laws		

Recent changes in corporate structure		
			
Parent, subsidiaries, and affiliates		
Shareholders’ agreements		
Minutes from board meetings		
Shareholders

Number of outstanding shares		
Stock option plan
Samples of common and preferred stock certificates,
debentures, and other outstanding securities
Warrants, options, and other rights to acquire equity securities		
Current shareholders, including number of shares owned,
dates shares were acquired, considerations received, and
contact information
Relevant private placement memoranda and other offering
circulars

Lenders

Convertible, senior, or other debt financing		
Bank lines of credit, loan agreements, or guarantees		

		

Loan defaults or expected defaults		

Recent corporate
transactions

Description and rationale for each transaction		

		

Purchase and sale agreements		

Regulations

Business licenses		
Environmental permits
Workers’ health and safety permits

21

DUE DILIGENCE
CATEGORY
Market analysis

DOCUMENTATION TASK
Competition by product line (include contact details,
market size, market share, and competitive advantages and
disadvantages)
Industry and market research
Trade publications and contact information

Marketing, products,
sales, and service

Features and benefits of product offerings
Product roll-out schedule and product life cycle
Copies of patents and trademarks filed or obtained
Pricing strategy of product or service
Descriptions of existing partners and joint ventures
Distribution channels

Financial Statements

Three years of historical statements:
• Income statement (P&L)
• Balance sheet
• Statement of cash flows
• Statement of shareholders’ equity
CYTD statements
Most recent five-year projections (pro-formas)
Monthly sales projections and sales pipeline over next 18
months, including assumptions

Key financial ratios

Liquidity
Leverage
Operating efficiency
Profitability
Return to investors

Taxes and audits

Historical tax rate
Federal and state net operating loss carry-forwards
Tax returns
Summary results of all tax examinations and audits

Receivables
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Accounts receivable turnover

OWNER

STATUS

DUE DILIGENCE
CATEGORY

DOCUMENTATION TASK

OWNER

STATUS

Accounts receivable aging schedule
Accounts receivable control and credit policy
Accounts receivable seasonality
Capital expenditures

Last five years
Five-year gross projection
Detailed priority list

Equipment

List
Depreciation method
Age
Liquidation value
Replacement value

Leases

Lenders
Terms
Interest rate
Payment schedule

Litigation

Current litigation and potential damages
Potential litigation and potential damages

Insurance

Property
Liability
Workers’ compensation
Other

Information systems

Description of infrastucture
Security layers
Backup strategy

Management

Organizational chart (including number of employees by
department
Resumes for key managers and key employees
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DUE DILIGENCE
CATEGORY

DOCUMENTATION TASK

OWNER

Management stock incentives
Compensation and
benefits

Cash compensation per employee (including salary,
bonuses, commissions)
Summary of standard employee benefits (such as medical
insurance, disability insurance, vacation)
Copies of pension and profit-sharing plans		

Other

Ownership interest		
Employment contracts		
Performance evaluation criteria		
Material transactions with insiders or associates of insiders		

References

Executives: Three references for each		
Resumes of people involved in the organization		
Lawyers: All legal relationships		
All directors and significant affiliates; include brief biographies 		
Investors: List all individuals and institutional investors		
Customers: List of Top 10		
Strategic partners		
Consultants, freelance workers (current and historical)		
Accountants (current and historical)		
Bankers and creditors (current and historical)			
Associations: All industry associations in which company
and management are affiliated or active
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STATUS

Stop 5 Branding And Marketing
With all the pieces in place, operations of
the IEDC are ready to go. It is important to
ensure consistent branding and marketing.
This includes branding your community and
businesses, defining who your audience is and
how best to reach them, and how to craft the
perfect messaging.
A brand is a combination of unique design,
symbol, and words that creates an image for
a company or a product and sets it apart from
the competition. Branding is not the product or
service itself, but rather the association behind
it. When someone says, “luxury car,” more than
likely a certain brand or image comes to mind.
A brand identity is the expression of what the
community culture, personality, products and
services are, and what they have to offer. A

great brand will connect with consumer values
and inspire trust and loyalty.7
Branding is deeply rooted in storytelling.
Indigenous communities have a long, proud
tradition of storytelling, and today nonIndigenous people are looking for authenticity
and genuine culture more than ever. This is an
opportunity for all Indigenous communities in
British Columbia.
The following chart outlines key aspects upon
which a community should base their brand.
These are examples of elements a brand can be
built upon.
Gobe, M. (2009).Emotional Branding: The New
Paradigm for Connecting Brands to People. New York, NY:
Allworth Press.

7

Table 2: Examples Of Key Aspects Of Your Community As A Focus Of Your Branding
KEY ASPECTS		

EXAMPLE HIGHLIGHTS

History

Oral traditions, Creation narrative

Culture/Language

Language, dialects, music, storytelling, dance, art

Natural attributes

The land, rivers, mountains, ocean, forests, etc.., and how they have
shaped the Nation

Outdoor Activities

Wildlife, fishing, hiking, mountain biking, canoeing/paddling, other
natural resources

Current relationships with outside
communities/organizations

Current community partners, current obstacles

People: Skills, education,
enthusiasm, skepticism

Skills, education, enthusiasm, skepticism

Goals

Economic, political, tourism, investment

Constraints

Internal and external factors that are preventing you from growing

Perceptions

Internal, external, community pride
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Indigenous Eco-tourism offers many benefits to communities through locally created employment
opportunities and provides an alternative economic development model from resource extraction

A strong brand adds value to Indigenous
communities, and the services, products, and
destinations associated with them. From a
destination or community perspective, a strong
brand attracts long-term partners, local and
regional backers, government support, and
creates community pride. Community pride
and loyalty help create a sense of togetherness,
and show external stakeholders that people
enjoy living and working in the community.
Branding can be an important tool when it
comes to economic development and growing
communities. By having a clear, powerful
brand, it is easier to market the community
to prospective businesses and funding
opportunities, which will help Indigenous
businesses continue to grow.
For Indigenous communities, there are some
challenges when it comes to building a brand.
Internally, there is a need to build consensus
toward how the community can thrive today
and into the future, and the values and vision
can be of help to create that consensus.
Externally, there is a lack of knowledge
of the vibrant culture and history each
Nation possesses. A strong brand can unite
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community members while also showcasing
and celebrating the culture, history, and
environment that the community has to offer
to current and future partners and visitors.
From a marketing point of view, a brand consists
of all of the key aspects a Indigenous communities
wants to highlight. The brand can be reflective of
the Nation’s Chief and Council, history, culture, or
traditions. It is about bringing together the main
elements that make each Nation unique, and
finding ways to communicate it.
The overarching community brand is the
umbrella or parent brand. A parent brand
refers to selling multiple products or services
under a single brand name. By creating a
strong parent brand, you can build loyalty and
equity in that brand name, which you can then
pass on to any sub-brand you build.

Things To Remember
About Branding

end up making it more difficult. You want to
make sure that your brand is unique, and that
it is not trying to be all things to all people.

Logos And Slogans Are Just
Part Of Your Brand

Start With A Plan

While logos and slogans are a key part of a
brand, don’t get hung up on the visual aspect
until you have defined your brand promise and
your values. Logos and slogans should accurately
represent your brand and brand promise.

A Brand Should Evoke An Emotion
Although a brand is represented through
design, logo, and content, it is important
to remember that successful brands build a
personal relationship with their audience, and
evoke feelings and emotions.

Successful Brands Have
A Narrow Focus
You cannot be all things to all people; a strong
brand needs to be authentic and focus on the key
elements that make them unique.

Define Who You Are
Before setting out to create a brand, make sure
you have a clear direction. Ask yourself things
like: What do I want to be known for? What are
some of my key values? What sets me apart
from the rest of the competition?

Deliver On Your Brand Promise
Make sure that your products, services and
destination offerings are always delivering on
your brand promise. What you promise your
audience has to match with what your customers
experience when they interact with your brand.

Get The Right People Involved
It is important to have the right people
involved in the process of building a brand.
Make sure that you have people who know
what the brand goal and direction should be.
Involving too many people in the process may

Set out a plan on how you are going to build
your brand. The plan can include assembling
a team, finding the right graphic designer,
engaging the community, and getting
feedback and buy-in.

Do Your Research
Take a look at your current brand, where you
are today, and what is and is not working. This
will give you a good starting point for where
you need to go. Research other communities
or brands to determine what works for them.

Be Aware Of Possible Road Blocks
Sometimes politics, funding, or external events
can get in the way. Try to identify some of the
risks and road blocks that might get in the
way of creating the brand, and try to develop
contingency plans for them.

Build A Brand That Best
Portrays Your Economic
Development Goals And
Ideals
As discussed previously, you need to decide what
the thrust of your brand will be; that is, what will
attract businesses, partners, investments, and
visitors. Most Bands and Nations promote a mix
of business, culture, traditions and vision; you will
need to develop your own unique brand stance.
To be successful and sustainable, a brand must:
yy Stand for something
Brands need to have distinct personalities,
values, and attributes that set them apart.
An authentic brand is based on what you
stand for, and it comes directly from your
core values.
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The U’mista Cultural Centre in Alert Bay supports the cultural heritage of the Kwakwaka’wakw

yy Make a promise and deliver
Brands must offer an ambitious,
aspirational promise that evokes
emotions, but most importantly, a brand
needs to deliver on its promise.
yy Be practical
Brands should be supported by a
strong operational plan to ensure it can
consistently deliver its promise.
yy Be more than a logo
Brands live in every aspect of the
community — from the products and
services to the physical environments to
the communication and the community
members.
Developing a brand can be achieved through a
disciplined process. This section provides you
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with guidelines that will help you define the
brand for your Indigenous community.

Marketing Strategies
The 5P’s Of Marketing
Product: What are you selling? What sets
your product or service apart? What benefit
does your product or service provide to
your consumer?
Price: What is the price of your product
or service? How does it compare to your
competitors? What do your profit margins
look like?
Place: Where will your product or services
be available for purchase? Are they sold in
person? Can people purchase your product
or service online?

Promotion: How are you going to let the
market know about your product? What are
the marketing tactics you are planning on
using and the expected results for each one?
People: Who are the people involved in
helping you create or deliver your product?
Are they sales people, or community
members?
When writing out a marketing strategy, be
specific and include detailed steps, visuals,
and budget projections. Always keep your
brand promise in mind, and make sure your
marketing strategy aligns and delivers on your
brand promise.

Focus on Your Audience
Defining your market clearly will help to
develop your marketing strategy and define
the tactics and channels that will give you the
best results.
Businesses can be defined as either ‘Businessto-Consumer’ (B2C) or ‘Business-to-Business’
(B2B), this definition addresses who is the
primary audience for the company. Different
strategies can be designed to reach either
B2B or B2C markets, and address the different
needs, priorities, and challenges.
The first step, is understanding how to market
to each segment.

Table 3: Marketing strategies depending on audience as consumers or other businesses

BUSINESS-TO-CONSUMERS

BUSINESS-TO-BUSINESS

Relatable and written in a simple manner

Industry-specific and more technical

Emotional – needs to appeal to what drives
a consumer to make a purchase.

Logic – needs to appeal to the
rational buyer in a company.

Style

Entertainment – Develop ads and content
that entertain your audience.

Education – Inform your audience
of the benefits and features.

Length

Brief – Develop content that is shareable
and easy to read.

Detailed – Provide detailed
descriptions and product specs.

Copywriting

Triggers

Defining Your Target Audience
It’s important to know and understand your
target audience, so you can build effective
marketing strategies that fit their needs. Take
some time to think through the following
questions:

yy What are the demographics (age,
sex, profession, income, social status,
education) of your market?
yy What interests, values, and attitudes
do your customers have? What is
important to them?
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yy How do your consumers like to do
business? Face-to-face or online? How
much do they like (or expect) to pay?
What sort of features or products are
they looking for?
yy Where are they located geographically?

How to Reach Your Target Audiences
After you have determined who you need to
reach, the next step is creating a marketing
strategy that will get to your audiences.
It is important to make the right media choices
to fit your target audience and the product
or services you are selling. Choosing the right
channels means knowing where your audience
spends their time. Does your audience read the
newspaper? Listen to the radio? Or communicate
on social media? Placing your marketing and
advertisement where your audience spends their
time will ensure you are reaching them.

How To Define Your
Key Marketing Message
The right marketing message will motivate and
drive your audience to choose your product
or service. Key marketing messages create
cohesion and help to guide your marketing and
advertising strategies. Here are 5 steps you can
take to define your key messages8.
y y Review your goals – Define what
your company’s goals are, and what
you need to achieve. Are you a new
company looking for brand awareness
in the market? Or are you selling
a new product to an established
customer base? Knowing what action
you want your target audiences to
take, will help to define what your
message is.
8
Rebecca Joyner, “Messaging Matters: 6 Steps to Define
Your Key Marketing Messages”
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Cariboo Chilcotin Jetboat Adventures in Riske Creek
is owned by members of the Tsilhqot’in (Chilcotin)
Nation

yy What sets you apart – Knowing how your
product or service is different from the rest
is important. What sets you apart from
the competition – are you better, cheaper,
faster? Define what sets you apart, and
what benefit you provide you customers in
one to two sentences.
yy Know what your competitors are doing –
Research your competitors’ messaging and
understand what they’re saying. Is their
messaging resonating with their audience?
Are your messages similar? Is there
something that can set you apart?
yy Brainstorm key word – What words do
you want your audience to associate with
your brand? Brainstorm words with your
team and refine the list until you have
a handful of powerful and descriptive
words.
yy Test it out – Once you landed on your
messages, test them out. Mock up some
advertisements or use the in conversation
internally to see how they work, and what
the reactions are.

The key benefits of having a well-designed, well-constructed website are:
yy Develops consistent branding – Brands with a consistent look make a more memorable
impression on consumers. Having consistent branding across different contexts such as your
website, business cards, and social media makes your business look more professional.
yy Sets you apart – A quality website will set you apart from your competition and provide a
better experience for your users. A quality website means showcasing all of your unique
selling points in a way that is clear and consistent with your brand.
yy Good impression - You are the expert on your products and services, and when you look like
an expert online, it lends credibility to your brand. People want to deal with authentic and
credible brands.
yy More customers - How your website is designed and the content that you put on the site will
determine how many people decide to buy something from you, or even come back to visit
the site again. A well-designed website will help to engage customers and keep them coming
back.

Websites:
A Window to Growth
A website is one of the single most
important marketing tools you can create
for your business. Your website should
be designed to fit your business needs.
Depending on the products or services you
offer, there may be different needs. Your
website might be a simple site with a couple
of pages, or it might require and online store
or online booking and reservations system.
The best thing to do, is to determine what
your website currently needs, and what it
will need in the future up front. Your website
should be built with the ability to scale up, so
you can continue to add and redesign your
website as your business grows.
If you are not sure what you need, you can
start by looking at some of your competitor’s
websites, this will give you a good starting
point to see the type of content they have
on their site, and what information they
are sharing. Talking with a web developer
will also help you to define the needs of
your website before you begin building and
designing.

Here are some questions to think about when
you’re starting to think about your website:
yy What’s the main goal of the website?
Is it to provide more information? Sell
products online? Provide resources for
your audiences?
yy Who are the website audiences? These
audiences should be in-line with your
brand audiences. Think about your
audience, and who will be using your
website.
yy What are some tools/options that
you know you want to include? These
could be things like an events calendar,
a news area for press releases and
updates, or an online store or booking
system.
An important thing to keep in mind is that
a website is a public-facing marketing tool.
Always go back to your branding document
and make sure that whatever you do adheres
to your brand guidelines, in both design and
content. Like all aspects of your marketing,
staying true to the brand is essential.
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Stop 6 Finance And Budgets
Funding Access
And Financing
Put simply, economic development needs
money, access to money, or revenue streams
that generate money to contribute towards
projects. Financing is a key element of any
opportunity’s development and sustainability.
Obviously, the easiest way to finance a project
is to access savings. However, this is rarely
option, and can be problematic if you want to
protect your community from losing savings in
the event of a business failure. In most cases,
economic development projects are funded by
various lending and granting programs.
The success of Indigenous economic expansion
is linked to having a solid understanding
of the available financial tools and services.
Knowledgeable governments, business owners
and individuals can create jobs and prosperity
for their communities if they have the ability
to navigate capital markets to acquire loans,
credit, grants and other essential services.
Access to these financial services is not always
as simple as it seems. Indigenous communities
governments and individuals face some
limitations that can inhibit their ability to
access capital. The Indian Act dictates that
Indigenous communities property cannot be
used as collateral. Further, Band deficits from
infrastructure projects are common and access
to inexpensive loans is rare. These barriers
discourage private investment and are a part
of the chronic underlying issues, including
institutional barriers and biases, that can hold
Indigenous economic expansion back.
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It is clear that efforts are being made to
address institutional barriers and biases. The
First Nations Finance Authority (FNFA), is a
statutory not-for-profit organization without
share capital, operating under the authority
of the First Nations Fiscal Management Act,
2005. The FNFA’s purposes are to provide
Indigenous governments investment options
and capital planning advice and—perhaps
most importantly, access to long-term loans
with preferable interest rates.
Another improvement has governments and
business leaders beginning to offer alternatives
to help bypass the legal and administrative
barriers to Indigenous communities ability to
leverage their territory and resources to support
economic growth in their communities.

Funding Access And
Allocations From
Indigenous Capital
Corporations, 		
Banks, And Foundations
Many banks have now expanded their services
into Indigenous jurisdictions, providing capital to
support start-up businesses and infrastructure.
They are enthusiastically chasing the expected
economic growth in Indigenous communities.
Before approaching a lender to persuade
them to back your idea, it is important to
have a compelling, memorable presentation.
Their criteria might include credit history,
management ability, stability of the business,

The following commercial banks
now offer services designed for
Indigenous clients, including Indigenous
communities.:
Indigenous Banking - Royal Bank of
Canada: https://www.rbcroyalbank.com/
business/advice/industry-expertise.html
Aboriginal banking services | Business
Development Bank of Canada: https://
www.bdc.ca/en/i_am/Aboriginal_
entrepreneur/pages/default.aspx
First Nations Bank of Canada - Personal
Banking:
https://www.fnbc.ca/
Aboriginal Banking – CIBC:
https://www.cibc.com/en/small-business/
Aboriginal-banking.html
Bank of Montreal (BMO) - Indigenous
Banking:
https://www.bmo.com/Aboriginal/en/
Services for Indigenous Peoples |
Scotiabank:
www.scotiabank.com/ca/en/0,,287,00.
html
TD and Indigenous Communities in
Canada: https://www.td.com/document/
PDF/corporateresponsibility/TD-andAboriginal-Communities-in-Canada.pdf
Vancity Credit Union: Indigenous
Communities: https://www.vancity.
com/BusinessBanking/Financing/
SpecializedSectorSolutions/
FirstNationsAndAboriginal/

or quality of the business plan. Some financing
is only available to businesses in certain
sectors, activities, or geographic regions.
Every lender and investor will have specific
criteria they want met before they will finance
a business. To secure financing, it is essential to
understand the details of what your lender needs.
The following strategies can help tilt the ball in
the favour of the Indigenous borrower:
yy Ensure that Indigenous entrepreneurs
are well acquainted with services offered
by banks, and in turn those banks may
be more embracing of businesses.
yy Gather the relevant evidence to show
that investment risk in the community
is low, far lower than many outsiders
could assume.
yy Have sound financial reporting
processes; these will help to enhance
Indigenous governments and their
relationships with financial institutions.
yy Raise the profile of existing successful
community investments and case
studies to boost investor knowledge
and confidence.
yy Provide better communication of
the community’s positive financial
record statistics to remove entrenched
institutional barriers and biases.
When dealing with banks and other
financial institutions, it is important to keep
in mind the following points:

Character Of The Borrower
yy Capacity of the borrower to repay the
loan.
yy Capital invested in the venture by the
borrower.
yy Conditions of the industry and
economy.
yy Collateral available to secure the loan.
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What Questions Do Lenders 		
Often Ask?
yy What are the strengths and qualities of
the management team?
yy How has the organization performed
financially previously?
yy How much money is needed?
yy What is the borrower going to do with
the money?
yy When is the money needed?
yy How and when will the money be paid
back?
yy Does the borrower have qualified
support people, such as a good
accountant and lawyer?
Finally, when negotiating loans, whether from
capital corporations, banks or foundations,
the interest rate is going to be an important
number to consider. However, it is far from
the whole story. There are other factors that
are just as important. Before committing, you
should consider the following four issues:9
1. Loan term - How long a loan term is the
lender willing to offer? Longer terms
mean higher borrowing costs and lower
payments, the question is whether
higher costs in the long run are more
of concern than lower payments each
period.
2. Loan size - What percentage of the
project’s cost is the lender willing to
finance? This will determine how large
of an investment must be made and
whether it makes sense to diversify the
lending relationship with a second bank.
3. Flexibility - What is the lender’s
flexibility on repayments? Even the best
plans can go awry due to unforeseen
Business Development Canada, “Beyond interest rates:
four factors to consider when shopping for a business
loan”

9
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developments. It is important to have a
frank discussion with the banker about
what would happen if scheduled loan
repayments were unable to be made.
Would the bank allow for temporarily
suspended principal repayments, for
example? It is important to find out
ahead of time, not during a crisis.
4. Collateral - What guarantees are being
requested in case of default? This is
where collateral is discussed. Are there
assets that can be lost in case of a
default? This risk may extend beyond
the business to include community or
personal assets. Collaterals can include
accounts receivable, pledges and liens
(equipment and other fixed assets),
inventory, real estate (if applicable
insofar as the borrower has a home that
is owned privately), personal guarantees
and third-party guarantees. The type
of collateral offered depends on the
nature of the business, the terms and
conditions of the bank, and the leeway
available to negotiate.

Attracting Investors
Another aspect of generating the funding
needed to launch and manage your economic
development project is attracting investors/
partners is a process. The following “checklist’’
represents the main steps that a community,
Economic Development Corporation or
entrepreneur can follow in order to secure
outside interest. Each step is a milestone, and
the pursuit of capital normally demands a
detailed and staged approach. Appropriate
timelines can be attached to each step to
create an Action Plan.

Table 4: Checklist For Building A Case To Attract Investment/Partners
Task/
Milestone

Description
•

Research

•
•
•

Know Your
Target

Timeline
			
to
Complete

Completed?

A significant part of packaging for outside parties is
preparation.
What is the opportunity being offered?
What does your market research show? Industry
trends? Economic trend? Competition?
Who are the major (and minor) players?

Once you have successfully researched the parameters of
the marketplace, it is critical to carry out research on the
stakeholders who might be considered for investment. This
is key in preparing yourself to approach prospective parties.
•
What is their history of investment?
•
If they are public, how does their Annual Report vision/
•
goals fit with your community economic goals?
•
Do they have the financial resources you are seeking?
•
Do they have any experience dealing, investing, or
•
partnering with Indigenous communities?
•
Who is their upper management, and how
approachable are they?
•
Do they share common values with your community?
•
Wherever feasible, build a person-to-person exploratory relationship, and determine if there is a fit (i.e.,
operating style, common values) between you both.

Expectations
from the
Target

Develop a profile of what features an attractive investor/
partner would have.
•
What are you expecting from an investor/partner? It is
prudent to keep in mind that you are still connected to
a financial investor once the money is spent.
•
Does the potential investor have other value that they
bring to your project, such as marketing and/or 		
distribution capacity, human resource and management
training, and, of course hard assets you may require
(equipment, technology, infrastructure, etc.)?

What You
“Bring to the
Table”

Work to quantify a value for what your contribution to the
project would be. The value of both (or more) parties is
often explored and compared in terms of monetary
contributions (cash or in-kind). This becomes part of the
negotiations between the parties.

Guidelines
for
Investment

Build a business model setting out how you see the
investment structured, and what you are willing to “give
up” or share with the outside party. This sets the 		
parameters for your negotiations.
With the assumption that the investment funds get spent
and the venture is operating, establish guidelines for each
party’s ongoing and even day-to-day contributions, roles
and responsibilities.
Draft a preliminary Partnership and Shareholders’
Agreement that encompasses all of the above. A corporate
lawyer can facilitate this Agreement.

35

Task/
Milestone

Description

Timeline
			
to
Complete

WIIFM
Thinking

“What’s In It For Me” (“WIIFM”) is part of the critical
thinking that encourages investment procurement.
•
Why would the party(ies) invest?
•
What benefits can they expect to accrue?
•
Does the scenario appeal to their plans to grow their
own business?
•
Do they grow by acquisition, or grow internally?
•
Do they need to enter into a deal in order to stay
competitive? Is this a “must do” situation for them?
•
Ego, pride, value and need are often considered “hot
buttons” that trigger action. Do any or all of these
apply to the target investor/partner, and, if so, can you
capitalize on these features?

Dealing
with
People

It is important to continually remind yourself that, in fact,
you are not dealing with “ABC Company.” You are dealing
with the decision-maker(s). Building personal relationships
can significantly raise the possibility of structuring a deal
and investment.

PPE (Profit,
Protection,
Exit)

Any investment scenario must also encompass PPE,
namely: How do I profit? How is my investment protected?
How and when can I exit this investment relationship? These
very features all need to be addressed in the Business Plan.
•

Business
Plan

Creating a Business Plan is of the utmost importance.
The critical factor here is that your Business Plan
becomes as much of a sales / investment package as a
plan for your business.
•
All Business Plans need to be targeted to the 		
anticipated readers of the Plan. They are audiencedriven.
•
Financial projections need to include:
Start-up costs.
•
Investment sought, and use of funds.
•
The possibility of leveraging funds from government.
Any such funds become YOUR financial contribution to
the project.
•
Profitability, and the ability to sustain profits.
•
Ability to repay loans.
•
Positive cash-flow generation.
•
Costs that can be controlled.
•
Reasonable year-to-year growth.
•
Management from within your community is
important, since it is unlikely the investor/partner will
undertake a day-to-day role.

Visuals

Photos and any other visual aids will make the document
more reader-friendly. These packages are the IEDC’s calling
card to a potential investor and should reflect the 		
character, personality and culture of the Indigenous
community to which this opportunity belongs.

Window of
Opportunity

In order to stress the importance of a timely investment, it is prudent to discuss the timing to launch the
opportunity. This may be governed by market conditions or
opportunities, government or regulatory changes, or
any other factor that helps determine the expected and
necessary time frame for investment.
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Completed?

yy Variable costs – the more you sell,
the higher the costs, e.g., materials,
shipping out, etc.
yy Semi-variable costs – can vary monthly,
e.g., salaries, advertising, telephone, etc.
yy Revenues – how much you will make
on the sale of your product or service
(expressed in units sold and dollars).
yy Profits – what is left after all costs.
Cariboo Chilcotin Jetboat Adventures offers
tours of the Fraser River through Tsilhqot’in
(Chilcotin) Nation

Budgets
In creating an economic development
strategy you not only need to understand
what financing is available but also how much
operating the project will cost, in development,
ongoing day to day operations and in any wind
up or closure activities. A budget is a model
of all expenses out and all revenues in. Ideally,
at the end, you have more revenues than
expenses and you generate a profit.
Developing a budget is essential for
community led economic development
strategies as well as for independent
entrepreneurs. Remember, if you don’t know
where you are going, you may wind up
somewhere you don’t want to be.
Before we go through budget examples, it is
worthwhile to understand the categories of
items that are included.
yy Start-up costs – what you need to get
into business.
yy Direct costs – if producing, importing or
reselling – costs related to the product,
freight, labour, packaging, etc.
yy Fixed costs – same every month, e.g.,
rent, insurance, leases, etc.

Types Of Budgets
There are basically three types of budgets:
Start-Up Budgets to establish how much
money you would need before you actually
start generating any revenues. This would
typically include “hard costs” such as
equipment, computers, furniture, etc., and “soft
costs” such as website development, legal,
accounting, and, of course, working capital to
pay monthly bills and costs as you launch and
start to build your enterprise.
Operating Budgets will clearly demonstrate
how much revenue you expect to generate,
and what your costs will be. Your Operating
Budget would include estimations of your
Revenues, Labour, Gross Margins and
Operating Costs to run your venture. Costs
would include (but not be limited to) materials,
insurance, rent, marketing expenses and
administrative costs, etc. Operating costs
would only include “cash-out” items, meaning
that depreciation on equipment and such
would not be considered.
Cash-Flow Budgets are designed to show
monies in and monies out of a business. Why is
this necessary? Your revenues may be seasonal
and impact on your ability to generate cash. Your
collections of what your clients owe you might
take longer than your need to pay suppliers and
overheads like electricity, rent, leases or other
items that demand attention on a timely basis.
The net effect of all this determines what Line of
Credit your business may need.
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Lakeshore Resort & Campground offers unparallelled Ktunaxa cultural experience and
opportunities to explore the beauty, recreation and relaxation on the shores of Lake
Windermere, near Fairmont Hot Springs

Stop 7 Review And Evaluate
Periodic review and evaluation of your IEDC
will help ensure long-term sustainability. If the
market is changing, you need to change with
it. But you will only notice if you take time
to review operations. Measuring economic
results helps to demonstrate the impact and
outcomes of the Economic Development
Strategy and the ways in which it supports and
deepens the community’s values and priorities.
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Measuring economic results accomplishes the
following:
yy Provides a “snapshot” of how a
community is doing economically.
yy When comparing between time periods
(recommended every six months), the
measure provides indicators of change,
both positive and negative.

yy Helps deliver “best land-use and asset
allocation planning” by identifying what
economic activity is best utilizing the
community’s assets.

yy Identifies where gaps may be in the
economic sector of a community, (i.e.,
which assets are being underutilized).
yy Further identifies the sectors that are
contributing the most to the community’s
economic activity, and well-being.
yy Highlights what sectors might demand
the introduction of training programs,
certification, or entrepreneurial training
and mentoring.
yy Allows the community decision-makers
to compare the results against any
strategic planning previously carried
out, or, alternatively, provides a basis
for future strategic planning focus.
yy

Measuring success of the Economic
Development Strategy and individual projects
should be related directly to the goals and
targeted economic drivers of the IEDC’s. The
impact of the Indigenous Economic Development
Corporation can be demonstrated by assessing
both the qualitative and quantitative results
delivered by the organization. The Evidence
Network (“Measuring Innovation Impact,” 2014)
generated a simplified model for measuring
impact.10
Conor Meade, “Measure for Measure: The Unique
Challenge of Assessing Innovation Programs’ Impact” (15
March 2017)

10

yy

Model For Measuring The Impact Of Economic Development Strategy Or Project

INPUTS

OUTCOMES - IMPACT

OUTPUTS

Activities
of IEDCs

Companies and
communities
w/improved
resources &
capabilities

Money				• Knowledge, expertise
Infrastructure			• Promotion
Relationships			
• Business linkages
Business support 		
• Innovation capabilities
Initiatives			
• Financial capabilities
Etc.				• Etc.

Companies
and
communities
w/improved
performance

Socioeconomic
benefits

• New products, services
• Faster time to market
• Increased revenues
• Increased investment
• Increased employment
• Increased market share
• Environmental benefits

ASSESSMENT DIMENSIONS

• Health and social benefits
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Below are some categories by which the IEDC’s performance and ability to deliver results can be
measured.

Table 5: Qualitative Categories To Review IEDC Performance
Qualitative Reportable Impact
Community support, and the degree to which stakeholders agree with the IEDC’s operations and holdings
Interest from the community, and involvement in the IEDC’s strategic planning and opportunity considerations
Effective liaison with Chief and Council
Contributions to the strategic economic planning and direction of the community
Effective liaison and cooperation with the Economic Development Manager / Officer
Relationship-building with the regional government, neighboring communities and businesses
Networking activity at events and conferences to promote the opportunities of the community
Positive media attention regarding the IEDC
The degree of innovation in planning and delivery of its role
Perceived strength of management
Transparency and accountability of operations and performance
Capacity enhancement of community stakeholders
Support for community entrepreneurs, and deliver mentoring and training as may be viable
Socio-economic development whereby IEDC’s operations contribute to the health and well-being of the
community
Generating profits that were reinvested in IEDC-held community businesses
New investments received into community-held enterprises under IEDC’s mandate
Joint ventures and strategic alliances entered into
Loans repaid or paid down during the last year
Asset value increase based on an independent valuation of the assets under the IEDC’s control
Number of Indigenous jobs created within the scope of the IEDC’s economic development mandate
Company growth of the corporations within IEDC’s investment portfolio
Performance targets met or exceeded
Financial contributions to the well-being of the community
New products, services or business interests entered into or generated
Investment into existing businesses owned by community members
Support modernization of community-held enterprises
Investment in high growth, high impact sectors that are expected to yield job rich and predictable economic
growth
Attract outside companies to invest or establish a presence in the community
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Table 6 shows a wide range of performance measures for an IEDC that involves multiple layers
of businesses.

Table 6: Overall Performance Measures For An IEDC
Performance Benchmark

How It Measures

Businesses total

#

Businesses by employment size

#, %

Businesses created (by industry or sector) versus all businesses

#, %

Entrepreneurs

#

Business program participants still in business 1 - 5 years

#

Ease of doing business

ranking, rating, qualitative

Satisfaction rating of public services

ranking, survey, qualitative

New business start-ups (% of all)

#, %

Business closures

#, %, qualitative

Sales revenue

$

Profitability

$

Productivity

$

New products, product lines, services

#, qualitative

Exports and trade activity

$,% growth

New market development

$

Amount of financing provided (to businesses)

$

Local business assistance programs - utilization, satisfaction

#, survey, qualitative

Assessment of business workforce needs

rating, narrative

Change in educational attainment

#, % change

High school, college drop-out rates

#, %

Population

#, % change

Youth return rate after post-secondary education

%

Training programs

#

Training capacity

#

New development projects

#, $

Relationships with business

#, survey, qualitative

Relationships with residents

#, survey, qualitative

Relationships with educational institutions

#, survey, qualitative

Public-private partnerships

#, qualitative

Community outreach - meetings, workshops, presentations, forums

#, survey, qualitative

Community engagement – quality of ideas generated or implemented

Interval scale (H,M,L), qualitative

Local/regional partnerships

#, size, type

Information sharing with stakeholders

#, qualitative

Positive media coverage

#

Website ranking (search engine optimization)

#
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Performance Benchmark

How It Measures

Community/client satisfaction

Interval scale (H,M,L), survey,
qualitative

Client success stories

#, qualitative

Economic development expenditures

$

Assessed values by category

$

Cost of living

$

Housing availability

#

Housing condition

#, %

Rents, monthly

$

Building activity (commercial, industrial, residential, institutional)

#, $

Access to capital (availability of local and senior government grants,
loans, subsidies)

#

Jobs created (full-time, part-time, contract, seasonal)

#

Wages and salaries

$

Average incomes - personal, family

$

Average hourly wage

$

Skills inventory

#, qualitative

Unemployment rate

%

Youth unemployment rate

%

Participation rate

%

Job openings

#

Partners

#, qualitative

Projects

#, qualitative

Recipients of training

#, qualitative

Entrepreneurs assisted

#, qualitative

Business survey (BR+E) projects

#, qualitative

Marketing campaigns, type, reach, efficiency

#

Marketing expenditures

$

Goals met

#

Health facilities (hospitals, beds, health centres)

#

Average life expectancy, morbidity, mortality rates, other health measures

#

Schools

#
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Aboriginal Journeys Wildlife and Adventure Tours is Campbell River’s longest
running whale watching and grizzly bear tour company.

Stop 8 Where Do We Go From Here?
In 2015, the Canadian Chamber of Commerce
stated that Canada’s ability to leverage its
natural resource endowment depends on
addressing concerns over the social impacts
of resource development, especially in
relation to how it affects Indigenous peoples
and their communities. Many businesses
recognize that Canada, as a signatory to the
UN Declaration on the Rights of Indigenous
Peoples, has committed to upholding
principles of “free, prior, and informed
consent”. We are also seeing the tides of
social acceptance in Canada turning and
much of the Canadian population supports
Indigenous actions that block the work of
businesses that attempt to push through
their lands without consent.

Further, even if courts side with the business,
those who neglect to create support in
the Indigenous communities they impact
have seen their share values have suffer
and projects significantly delayed due to
Indigenous protest.
Indigenous peoples are key players in
determining Canada’s economic future. A
special report by TD Economics notes the
following trends:
1. Recognitions of rights and title is
changing the nature of Indigenous
participation in Canada’s economy.
2. Increasing access to resources and
capital, settlements, interim measures,
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specific claims, businesses and related
activity, and other portfolios of financial
and real assets, has increased the
influence of Indigenous people in the
Canadian economy.
3. Canada’s Indigenous youth represents
the fastest-growing domestic
demographic in Canada, although
significant gaps in access to education,
infrastructure and training may hold
this demographic back in urban and
rural areas.
4. Indigenous groups are now seen as
important partners in the development
of land, major projects, resource
extraction, procurement opportunities,
and other economic activity across
the country. Driven by both precedent
in the courts as well as international
recognition (UNDRIP, FPIC) and Federal,
Provincial and industry reconciliation
initiatives.
5. Indigenous businesses are growing.
Indigenous rights, interests and
significant land holdings, along with
rapidly growing business opportunities,
particularly in the resource sector, offer
an opportunity to improve Indigenous
economic outcomes and open up
the potential of Canada’s economic
opportunities. In addition, the growing
numbers of Indigenous youth represent
an opportunity for the country to meet
its impending future demand for labour
posed by an aging workforce.

BC Indigenous
Demographics And Trends
According to the 2016 census, the population
of Indigenous people in BC was 5.9% of
the total BC population. The majority of the
Indigenous population reported a single
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Indigenous identity – either Indigenous
communities, Métis or Inuk (Inuit).
The provincial government identifies nine
key sectors that remain the foundation of the
Province’s economic development and have
the most potential for growth. These sectors
include:
yy Advanced Manufacturing;
yy Agrifoods;
yy Forestry
yy International Education;
yy Mining & Energy;
yy Natural Gas;
yy Technology & Innovation, including
Clean Tech & Digital Media;
yy Tourism;
yy Transportation.
In addition to these nine key sectors, the
Provincial government also identifies
climate leadership, international trade, and
small business development as important
cross-sector areas that will help drive
competitiveness across the economy,
supporting current and future growth in the
province. These three areas were viewed as
driving forces for BC economic growth, and
cross cut all areas of the economy when the
provincial government updated its Job Plan in
2017.
The time is ripe for Indigenous communities
and leaders, looking to develop and operate
an IEDC. We have a strong economy and are
moving towards better and more positive
relationships with Indigenous and nonIndigenous communities. We hope this booklet
and the larger companion document In the
Black: Indigenous Economic Sustainability
Roadmap give you the inspiration and tools
to begin, support and expand your economic
development journey.

