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Executive Summary

In June, 2009, Thebacha Business Development Services (TBDS) contracted the Acadia Centre

for Social and Business Entrepreneurship (ACSBE) to facilitate a thatag strategic planning

summit with its General Manager and Boarof Directors. The purpose of the planning

sessions was to (a) establish a clear direction for the nefstyg&ars (b) identify the
opportunities and challenges facing TBDS (c) e
(d) energize and unite the boardround a central vision and mission, and (e) establish clear

goals and strategies for the nextByears.

The outcomes of the summit are summarized as follows:

e TBDS envisionsa vibrant, thriving regional economy led by entrepreneurs who
have access tahe resources and encouragement they need to pursue their goals
and ambitionsThi s i s, in TBDSO6 perfect wor |l d, t hi s
affairs in the East South Slave Region

e TBDS will contribute to this vision through its mission: fo contribute to the
economic growth of the East South Slave region by providing all potential, new
and existing businesses with access o business counselling, educational
opportunities, and financial supportin contrast to the vision statement, the
mission statements aboutwhat TBDS actually does, rather than what it aspires to
achieve. The vision and mission will be the criteria against which all future
actions and opportunities are measured.

e TBDS spent time during the summit discussing its organizational ceedues and
guiding principles. That is, the unique values that capture the essence of the
organization. Among other things, the planners felt TBDS culture is best
characterized by its graseots approach, its flexibility to make quick decisions,
its professional and opemminded approach to dealing with clients, and the
personal passion of its GM and board.

e A good strategic plan takes into considerat

weaknesses, and the planning group spent considerable time identifyihgse.
TBDSstrengths and weaknesses include (among other things):
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T B D Stbengths T B D SV@aknesses

e Capalte and committed GM e Lack of core funding (funding is

e Reputation for professionalism in year-to-year) and human
dealing with clients, partners. resources

e Ability to make quick loan e Size of market and economy
decisions and do high risk loans e Lack of lending capital

e Aftercare services and ongoing e Lack of board training
client support e Geographic distance between

e Relationships (ITI, NACCA, MLA, regions
etc) e Marketing/awareness

e Accessible to everyone e NWTCFA too spread out to

e Annual trade show present united approach

e Diverse board e Loan recovery not as high as

e Easyto-do paperwork traditional lenders

e A great deal of discussion centred on TBDSO v

nurturing stakeholder relationships. The planning group spent time not only identifying
important stakeholders (there were 280 identified), but answering the questianow can
TBDS best collaborate with these stakeholders to help ensure they reach their
organizational goalsPhe board and GM agreed that developing stronger stakeholder
relationships is among the foremost strategies for growing its overall impécshould be
noted that in the month prior to the planning summit, TBDS and ACSBE administered an
in-depth survey to various stakeholders (the results of which can be seen in the
appendices). The results of these surveys were a focal point of discussion thratgho

e Based on all the disussions over the three days, TBDS has established a set of 8 goals. The
GM and board agree that a commitment to implement and measure these 8 goals will drive
progress and help TBDS achieve its vision and mission. These goals are:

To build TBDS6 reach and resoctem@-és by secur
year) core funding

To foster closer, more mutually supportive relationships with our stakeholders
through open and frequent communication, partnerships, and resosrearing.

To build a stronger presence for TBDS in all our constituent regions, particularly
Fort Resolution and Lutsel Koe

To enhance the ability of our board membeisand GMi to serve the organization
and represent it in their respective communities

To stimulate an attitudinal shift whereby individuals come to see s@mployment
as a viable and admirable career choice
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To measurably increase our lending capacity while continuously improving upon
the quality of our loans

To deliver a broad range of busineasd entrepreneurial education programs to
current clients, prospective clients, and youth.

To work with all Community Futures partners to create a more consistent delivery
model and a stronger, more recognizable brand

e The planning group spent time devefing a business case for growth. That is, they
identified strategies that will best position the organization to acquire core funding. This
business case will be built around past client successes, measurable indicators of good
managementa clearunderstanding of future opportunities, and stakeholder support.
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Introduction

The Thebacha Business Development Servicgsore often referred to a simply

TBDS is a @mmunity based, Community Futures Development Corporation

operating out ofthe East South Slave region of the Northwest Territories. Based in

Fort Smith, it services three regidias: Fort S
vision issimple:

AA vibrant, thriving regional economy [ ed by
resources and encouragement they need to pursue their goals and ambitions.

It aspires to contribute to this vision through its mission:

ATBDS contributes to the economic growth of
providing all potential, new and existing businesses with access to business
counselling, educational opportunities, and fFi

Since its inception in 2001
Thebacha BusinessDevelopment
Serviceshas steadily continued its
ascent into a leadership position
within its constituent
communities It has done so
primarily by providing access to
financing for small and micro
businesses in the region. However,
it has also gained recodggion by
providing individuals with the
education and resources necessary
to be entrepreneurial in their
approach to business and lifdts
success has been driven largely by
the commitment and action of its
General Manager and board of FigureliThebacha Business Develop
directors, but alsdy its propensity Directors

to take risks where other financial

institutions may not. It is evident T particularly through discussions with

stakeholders that TBDS is well regarded in the region. This is further evidenced by

the success of its clients.

Recerly, T B D Board of Directors hasrecognized a need tengage once again in the
strategic planning proces@he last strategic plan beingompletedaround 200§. The
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purpose ofentering this process wat reinvigoratethe organization and tcclarify its
vision and direction. The end goal is to ensur€ B D Somtinued relevance to its
clients, staff, board, and stakeholdersTo accomplish this, TBDS contracted the
Acadia Centre for Social and Business EntrepreneursiaCSBE)to facilitate this
process.On June 9, 10, and 112009 ACSBE facilitator Joel Stoddajbined T B D S 6
board of directors and General Managerin Edmonton, AB to complete a 3day
interactive planning process This report is designed to summarize the outcomes of
the sessins, and to provide recommendations on how to build upon this process in
the future.

The boardand staffmembers who participatedvere:

Westly Steedi General Manager Arthur Beck - Board
Allen Schaefefi Board Ray Simon- Board
Earl Jacobsoii Board Tom Lockharti Board

Greg Heroni Board

How to Uselis Report

This report is intended to document both the process and outcomes of Tiebacha

Business Development Servidiestrategic planning activitieghat occurred June 911,

2009 First and foremost, it is considered a working document intended primarily for

internal use. While it can easily be used for external purposes (i.e. for stakeholders,

clients, etc), it contains a lot more detail than the casual observer may wish to read.

Often, organizations choose to prepare abbreviatedi and less process orienteid

version of the strategic plan for widespread public consumption. Such a document

would be more focused on outcomes than processes, and therefore better suited for

public digestonand wunderstanding. This consolidated r
conducive toattracting buy-in from TBDSvarious stakeholders.

This report, then, should be used on an ongoing basisTBDS B o a rirettorg f D
General Manager, and staffACSBErecommends thatTBDS uses this report in the
following ways:

1. As a focal point for future strategic planning activities, to save time, resources,
and redundancy when generating new ideas in the future.

2. To refamiliarize board and staff members and acquainew board/staff
members to the process that was followed to achieve these results. In this
regard, it will provide continuity to the plan and the planning process.

3. As the basis for progress reports at future board and staff meetings.
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4. As a working documentthat is updated frequently, athe discretion of the
General Managerand board. It is recommended that this be undertaken at
least quarterly to ensure the document remains current.

5. As a motivating tool to keep board and staff members on track, andliire
with the vision, mission, values, and goals of the organization

Because this report is a working documerkBDSstaff and board members should feel

at ease fimarking it upo as they see progress t
relevance of vaous pieces of the document (chiefly the goals and objectives), and if it

is not kept current it may become obsolete and unusable. Board and staff members

should feel comfortableinserting new ideas or identifying milestones in the white

space throughoutthis report. Do not feel as though you are undermining the plan

when you feel it needs change.

Finally, we ask you to always remember that this igour plan, with your ideas
containing your knowledgei ACSBE simply facilitated the process. We believe you
have established a solid baseline plan thatf followed i will contribute to ongoing
success for th&@ hebacha Business Development Services

What is Strategic Planning?

Strategic Planning is a process through which the people who guideaaganization
envision its future state, as they most want it to be, and then develop the best and
most appropriate strategies to move from its current circumstances to that future
state.

In a real sense, strategic planning is about managing change andtiog the kind of

future TBDSwants. It involves honest selfevaluation, a clear and wide view of reality

(the fAbig pictureo), <critical decisions about
choices about priorities and resources.

The importance of stategic planning can be summarized by the followirgiatement

FfEntities (whether they are large businesses or small businesses;foGt
profit societies or professional partnerships) that enjoy enduring success have
acorefivi si ono, a nandcare valunesisitireanaire fived nvhile
their goals and operational strategies and practices adapt to a changing
worl d. o

Source: Builtto Last: Habits of Effective Organizations

Page P



ACSBEG6s strategic planning procegmams: i s best rep
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As the diagram above shows, strategic planning

true that the core values, vision, and mission form the foundation of the organization,
you will notice that there are many interrelationships in the process; a charigeone
area can (and most likely will) have a ripple effect through all others. Finally, note
that everything the organization does should relate directly back to its vision.

A second model for understanding the strategic planning process is seen below:

ACSBE's Approach to
Strategic Planning

Where the foundational issues give purpose and context to the operational issues.

F.Y
Action plans

A=

Core Values & Services | Projects
Principles

Core Values &
Principles

Goals and Objectives

Mission

"
/ Vision

Core Values &
Principles
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As this diagram shows, thespecific services(i.e. financing, counselling, education,

etc) that Thebacha Business Development Serviodfers are the end result of a much

bigger picture. In fact, they are the byproduct of a vision, mission, and core values

that bind the organization together and provide a solid foundation. As the years go

on, the specificproducts and services may change buteth ir oot sd of t he or gan
(vision, mission, core values) willikely remain the sameA change in vision and

mission represents a major overhaul in the direction of the organization.

Benefits of Strategic Planning

Strategic planningoenefitsorganizations like TBD3n many ways. Specifically it can

U Improve the likelihood of achieving results

Clarify roles forboardand staff members

Convey vision, mission, goals and activities to key stakeholders

Provide a base against which progress cambheasured

Build stronger teams

Identify solutions to problems

Give focus to priorities

Develop a framework for making effective decisions and allocating resources

[ et B ant S o S et A o N a

More and more organizations are recognizing the value of effective planning in
t oday 6 smed. iHaving aofutureoriented vision of where they are going and
taking the moststrategic action to get theré are essential factors in the success and
survival of organizations involved in strengthening the social, economic and cultural
fabric of canmunities.

Why Strategic Planning for

Thebacha BDS?

The Thebacha Business Development Serviéesivery successful organization with a
long history of providing essential servicesof its clients. So why, then, was there a
need forTBDSto engage in strategic planning at this particular point in time? There
are two reasons.

First, in the life span of any organization, there are certain turning points; points in
time when an organization is facing new opportunities anfpossibly) compettive
circumstances, to the point where continuing on cruise contrdl even if cruise
control has provensuccessfuli is not the best option. These turning points are
characterized by opportunities and challengesgnificant enough to warrant more
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than apassing discussion. They require intense focus and formal contemplatkeor.

the Thebacha Business Development Servic#ss turning point is best characterized
by its shift along the organizational development continuunwhich consists of five
stages (aseen in Appendix B Organizational Life Stages:

¢ Imagine and Inspirg(Conception)

¢ Found and Frame (Introduction)

e Ground and Grow (Growth)

¢ Produce and Sustain (Maturity)

¢ Review and Renew (Reinvention or decline)

Essentially, TBDS is quickly moving fromt he@ r 6 und a mphbse gfrtoew 6
organization (which is accompanied by a set of organizational traits and activities)
intoptbdude aphase of thesarganization. This shift often presents new
realities and circumstances and requires orgaatipns like TBDS to strategize about
how to respond to these new realities. A further review of Appendix B will help
clarify this shift.

In addition to this lifecycle shift, there are timesduring the evolution of an
organization where its leaders must new their commitment to the success of the
group, and breathe fresh new ideas into it, ensuring it remains progressive and on the
cutting edge.

For Thebacha Business Development Servicéizat time is now. As you will see
throughout this report, there areseveral opportunities for growthand progressand
several actions that must be taken in order to maintain current succesBefore we
examineThebacha Business Development Servigeision, and mission let us briefly
review the process and timelinesed to arrive where we are today.

Date(s) Activity

April -May 2009 Stakeholder online surveysdesigning
the planning process fofBDS
June 9, 2009 Session one: introduction to strategic

planning, vision, missiongcore values,
strengths and weaknesses

June 10, 2009 Seswn two: finalization of vision,
mission and core valuesdentification
and analysis of opportunities and
threats stakeholder analysis

June 11, 2009 Session three: establishing strategic
priorities, crafting goal statements
creatingthe business case for expansio
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Vision Statement

Vision is the organiaAatiedh@streasonsion befhg
idealistic motivations br doing the work of the organiation. It does not describe the

or gani z at iordangétslientswort cpstomers. Rather, @aptures the soul of the

organization.

Vision lasts for the longterm and is often confused with mission the specificactions

or business strategies of the organization whichight changeseveraltimes in the

long-term. Vision is also something that isisually unattainable. For example, you

might achieve a goal or complete a strategy but you canrmnt i r el y adcompl et e 6
purpose; it is like a guiding star on the horizoi forever pursued, but neverully

reached.

Although a vision does not often change, it doeégspire change.The very fact that a
vision can never be fully realizé means that an entity can never stop stimulating
change or progressg toward it.

THE PROCESSVITH THEBACHA BUSINESS DEVELOPMENSERVICES

Before explaining the process used to assist fhieebacha Business Development
Servicesn developing a vision statement, it is important to acknowleddjeere was no
clear vision statement in place prior to the session. Although many of theard
members felt they generally agreed on what their vision was, they also agreed that
now would be a good time to go through a process of creating a succinct statement.

To assist theparticipants in developing an updated vision ACSBE posedwo
guestions to the group:

|l magine it was the year 2018, and you could pe
What would you see that would be different from what you see today? What would have to
be taking place for yohuachia wBalkS hugps adnodn es aiyt sfi tjh

Imagine once again that the year is 2018. In a perfect world, what would your clients say
about you when you weren6t |istening? What abo

community? Please answer this in the formf quotations.

What would the people of the TBDS region FEEL as a result of the work you have done?
Please answer this in the form of FEELINGS only (i.e. confident)
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While the full results to the answers of thesguestions are seen in Appendix,C
there were several key discussions and realizations that occureedroute to the
final iteration of the vision
statement

1. None of the participants
were able to ecite the vision
word-for-word:  primarily,
this is because no previous
vision statement had ever
been articulated. Although it
is important T again 1 to
point out that the board
members each had a good
grasp on what they felt the
vision was ACSBE®
experience shows it is critical
for everyone to fully
understand the scope of the
organizational vision. It is Figure 37 68 Portage Avenué home of TBDS
only when board and staff know
it word-for-word that the message to the outside community is consistent.
Moreover, it is important from an internal perspective that staff and board do
not interpret the vision to mean different things.

2. The desired end state s a ovibrant and thr
Slave regionit was generally agreed that TBDS will know it is succeeding
when the economy in the East tfouwvhn@bave re
While specific economic measurements were not discussed, it was generally
agreed that the economy wald be characterized by (a) a larger number of
businesses (b) more diverse businggges (i.e. more sectors and industries
represented), and (c)more profitable businesses (businesses seeing more
money in their pockets)

3. The term 0acc astedlannig segsioas, there/ wag a rather
i mportant emphasi s on t he term Oaccessbo, v
statement. The board membersstiogl v f el t t hat TBDSO®6 rol e was
that entrepreneurs had easyiccesgo the resources (financing, counselling,
and education), but that the onus was on the entrepreneur to leverage and
maximize the use of those resources. The board agreed thatachievement of
TBDS6 new vVvision requires an overal/l attit
existing entrepreneurs seek the support they need. In this respect, there is a
certain level of initiative placed on the entrepreneur; TBDS will gladly meet
them halfway.
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4. The terms dJbgoal sé and odambi t:aoconped may or may
board members suggested dropping either the
the vision statement, however others suggested that the two terms carried
different meanings. Thel at t er group indicated they felt
picturedéd and that ambitions were &ébig pictur

5. Encouragement is_importantit was noted by several board members during
the planning session that a significaimpediment for many entrepreneurs are
the 6softerodo tr ai t-esteemsancselimodvationc thisfsi denc e, s el
in contrast to the more technical skills, such as bookkeeping, HR
administration, and financial analysis which TBDS already providesyevell.
For this reason, the group agreed the term encouragement is very important
and should be included in the vision statement.

As a result of theseiscussions, ACSB#rafted the following vision statementdor the
groupds revi ew:

Draft vision #1

A vibrant and thriving regional economy led by entrepreneunsho see unlimited
opportunities, and who have easy access to the support needed to pursue them.

Draft vision #2

The East South Slave regidmeing defined by its entrepreneurial spirjtand
where individuals and businesseBave access to thénancial resources and
encouragement needed to pursue their goals.

Draft vision #3

A strong regional economy supported by new and existing businesses, and
where individuals actively seek the support they need to pursuetheir
ambitions

Draft vision #4

A vibrant and thriving regional economysupported by new and existing businesses
that have access to the financial resources and support to pursue their goals

After reviewing these four draft vision statements, the group ultimately
agreed on the following:
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Final Vision Qatement

A vibrant, thriving regional
economy led by entrepreneurs
who have access to the resources
and encouragement they need to
pursue their goals and ambitions.

Mission Statement

In contrast to the vision statement a high level, inspirational message about the

organi zation6s iutnhdee rrhiys snigo np ug tp ats evhae wet is reall
D 0.4t is a statement about the customer/constituenteeds being satisfied, and the

products and services being offered to meet those needs. While it is distinct from the

vision statement, it aligns very closely by answering the question: what de wo to

work towards our vision?

A good mission statement:

e Taksi nt o consideration the organizat:
values

e |sfutureorientediiTo do something by somet hi ni

e Focuse®n a common purpose

e Contain powerful verbs

¢ |s specific to the organization (not a statement that calikasily describe
the work of another organization)

e Isshort and memorabl e, so as to Astick
more than one or two sentences)

THE PROCESS:

Once again, theGM and board viewed this strategic planning sessioras an
opportunity to imagine and articulate a clear mission for TBDB. order to develop
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the new mission, ACSBE posdtree questions to theparticipantsand asked them to
answer each one individuallyThese questions were as follows:

1.

n

Using only singleaction words (i.e. advocate, lend, facilitate, etc), please list
all of the things that TBDS does.
Why do you do these things? Speak either as broadly or narrowly as you wish.
For whom do you do these things (listed in #1, above)? List as many segments
of stakeholders as possible, in order of prioritization.

What do we do?

Why do we do it?

For whom do we do it?

We é

Help

Promote

Initiate
(entrepreneurs)
Listen

Facilitate

Create
opportunities
Mentor

Create betterment
Encourage

Lend
Advisecounsel
Guide

Share (knowledge,
ideas)

Direct/refer
Identify limitations
Decide

Improve the
economy
Communicate
Educate

Maintain
confidentiality
Support (their
ideas)

Empower

Use successful
businesses as
models
Partner/collaborate

We do thise

To improve our way ofifie
To grow community
businesses

To allow people to learn
To learn from people

To prepare entrepreneurs
for reality of business

To prepare youth

To create economic stabili
To keep businesses
expanding

To ensure we continue to
adapt to change

To helpbusinesses connec
with each other

To be a conduit/liaison

To improve ourselves and
our clients

We do thisforé
Communityat-large
Business community
Individuals
Governments
Schools/colleges
(Awakening Opportunities
Within)
Youth/students
Local organizatias
Volunteers

Funders

Members

Ourselves

Future generations
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While the full responses to these questions can be seen in Appendi¥hBre were
once again several prevailing conclusions from the group:

1. Once againno participants knew the existingmission this i once againi is
because up until now, there has been no formal articulation of the mission.
However, just as was the case with vision, it is important for staff and board to
have a strong ability to recallThebacha Business Development Serviges
mission statement.Even though there was general agreement on what the
organization is trying to accomplishthe inability to draw on a common
statement cancreate an unnecessary level of confusion both internally
(between staff) and externallyt¢ stakehotlers and partners).

2. Potential, new, and existing businesses must be includedfinally, the board
members felt t hat TBDS6 services existed s
businesses and new staups. However, through the discussion, it became

clear t hat TBDS®6 services extended beyond t he:c

population. The third population of interest, then, are those individuals who
have no current plans to start a business, but who might be encouraged to do
so at somepoint in the future. Mostly, this is a reference to youth who are
currently in the school system, however it does not exclude the adult
population.

3. dusiness counsellingis preferable tabusiness advisofyduring the creation of
the mission statement, several terms were suggesteth a t alluded to TBDS
business counselling services. They included business advisory, business
advice, business information, business knowledge sharing, business instruction,
and a few others. However, it was agreed tha
was the best among these, primarily because the other phrases inferred that
TBDS would somehowte// the client what to do. It was a point of principle
that TBDSO0 role is to inform the client and
decision is wultimately the clientdés to make.

4. 6Accessd | s ajust likegnehre aision gtatemend, the boardral
GM agreed that it is TBDS® role to provide
educational opportunities, and financial support. If we were to eliminate the
word access from this statement, it would represent a significant change to the
mission, particulary as it relates to the financial support component.

Throughout the discussion severatission statemergwere proposed
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Draft mission #1

To contribute to the economic growth of theEast South Slave regiaby
providing all new and existing businesseasith businesscounselling
educational opportunities, andinancing

Draft mission #2

To provide new and existing businesses with business counselling,
educational opportunities, and financial support.

Draft mission #3
To stimulate the East SoutfSlave regional economypy providing all

individuals with easy access to businessaadvice educational
opportunities, and financial support.

Draft mission #4

To prepare entrepreneurs in our region for the realities of busindss
offering soundadvice workshops and financing.

Draft mission #5

To enharnce the regional economy by providing business loalesirming
opportunities and business counselling to all new and existing
businesses.

Final Mission Statement

To contribute to the economic growth
of the East South Slave region by
providing all potential, new and
existing businesses with access to
business counselling, educational
opportunities, and financial support.
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KEY POINTS/DISCUSSIONS FROM VISION & MISSION:

1. All goals and objectives shoultéflect the vision and missiorthe relevance of the
vision and mission are that they set the foundation from which all goals,
objectives, and activities should emanate. In this sense, the vision and mission
become the yard stick against which all new oppanities are measured. For
example, if a new project opportunity arises that does not focus on business
counselling, business education, or financial support, TBDS must seriously
guestion why they would be involved.

2. Use of vision/missionit was generaly agreed that the vision and mission shouid
whenever possiblég be used together. Whileeach one could stand alone, the two
really support each other, and should not generally be used in isolation from each
other.

3. One sentence is enougia few versionsof the vision and mission statement
turned out to be multiple sentences, however it was agreed that TBDS should
strike a balance between brevity and clarity. At 24 and 30 words (vision and
mission, respectively), the group agreed both could be articulatgdarly and also
be memorable.

4. How to highlight the vision and missionthe participantsseemed happy with the
new possiblevision and missionstatements and felt it was important to seize any
opportunity to share it with clients and stakeholders. Theh that the vision and
mission could bepublicizedin the following ways:

e On letterhead e On envelopes

¢ On invoices e On promotional materials

¢ On business cards ¢ In presentations

e On a future website ¢ In training documents orhandouts
e On partner websites e As an email signature

e On board minutes

Core Valuesbeliefs, and principles

Core values are the essential and enduring common bejigtsilosophies, values, and
guiding principles that unite members of an organization around its cause. When
combined, they help to create a unique organizational culture, which shapes the way
members interact with each other and with external stakeholdeiGore values require
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no external justification; they haveintrinsic value and importance to those inside the
organization.

AThe core values embodied in our credo might
that is not why we have them. We have them becauseeshdefine for us what
we stand for, and we would hold them even if they became a competitive
disadvantage o
~ Ralph S. Larson, CEO Johnson & Johnson

The core values of an organization are a mixture of the values of the individual team
members and thevalues embodied in the culture of the organization. Organizational
core values exist in relation to clients/customers, employees, the community, and any
other relevant stakeholders.

THE PROCESS WITH TBDS:

Establishing core values requires a process of structured thinking, deliberation,
reflection, and open discussion. To stimulate this process, the ACSBE facilifatsed

a series ofour questions to the GM and board members

What fivewords i above all othersi would you want stakeholders to
associate with Thebacha Business Development Services?

If you were to sit down with a new board member or staff member, how
would you describe your organizational culture?

Finish this sentence:av b el i eve t hat small business(es)
Finish this sentence:av t r ul'y bel i eve our clients deser
These questions provoked a great deal of discussion within the facilitated session, and

the unstructured results can be seen in Appendix B. However, fiirgal results are as
follows:

The organizational culture of TBDS is best
characterized by:

A Our grassroots, communigbased approach to serving clients and working with
stakeholders

A Our fair and operminded staff and board, who serve and evaluate eadient
in his or her own context, regardless of their situation

A Our unbiased and norpolitical approach to seeking change and betterment in
the community
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Our flexibility to meet unigue client needs, and our ability to make quick
decisions to meet the needs our business environment

Our adherence to professional standards when dealing with all constituents,
and commitment to confidentiality.

Our belief that clients are best served when we work with them and not for
them.

The personal passion our board arsfaff have for the prosperity of the East
South Slave region

Our belief that clients deserve to be assisted in an environment that is
welcoming and comforting, not intimidating

Our belief that entrepreneurs and small business are a critical driving force
behind not only economic success, but overall prosperity.

S T S o o o

Assessing theOrganization

(Internal and External Analysis)

In order to create efiective and relevant goalsgpals that align with the vision,
mission, and core values), an organization muske stock ofi and factor ini its
internal and external environment. Strategies that do notincorporate these two
environments are arbitrary and lack ratioale. For that reason, they tend to be less
successful in the longun.

THE PROCESS

The internal analysis requires the organization to conduct an open and honest
evaluation of its currentstrengths and weaknesseSW). It succinctly answers the
questions,what are we good at, and what are weot so good at?Throughout the
process (a process largely consisting of group brainstorming, individual reflection, and
stakeholder surveysp large number of strengths and weaknesses were brought to
light. They were as follows:

INTERNAL ANALYSIS:

Thebacha Business Dewwiment Servicegoerceived strengths and weaknesses are as
follows:
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TBDSOWeaknesses

TBDSO0Strengths

e Capable and committed General
Manager

e Reputation for professionalism in
dealing with clients, partners.

e Community-based/grassroots

e Communication(internally and
externally)

e Ability to make quick loan
decisions and do high risk loans

e Aftercare services and ongoing
client support

e Relationships (ITI, NACCA, MLA,
etc)

e Know their clients

e Office location, atmosphere

e Work done with NWTCFA

e Dedication of saff

e Well-trained staff

e Accessiblgo everyone

e Website

e Annual trade show

e Easyto-find, welcoming

e Experienced

e Openminded

e Library of resources and
information

e Respect of government

e Collaborates well with community

e Many client success stories

e More focused inrecent years

¢ Non-political nature

e Diverse board

e The Business Centre

e HR pilot project

o Easyto-do paperwork

e Video conferencing capabilities

Commentary onkey strengthsand weaknesses

Lack of core funding (funding is
year-to-year)

Size of market and economy
Lack of lending capital

Short staffed

Geographic distance between
board

Lack of board training and
meetings

Geographic distance between
regions prevents intense focus or
each region

Marketing and overall awareness
NWT CFA too spread out to
present united approach
Equipment lacking/outdated
Renovations needed

Capacity to absorb losses
Loan recovery not as high as
traditional lenders

Stakeholder engagement

As the preceding table shows, th&hebacha Business Development Servidesan
organization characterized bya variety of desirable strengthsWhile most of these
strengthsrequire little explanation, there are a few that appear to be more central to
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the organizationds success than toreveer s. The pl
those key strengths:

1. Leadershijp by the General Managerthrough the various staff, board, and
stakeholder consultations, it igvident thato n e o f moEtB/&ualile asseis
its General ManagerThis is not surprisinggiven that TBDSis largely aservice
based organizatiorfmost not for profits would rank human resourcess their top
strength). Given the small size of the organization (currently, the GM is the only
paid staff member), it is somewhat inevitable that the success oruial of the
organization will depend on his leadership and commitment (as opposed to some
process or system).

While it is clearly desirable for TBDS to have strong leadership, it could be

considered a risk that the organization depends so heavily on ondividual. If,

for example, the General Manager were to exit the organization for any reason,

much of the organizationds knowledge and co
him. This may set the organization back caiderably, although accession

planning and bng-term strategic planning goes lng way in reducing this risk

This strength can beand should bepreservedby ensuring the General Manager

receives continued professional development opportunities, which will continue

to increase his capacity to sernthe TBDS and East South Slave region.

2. Dedicated board many would argue that TBDS current board is the
organi zati ondstoaaedtt ied felcd aboadidgatmiteado day 6 s
towards a shared vision (b) trusting of one another (c) committed beyond formal
obligations and duties and (d) optimistic that further growth and success can take
place. As TBDS continues to nurture this aspect of its organization, they may
want to consider creating a formaboard succession planSuch a plan would
enable this strong board dynamic to contint
expire.

3. Arftercare servicesone of the areas in which other business support organizations
sometimes falshort is in their ability to provide continued support to clients after
any formal responsibility has passed. For example, many lending institutions will
provide financing to a business, and communicate with that client only for the
purpose of ensuringpayment requirements are met. Although these institutions
certainly care about the success of the client, they often lack the resources to
provide ongoing, personal support. This is one area where TBDS appears to excel.
After the client receives funding from TBDS, they receive frequent
communication, counselling, encouragement, and support from the General
Manager. This 6éaftercare supporté ensures th
she continues to receive relevant assistance (recognizing that the seefithe
business change rapidly during the growth phase). TBDS would benefit
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significantly from acquiring more resources to provide an even greater aftercare

service.

4. Flexibility and risk-taking propensity: one of the things that sets TBDS apart
from its counterparts in the private sector (in particular thbanks), is its ability to

| The Fort miih acilof the urora = -

M| Research Institute is located ot - <

| Thebacha Campus in Fort Smith, NT. g \ e

= R © : it T T e
The Aurora College is one of several organizations that TBDS will continue to
partnerwith in the coming years.

make decisions quickly
and independently.
Through the process, it
became clear that clients

value the TBDS®
make timely loan
decisions (many

businesses cannot wait
long periods of time to
acquire financing), and to
asess clients on a cadmy-
case basis (it is generally
felt that other lending
institutions are  more
formulaic in their lending
criteria). While this does
not mean that TBDS is
free to make irresponsible

lending decisions, it does suggest that they are cdpalf serving clients who may
not meet traditional borrowing criteria. It is very important that the TBDS does

not lose this key component of its market identity.

By the same token, however, th6&M and board were easily able to identifyT BD S &
shortcomings. While none of these weaknesses were rie€e severe enough to pose
imminent dangerto TBDS it is important to remain sefaware of these challenges

and address them as necessary:

1. Moderate stakeholderengagementthis is only partially a weakness, but more so
an opportunity. By its own admissionTBDShasmore work to do in engaging its
stakeholderscommunity constituents and potential clientsin its work. Although
there are resources allocated to this area (andeed many positive relationships
in place), creating and sustaining communitynterest and participation is among
the most difficult tasks faced by nefor-profit organizations. TBDSis especially
affected by this because their outenes are so closelyrked with its community
engagement. That iscreating a thriving regional economy requires that more
people consider selemployment as a career choicdand arguably cannot be
achieved in isolation from iJ. As you will see later inT B D §odls, there are clear
opportunities to better engageartners, funders, and potential clients.
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2. Absence of cordunding. thus far, TBDS has operated quite successfully within a
framework that does not include any core funding. That is, it has no strirfyee
funding that allows it to create new programs, seek new growth opportunities,
and build internal capacity.Core funding provides much needed funding for the
basic structure of an organization, such as staff salaries, administration, facilities,
and eaipment. And although TBDS has shown an ability to do great work
without it, it stands to reason that in the absence of any core funding in the
futur e, TBDS wi || maximize its capacity (if
ability to serve a larger nmber of clients, and may also reduce the quality of
service it offers to existing clientslt is assumed thafBDSwill continue to seek
core funding in the future, and also assumed that additional human resources will
be the desired use of core funding.

3. Loan recovery given that TBDS takes significantly higher risk than do many
other I ending institutions (it is often refeée
not surprising that TBDS also facegreater challengesn the loan recovery
process. Simplyut, TBDS occasionally provides loans to individuals who either
default or are late making payments (both of which cost time and money to the
organization). While the TBDS has strong policies and procedures in place to
limit bad loans (and to ensure resery), it is important to monitor this indicator
(the loan recoveryrateo) n an ongoing basis to keep the o
position in balance.

4. Geographic separation of regionsis most stakeholders know, TBDS has a
mandate to serve three regionF o r t Smith, Fort Resol ution,
Further, anyone familiar with the geography of the East South Slave region also
knows that there is a fairly significant geographic separation between the three
communities. Given that TBDS is located in Fortvfth, this makes it difficult to
service all three regions with equal effectiveness. Although the General Manager
is mindful to spend time in each of the three regions (and will continue to do so
with increased frequency and duration), the TBDS board hdsoaagreed to serve

as Ol ocal representativesd in each of the re€
level of working knowledge, or the decisiormaking capacity of the General
Manager, it is Iimportant to have tShese champ
will see an increase in the number and quality of clients from each region (and
particularly Fort Resolution and Lutsel k6e)
STAKEHOLDERANALYSIS:
A major part of TBDSO6s external assessment was

analysis is thegprocess through which an organization:
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a) lIdentifies those

stakeholders.
b) Assesses the quality of and synergies created by these stakeholder relationships.
c) Looks to the future of these relationships tdmagine opportunities for

collaboration and partnership.
can
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Through this activity, TBDS has identified the 25 stakeholders seen beléithough
there is still work to be done with respect to this analysis (notice the table below only
partially completed), this is a strong start and should set the foundation for a more in

depth board discussion about how to strengthen these relationships

Stakeholder

Industry Tourism,
Investment (GNWT)

Business Development
Investment Corp.

National Aboriginal
Capital Corporation
Association

Indian and Northern
Affairs Canada

Clients
Board of Directors

Community Futures
Development Corp.

First Nations
Metis
Town of Fort Smith

NWT Community
Futures Association

Deninu Community
Council (GNWT)

Chamber of Commerce
Aurora College

PWK High
Restigouche CBDC
MLA

Influence

10

5.5

10

N > N o1 o

W AN NN

Link now

10

9.5

10
10

N | N o1 o

o A N AN

Questions

Involve

Has the potential
to increase

Has the potential
to change

Influence growing

Needs to be
improved

Link will decrease
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ATCO 2 2 Possibility there

NTCL (Trans. Co. Ltd) 2 3 Growth possibility
there
Doug McNiven (legal) 2 5
Students-at-large 2 4
Parks Canada 1 1
Taiga Camp 1 1
Service Canada 2 5
Education, Culture, 2 5

and Employment
(GNWT)

In the coming months and years, TBDS will be active in fostering stronger links with these
various stakeholders. At an appropriate time in the future, we encourage the board to review
this table andre-evaluate each relationship.

Goals & Objectives

Goalsare specific accomplishments that must be achieved inler for an organization

to work towards or reach some larger, overall result. For example, in order to achieve
the vision and missiorof your organization you may create several goaince this is

a very broad task, it is sometimdeelpful to use several approaches as a starting point
for establishing goals. One such approach is to set goals in relation to the various areas
that make up abusiness or organizatianboard governance, marketing, human
resources, financial managemenadministrative systems, products and servicesid
marketing.

A second approacls to set goals based on the information that was uncovered during
the SWOT (Stengths, Weaknesses, Opportunities, Threatshalysis. For example, a
goal may be to USE a strength (to a greater extent than is currently the case), STOP a
weakness, EXPLOIT an opportunity, or DEFEND against a threat. Similarly, goals
may reflect pressingssues that came to light during theeend or stakeholderanalysis.

In their final state, goals musb e A S M(8gedifi6, Measurable, Actiomriented,

Realistic, and Timebounded) Goals are made SMART through the addition of
objectives and actioritems.
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Objectivesare thethings you can do to begin reaching a godlhey represent specific,

short-term and practical accomplishments that must tahieved in total, or in some

combinati on, to reach the goalalengtheOday ecti ves a
when working towards a goal.

Action Plansar e t he strategies or plans to achieve t
t 06 s 0. thé hcdoys tatake and the methods or processes to aise daily basis
to make the goals and objectives a reality.

During the planning sessios, TBDSstaff and board agred upon the following goals
(not necessarily listed in order or priority):

To build TBDS6 reach and resources by sec
term (4-6 year) core funding

To foster closer, mommutually supportive relationships with our
stakeholders through open and frequent communication, partnerships, and
resourcesharing.

To build a stronger presence for TBDS in all our constituent regions,
particularly Fort Resolution and Lutsel K

To enhace the ability of our board membérand GMi to serve the
organization and represent it in their respective communities

To stimulate an attitudinal shift whereby individuals come to see self
employment as a viable and admirable career choice

To measuably increase our lending capacity while continuously improving
upon the quality of our loans

To deliver a broad range of business and entrepreneurial education
programs to current clients, prospective clients, and youth.

To work with all CommunityFutures partners to create a more consistent
delivery model and a stronger, more recognizable brand

Let s take a closer | ook at each of the go
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Goal 1

To buil d TBDS6 reach and resources
long-term (4-6 year) core funding

Commentary and rationale:

The planning group was unanimous in its belief
year should be to seeknd acquire longterm core funding. This core funding will enable

TBDS to add human resources (most likely in therfo of additional staff), therein adding to

its capacity to serve entrepreneurs in the East South Slave region. It will enable additional
programming, more oneon-one client support, and better awarenegsall of which will build

TBDS client base and increa its loan portfolio Ideally, TBDS would like to acquire $70,000

in additional core funding, bringing its total to $250,000.

However, while the need and desire for this core funding is high, it should also be noted that
there is no immediate threat if BDS is unable to acquire it. Indeed, TBDS has repeatedly
proven its ability to be innovative and grow at a faster pace than its resources.

Acquiring this core funding will require a concerted effort by the General Manager and

board. More than anything, itwill call for TBDS to build a strong business case that can be
presented to potential funders; a business case that details the overt benefits of expansion. It

mu s t simultaneously appeal to the objectives
capabilties, and project measurable soeazonomic benefits to the East South slave region.

The strategies used to build the business case are seen later in this report.

Goal 2

To foster closer, more mutually supportive relationships with
our stakeholderghrough open and frequent communication,
partnerships, and resourcaharing

Commentary and rationale

Throughout the planning process, there was a lengthy and ongoing discussion about

TBDS6& var i ou shissdiscastion resulted ia thes Stakeholder Analysis table

seen earlier in this report. This analysis identifies Zb organizations and individuals

with varying degrees of influence on and inter
stakeholders (next talients) being ITI, NACCA, INAC, and BDIC.

The conclusion of this stakeholder discussion is thiatin spite of the already good
working relationships TBDS has with its stakeholdeiis there is an opportunity to
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create more common ground. That is, TBDSaHd engage its stakeholders to explore
joint projects and programming, crosgpromotions, strategic alliances, client sharing,
and other opportunities. The group agreed that even if no concrete results come from
this stakeholder engagement, it is an exeseithat any progressive organization should
be involved in. At the very least, it builds a better understanding between
organizations thati due to the busness of daily operations often operate in isolation
from one another. At most, it helps TBDS betteinderstand the needs of its partners,
clients, and funders, which can then be reflected in its actions.

In order to achieve this stakeholder engagement, the board and GM decided that each

of them should be responsible for a pmetermined number of stakholder
visits/presentationseach quarter or year. Similarly, the board and GM should employ

a strategicapproach, whereby each member is assigned 3takeholders from the list

seen earlier in the report. Naturally, board members should be responsible for
stakehol der s in their own region (Fort Smith
respectively).Better use of the websitevas also cited as an opportunity to enhance

stakeholder relations.

Goal 3

To build a stronger presence for TBDS in all oaonstituent
regi ons, particul arly Fort Resol ut

Commentary and rationale

Closely related to Goal 2 (enhance stakeholder relationships) is Goaltd build a

stronger presence for TBDS in all its constituent regions, particularly FortsBkition

and Lutsel Kée. This goal evolved from the rec
be serving all three regions proportionately (i.e. spending equally proportionate

amounts of time and resources in each region). While this has not been measured

gystematically, there is an overall feeling that TBDS has an opportunity to shore up its

constituent regions.

However, it is important to understand the reasons why this has come to take place.

First and foremost, given its location in Fort Smith, it is maral that TBDS would

spend more time there. Second, we must realize that the population of Fort Smith is

much larger (approximately 2,364, compared with 484 and 318 for Fort Resolution

and Lutsel k 6 e, respectivel y) .ncefttriatioein t hi s, we
Fort Smith.

Accomplishing this goal primarily means that the General Manager will dedicate
more time to being 6éon the groundd in Fort Res
suggested the GM should spend®2 days at a time in Fort Resol u
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instead & coming and going all in the same day. This, they felt, would create better
opportunities for clients, and would al so
significant player in each region.

Finally, it is important to note the role that board members a to play in this
process. Board members have agreed that even though the GM will spend more time
in the two regions, they will work to be a stronger liaison between clients and the
General Manager in his absenc&he success of this goal will be measurbg the
number of applications in each region, the number of business staps in each
region, and number of onen-one counselling sessions in each region.

Goal 4

To enhance the ability of our board membeisand GMi to
serve the organization and regsent it in their respective
communities

Commentary and rationale:

TBDS is an organization whose success is largely driven by thereffof its General Manager
and Board of DOrectors. They are the ones who represent TBDS within their communities,
and the reputation of TBDS depends almost exclusively on how well they perform that task.
It is safe to assert, then, that TBDS is defined less by the products and services theydprovi
than by the pegplewho provide them.

Given this, it is important that TBDS continues to invest time and resources in the
professional and skill development of its staff and board. The continued enhancement of staff
and boardds per s btimaebse thermapaciyeto deliver guality iproducts,
services, and representation. Specifically, time andvhere necessary financial resources
should be used to:

A Provide additional governance training for the board

A Enable more frequent communicatiorbetween the board and general manager
either through faceto-face meetings or through video/web conferencing

A Provide the General Manager with training and professional development in several
areas, includingisk management, managing larger loans, etc.

While these are just a few of the suggestions that arose during the strategic planning process,
there will undoubtedly be other subjects and issues that require attention. The most
important thing is that TBDS continues to view these expenses as an investnin human
resources, rather than as an expense to the organization.

Page B2

r

ei



Finally, it should be noted that the board was exceptionally supportive of this goal,
specifically as it relates to their own development. Among board members, there were
varying degrees of confidence representing TBDS, a sentiment that was aptly described by

one board member comment ffa | ot of ti
comfortable giving them the information

better and more frequent internal communication between the board and GM.

Goal 5

To stimulate an attitudinal shift whereby individuals come to
see sellemployment as a viabledesirableand admirable
career choice

Commentary and rationale:

This is perhapshe most strategic of all goals TBDS established during the strategic
planning process. It is this godl more than any otheri that speaks to a longerm,
vision/missionfocusedoutcome, as opposed toraeandy which TBDS can achieve
its mission. This goai to stimulate a fundamental culture change penetrates deeply
into what TBDS is trying to accomplish (with financing and programming being the
tools used to accomplish it).

The generalaim of this goal § to reverse the way that people think about self
employment. Traditionally, when considering routes to seffustenance, individuals
have thoughtfirst about finding gainful employment (either with a business or with
government), andsecondarilyabout selfemployment. In an ideal world this order
would change. That is, when considering their future path, individuals woulst
think about creating an entrepreneurial opportunity for themselves, arsécondarily
about seeking employment. In establishing thigal, TBDS is formally presenting its
viewpoint that the economy is driven by entrepreneurs, innovators, and leaders.

Of course, this goal is an ideal thatill probably never be fully reached. In reality,
there are likely to be those who are less prone Ibe entrepreneurial (i.e. take risks,
innovate, be completely selfeliant, etc). Furthermore, having a culture where every
individual wants to create a business (rather than working for one) likely presents its
own set of problems. However, all planningarticipants agreed that there remains
much work to be done in this area.

From a tactical poi nt of Vi ew, t here i
achievement of this goal. In other words, this goal is a marathionot a sprint. This is

a goal thatmust be strategically built into all the products and services TBDS offers
(such as workshops, @on-one counsel, etc). In addition to emphasizing the
potential benefits of self employment, TBDS should consider highlighting client

Page B3

me s , [

t hey

r

no o6qu



success stories. In factBDS may even consider enlisting these successful clients in
the pursuit of this goal (i.e. through guest speaking opportunities).

Goal 6

To measurably increase our lending capacity while
continuously improving upon the quality of our loans

Commentary and rationale:

Any business or organization that provides financing to the private sector is naturally going to
be evaluated based on (a) its lending capacity and (b) its loan recovery rate. These evaluative
criteria are fair, as they are perhagthe two simplest quantitative indicators available.

Each measurement, however, is accompanied by an important set of questions. When
evaluating | ending capa @awtmychisfoomuce X Gowmmpdc/e , we n
isnotenough ? Whi | & atthda emaltency 1| s (t/hoe rmosrpeo mgatheb yb estatye
is not always the case. Rather, the lending capacity of any organization should more often
reflect the human resources devoted to managir
is only one employee assigned to manage the cuttrtanding capacity of $125,000

Similarly, when evaluating the loan recovery rate, we must ask acknowledge that there is no

single recovery rate that is appropriate for all lenders. While some recovery rates are
unacceptably |l ow, a recovery rate of 100% | i ke
With that being said, the loan recovery rate should be reflective of (a) the risk tolerance of

the lender and (b) the market position the lender wishes to ocgupFor TBDS, we would

expect to see a lower recovery rate than for traditional lenders, because TBDS has
intentionally positioned itselfasahiglr i sk | ender (or someti mes a 6|

Interestingly, the board and GM spent a considerablenaunt of time grappling with the
fundament al how biggdo wé weant to@riow? Again, while the natural response is

&a&s b/ g as,sevaal glaaning paeidipdnts asserted that growing too large would
eliminate TBDS6 v e r,yathoaghnnd speafic grdwth numbees wera d
established, TBDS6 board and GM agreed that:

e The organization should aim to double its capital pool within the next3years
e The organization should increase its pdoan capacity
e The organization should morelosely measure and monitor its loan recovery rate

Finally, the planning group agreed that this growth discussion must continue at future board
meetings, and that it must be reassessed regularly.
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Goal 7

To deliver a broad range of business aedfrepreneurial
education programs to current clients, prospective clients, and
youth.

Commentary and rationale:
In order to truly build an entrepreneurial culture in the East South Slave region, TBDS
recognizes it will have to go above and beyond its &incing offerings. While such financing is

at the heart of the ©bydtselhiiazeattivemffiedng. Timtis) thea t e |,

financing exists primarily for those entrepreneurs who have already begun to pursue or
continue a path of selemployment. The larger, more difficult goal is for TBDS to create more
future customers.

In order to do that, TBDS has expressed both the need and desire to build on their existing
entrepreneurial education programming. Currently, TBD®ffers its clients a vaety of
workshops on the fundamental areas of business, including business planning, marketing,
government remittances, bookkeeping, and others. For youth, TBDS offers less tspécific
programming such as #school presentations about the pros and cafsself employment.

Looking ahead, it is a major priority of TBDS to build its capacity to deliver this type of
programming. By its own admissiofi and primarily due to its lack of human resources
TBDS is unable to provide these workshops and prograwith the frequency or depth they
would like to. Although the acquisition of core funding would enable this more than
anything, TBDS should consider opportunities to enlist other partners (from both the private
sector and public sector) in the developmennd delivery of these programs.

Thinking specifically about current and prospective clients (as opposed to youth), TBDS board
and GM haveacknowledgedthat there are twokey sidesto their educational programming.

On one side, there are the functional arsaof business, including: marketing, human
resources, financial managemenhbusiness planning, technology usage, sales, etc. On the
other side, however are the softer skills associated with self employment. These skills include
personal decisiormaking, risk-taking, innovation, selfreliance, and discovering inner
passions and interests. Going forward, it is important for TBDS to provide strong educational
programming on each side. Finally, embedded in all of this programming is the clear need to
educate iividuals about the realities (pros and cons) of selinployment.

Finally, it should be noted that the board and GM discussed the possibility of making
workshops and training a mandatory component of receiving financing. This idea emanated
from the obsewation that many loan recipients who require business training opt not to
receive it. While a move in this direction would have challenges, it would likely improve the

overall guality of TBDS6 clients, and their
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Goal 8

To work with all Community Futures partners to create a more
consistent delivery model and a stronger, more recognizable
brand

Commentary and rationale:

The Northwest Territories Community Futures Association (NWTCFA) is a nfuir-profit

organization working on behalf of the 7 Community Futures organizations in NWT (of which

TBDS is one). The ultimate goal of taphoeideassoci
their clients with the services they need. There are CFs in Yellowknifé/ha Ti, Fort Smith,

Hay River, Fort Simpson, Norman Wells, and Inuvik.

Unfortunately, there remain a number oissueswhich prevent CFsfrom maximizing their

collective impact on the region. Foremost among thesd r om TBDSO 1 aset(aatmed po i nt
lack of consistency in servicalelivery between CFs (b) the lack of a strong, recognizable

brand image (c) the large size and funding variations between CFs, and (d) the ldck o
communication and coordination between agenci
position in resolving some of these issues.

Ideally, TBDS would like to champion a coordinated marketing plan between the various CFs.

Such a marketing plan wouldige the CFs additional leverage during meetings with ministers

and funders,and would generally enhance the CF brand name. As one board member
succinctly put it Aone united voice gets into

Other ideasi perhaps more so outcomes discussed were the creation of standardized
promotional materials (i.e. one brochure and letterhead for all CFs, representing their own
agency as well as th&dlWTCFA), a standardized application form for clients, angroup
insurance discounts. These are only a few of the opportunities that may arise with a more
closely-knit Association. This is to say nothing of the potential for additional funding, or joint
projects and programs that may be delivered by all CFs.

The biggest barrier to achieving this goal is that not all CFs will feel this closer alliance is a

priority. The onus, then, is upon TBDS to identify and sell all the potential benefits in
advance of seeking commitment and collaboration.
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Moving Forward: Reflections and Recommendations on Goals

As of the conclusion of thehree-sessionstrategic planningprocessthere arenine key goals
in place. They are:

¢t2 0dzAfR ¢.5{Q NBIOK IyR NBaemmeOSa o6& &S 0dzNJ
year) core funding

To foster closer, more mutually supportive relationships with our stakeholders
through open and frequent communication, partnerships, and reseurce
sharing.

To build a stronger presence for TBDS in all our constituent regions, particularly
Fort Resolutioh YR [ dzia St YQS

To enhance the ability of our board membeiand GM¢ to serve the
organization and represent it in their respective communities

To stimulate an attitudinal shift whereby individuals come to see self
employment as a viable and admiralgi@reer choice

To measurably increase our lending capacity while continuously improving
upon the quality of our loans

To deliver a broad range of business and entrepreneurial education programs
to current clients, prospective clients, and youth.

To workwith all Community Futures partners to create a more consistent
delivery model and a stronger, more recognizable brand

While the goals and objectives are clearly laid out, we must now shift our focus to

answer one important q u e s t w/ene :doestiThebacha Business Development
Servicego from heré@ ? We address this question because
feel as though the completion of this plan means their work is done; that they may

now return to their previous way of doing business. Based on ouxperience,

however, it is imperative thatTBDSfollow s-up with this plan quickly and frequently.

Otherwise, the goals and objectives may fall by the wayside, resulting slower

progresswithin TBDS

For this reasonwe recommend thatin the next six mamths (October 2009 March,
2010, the Thebacha Business Development Servipdgce emphasis on the following

1. Focus on goal championship a champion, by definition, is someone who fights
for a cause. And while this definition may seem a bit @gme in this context, it is
a greatway to describe wlat should be expectedBy assigning a champiomr
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0 | efardedch of the goalsTBDS c a n ensure that it becomes
responsibility.

However, it is not necessariyt he c¢c hampi o n éost allthe blgectme® carry
associated with their goal. Ratheiif is their role to ensure that goal is being

followed through on. It is their role to (a) communicate with theGeneral

Managerand/or staffooardon t he goal 6s progresosn (b) provi
how the goal could be carried out, and (c) to take an overall position of leadership

in relation to the goal.

Refer to the plan frequentlyi one of the foremost barriers to strategic plan

implementation is the lack ofcontinuous reference to its contats. All too often,

the fApland is completed, bound, and used mo
document and as aneasuringstick for progress. The organizations that tend to

experience the most success with their strategic plans are those that find ways t

build it into their everyday operations. First and foremost, they refer to it in staff

and board meetings, penciling in new ideas that support the goals and taking note

of their accomplishments along the way. Second, they may also create a visual

represetation of the vision, mission, core values and goals (i.e. a plague to hang

for each employee). Doing the latter continuously remindsard and staff WHY

they do what they do, and doerstogganr equire t
their perspective (hovever, this symbolic gesture by itself is not likely to create

real change nor drive progress).

Continue to add and delete objectiveisto test the completeness of B D §oals,

we recommend thatboard and staff write their new ideas and opportunities into
the strategic plan. More importantly, we suggeshaving them write new
objectives underneath the appropriate goal. If new ideas, opportunities, and
objectives continue to fall outside the boundarie$ existing goals, it is a clear sign
that one or more additional goals are needed. Similarly, if an existing goal does
not attract new ideas or objectives, it is a sign that the goakither irrelevant or
short-term in nature, and should be revisited ifuture strategic planning efforts.

Finally, it is important to delete completed objectives as a means to recognize and
celebrate t he g r Bampvihg objactivhsi feomn etha eplan $ .
generally very rewarding to the group.

Articulate action items, measurements, time boundaries, and resources

currently, the Thebacha Business Development Servigestrategic plan does not

specify action items, measurements, time boundaries, or resource requirements

for the achievement of its goals. This is al¢ for now, as thefacilitated sessionwas

more about dealing with the overall Anbig pi
details. However, aghe board and staff move forward, they will need to begin
Achunking downo a nMhnyfdetal dbriented pedple withihthe gap s .
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organization will require a more specific approach to achieving these goals, and it
is up to the entire group to ensure this direction is given.

Continue to balance strategic and operationgioalsi a strategic goal is one that
contributes directly to the achievement of the missioand vision. For example
goal #5(to stimulate an attitudinal shifté ) is a strategic goal; it contributes
directly to the mission and vision offBDS If TBDSprogressesuccessfully with
this goal, they will undoubtedly begin to fulfill their very reason for being.

However, it is also important to keep an eye othe achievement ofoperational
goals That is,the accomplishment of those goatbat i by themselves will not
help fulfill the vision of the Thebacha Business Development Servictwey will
only create the conditions under which the strategic goals can be more easily
achieved For exaple, increasing staff professional development is important;
however it contributesonly indirectly to the fulfillment of T B D Sufpose.

Although a good balance is desirable (there are always operational goals to fulfill)

TBDSshould continue to work towards creating goals that are more strategic in

nature. Doing so will signal hat TBDS has successfully streamlined internal

operations (marketing,board and staff development, stakeholder relationships

etc), and is now ready to look at the organization from a higher levelf.

operational or dayto-day goals are absorbing the majot y of t he organi zat
energy, there may be urgent problems in place that need repair.

Recognize the important/urgent matrixi seen below is the important/urgent
matrix; a useful framework

for thinking about each goal. U RG E N CY

The concept is fairly High Low
straightforward: at any

particular point in time, 1 2
someof T B D §oals will be

more important and urgent LL Urgent Important
than others, and it is O and important not urgent
important to recognize when pa _ Decide wt
these shifts take place. For &L Do it now Sodoit
example, the -

important/urgent  quadrant m

suggests that a goal is critical 0‘ 4 3

to the future success of [la Urgent Not important
TBDS and must be acted not important not urgent
upon now in order to =

capitalize on it (or avoid Delegate it Dump it
problems). By contrast, the

important/non-urgent Low

Page B9



guadrant means that a goal or objective must be acted upon, but that there is no
definitive date by which action must be taken.

Using this matrix informally will help TBDS prioritize its goals relative to one
another, and will help thegroupalign its goals with its short and longerm needs.

Expansion: Creating the Business

Case for TBDS

As we have already seen, TBDS is continuing to grow. It has grown its client roster,
its loan portfolio, and its overall presence. In many ways, TBDS is atgpockly
outgrowing its human resource capacity; that is, demand for its services is rapidly
outpacing its ability to supply them. For this reason, the board and GM spent a
portion of time during the three-day planning session to answer this question:

A Hoaan TBDS best present itself to relevant funders and stakeholders to validate a
request for [ ncreased financial resources?o

In other words, what is the business case for expansion?

After a thoughtful discussion, the board agreed that in order for TBD&decure new
funding (or to retain existing funding), the organization should be prepared to:

1. Provide clear statistics on the number of clients TBDS has served over the past

four years.

2. Present clear data on the value of the TBDS loan portfolio, and fiations over
time.

3. Explain T in qualitative terms i the impact TBDS has had on multiple
communities.

4. Acquire and present testimonials from past and current clients, referencing the
guality of TBDS services.

5, Compare and contrast TBdh&&Conpnanity Futuresance t o t |
organizations.

6. Provide full staff and board profiles, alluding to the strength and capacity of each.

7. Solicit and present letters of support from stakeholders and community partners,
attesting to the need for TBDS to expand.

8. Highlight any shortcomings that result from current staff shortages (i.e. office
being closed while GM is away)

9. Explaining the important role that TBDS can and will play in forthcoming
economic changes (i.e. development of National Park, Tammerlanze zinc mine
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development, expansion of hydrodam, barge transportation to support Fort
MacMurray)

10.Pr esent audited financi al statements wi t h |
prudence in financial management

11. Highlight the rising costs of operating a business developmesgntre (while
indicating that other CFs are receiving increases)

12. Present a clear plan of what any additional funding will be used for (complete
with measurable outcomes)

13. Reminding the reader that TBDS has had the most loan activity within the region

14. Presen a clear and optimistic vision of the future of economic development in the
East South Slave region could be, and how TBDS can be a leader in creating that
future.

15. Present a history of how CFs were developed (that they were not federally
funded)

The plaming participants agreed that if TBDS could present this information in a factual and
optimistic fashion, it will stand its best chance at receiving further funding. It was also agreed
that while the various stakeholdersnay have monies to contribute to TBS, they may also
expect an ownership stake in the organization, which may prevent TBDS from acting
objectively in its loan distribution.

Concl usi on: over

In just three planning sessionshe Thebacha Business Development Servigstaff
and Board of Directors took significant steps towards makingBDSa more focused,
progressiveorganization. During this period you:

e Crafteda newvision statement

e Crafted anew mission statement

e Engaged in important discussions about the direction in which you
feel TBDSshould go

e Established goals and specific ideas about how to move in that
direction

e EngagedrBDSstakeholders

e Listened to and respected each otherds opir

e Addressedorganizational challenges both internal and externali
head on, -avo @ hatat i6tcwade

¢ Increased your sense of organizational salfvareness

¢ Planned with an eye on the bigger picture

e Built team chemistry
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These accomplishment$s combined with TBDS5long history of succes$ give the
staff andboard every reason to el optimistic heading into 201Gnd beyond There

are clear opportunities for advancement and manageable solutionschallenges
However, there is still much work to be done. In the end, is vital to remember that

a great plan is just a great plan; it takes the hard work and dedication of passionate
people to drive progress. By the same token, however, there is nothing that skilled
and committed people cannot achieve.

Finally, please remmber that your ACSBE facilitator remain&ere to help. If there

are times when you require an outside perspective, or simply clarification on the ideas
presented in this report, we are only a phone call away. ACSBE remains passionate
about seeing noffor-profit organizations like Thebacha Business Development
Servicesachieve unlimited success, and looks forward to hearing about you in the
coming years.
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Appendix A
StakeholdeBurvey Report May 2009

Which of the following best describes your affiliation with Thebacha
Business Development Services (please check all that apply).
Response Response

Answer Options Frequency Count
| am a former TBDS client 0.0% 0
| am a current TBDS client 6.7% 1
I am a current member of the TBDS board of 13.3% 5
directors
I am a former member of the TBDS board of 0.0% 0
directors
| represent one of TBDS' funding agencies 26.7% 4
| am a government representative 20.0% 3
I am a member of the region's business community 6.7% 1
| do not have a formal relation to the TBDS 0.0% 0
Other (please specify) 46.7% 7

answered question 15

skipped question 0]

OTHER

General Manager

Another NWT CFDC

NWTCFA

Instructor who encourages students' use of TBDS

working on a national pilot project together

Lutselkie Development First Nation Rep.

We are a CF in the NWT and member of the NWTCFA with TBDS

If you were to summarize the purpose of TBDS' existence in one sentence, how would you
describe it?

To assist with developing the small business community through expertise, resources or financially in and around
the Eastern South Slave in the NWT.

Providing access to developmental capital and related business services for the Fort Smith region.

To be the lender of last resort to entrepreneurs and prospective entrepreneurs in its service region thereby driving
economic development and business growth.

Business lender and adviser
to lend to aboriginal entrepreneurial clients

From their own website: Community Futures Development Corporations support community economic
development by assisting communities to strengthen and diversify their economies.

It helps entrepreneurs learn about good business skills and processes and provides seed funding to help them
move ahead on their proposal.
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Support development of new and existing small businesses in the South Slave region of the NWT.
Help small businesses startup, couselling them and helping them expand and grow.

Promote community business opportunities

Business lending centre designedfor small business.

To assist with the creation, maintenance and expansion of small businesses in Fort Smith, Fort Resolution and
Lutselk'e.

to aid business development in the communities they are assigned to serve

To assist in providing funding to i ndividuals to create or support business opportunities in the communities.

In your opinion, how closely affiliated with TBDS are you or your
organization? (As you answer this question, you may wish to consider how

closely your organization's outcomes are related to those of TBDS, and
vice versa
Response Response

Answer Options Frequency Count
Very close (frequent communication/work with
TBS’S) (freq 26.7% 4
Close 26.7% 4
Somewhat close 20.0% 3
Npt at all close (little or no communication/work 6.7% 1
with TBDS)
Other (please specify) 20.0% 3

answered question 15

skipped question 0]

OTHER

We are another NWT CFDC. While all CFDCs share objectives the success or failure of TBDS and our organization
are independent of one another.

As FederalGovernment we have used their teleconference meeting facilities and have sent aspiring business
people in their direction who have ideas for businesses in the park.

| use services that they provide, and encourage students to use them, and to work with this agency in the future.

In your opinion, what are TBDS' TWO (2) greatest strengths? Please be as detailed as
possible.

good question

No idea.

GM and Financial stability

Only one, and it's the work that's done on behalf of the NWTCFA (NWT Community Futures Association)
Professional, and well managed

1. Based in the community (by location and by representation) 2. Dedication and training level of staff

They are based in the community and are accessible.

Their support of the Trade Show in Ft Smith and the new TBDS website are both good examples of work they are
doing.

Accessibility - easy to find, comfortable, welcoming structure.
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Wes Steed's openness, but he also instills a sense of confidence in his clients.

1.) Approachable and easyto talk to concerning small business and community development.
2.) Knowledgeable and dependable in small business & community.

Communication: in the loop

Participants opinions are adhered to

Lenders that can talk to you with out the red tape.
Able to talk to on a one on one.

1) The ability to provide decisions on small loans quickly.
2) Provide business training and aftercare services.

Employees have improved
Organization seems more focused in recent years

1.) Knowing our clientele, and being able to do the high risk loans
2,) quickness of lending money.

In your opinion, what are TBDS' TWO (2) greatest weaknesses? Please be as detailed as
possible.

Great question!
No idea.

Consistency of O&M funding.
Size of market.

Distance
Liquidity - needs to lend to more aboriginal clients.
1. Ability to retain staff 2. Ability to absorb losses

| am not sure how aware everyone is of their role and services. Awareness marketing of range of services is
required.

Very small budget - can only loan small amount to any one client.
1.) isolated 2.) limited in population
In relation to Lutselkie, it is remoteness and TBDS funding is low

-The organization is not properly funded - staff shortages.
-the organization should be concentrating on small short term loans (micro lending) rather than large long term
loans.

lack of funding

lack of capital and lack of personnel

Thinking about the next 2 -3 years, what could TBDS do to best help YOU (or your
organization) achieve your goals?

There is no operations link between the two organizations.
Continue high level of service, and continue to give NWTCFA deliverables as agreed.
Provide good loans to his community and assist NWTCFA achieve its goals.

Keep open lines of communication
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Highlight for us any interested business people who have ideas that relate to the park so we can work together.
Continue to offer Brown Bag Lunch series and similar seminars, although alternative times would be helpful.
Continue to be available to speak to students in their classroom.

Potentially assist with the development of a student owned and operated small business.

Continue championing our National HR Project tools and process to other small businesses within their region.
Find business opportunities and implementation.

-Concentrate on micro lending - small loans with quick turnaround times.

be a productive member of the NWTCFA

- Educating individuals - high school students, aboriginal organizations.
- need more capital to increase business in the communities.

- Meet with the different organizations and to partner with them - to help them to meet some of their economic
goals.
Please evaluate TBDS on each of the following, as YOU see it (an n/a r esponse is considered

‘uncertain' or 'not applicable'

Rating Response

Poor | Fair | Neutral | Good | Excellent | N/A [EaRElE Count
Marketing qf services and 0 1 2 5 1 4 3.67 13
self-promotion
Keeping stakeholders and
partngrs |_nfolrmed_ o_f_the 0 0 0 7 3 3 4.30 13
organization's activities
and results
Clear purpose and vision 1 0 2 5 3 2 3.82 13
Living up to their promise
(doing what they say, and 0 0 0 6 6 1 4.50 13
saying what they do)
Engaglng_ you as a partner 0 0 3 6 3 1 4.00 13
organization
Consistency in its activities 0 0 0 9 3 1 4.25 13
Responding promptly to 0 | o 0 5 7 1 | 458 13
you inquiries
Doing work thatiis 0 | o 0 4 7 > | 464 13
important to the region
Overall performance 0 0 0 8 2 3 4.20 13
Other (please specif 0

answered question \

skipped question \

What do you believe are TBDS' greatest opportunities for growth or improvement in the next
2-3 years?

More community based activities, education and reaching out to the youth.
Servicing SMEs related to resourceextraction.

Loans under the SIN INAC program

Growth of tourism in the region and through partnerships with other municipalities in the region.
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