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ABSTRACT . ,

Communities all across Canada are being challénged to find new
solutions to their problems. Community economic development (c.e.d.)
is one strategy that is being used by some communities in Canada. This

study focuses on only one dimension of c.e.d. - the creation of new

. <
local businesses.

a

A Community Development Corporation (CDC) is one of the main

vehicles of ‘c.e.d.. A CDC is concerned with all aspects of community

life Q‘social, political, organizational, cultural and economic.

The review of small business and community business literature

revealed that six majbr factors were crucial ingredients for the

success of community ventures:

1. Management . 4. Capital

2. Marketing 5. Goal Clarity

3.  Accounting 6. Government Involvement and
Commi tment

This study attempted to study three projects of Calder Action
Committee, the only CDC in Edmonton, to determine why two projects are

surviving and one closed. The three projects were. described and

“analysed 4in terms of each of these "six factors and the levels of

satisfaction of six parties-at-interest.

Though the scope of the study is iimited, the results of this

2 .

.thesis suggest that there i§‘aigreater_chance of survival, and a better

-

likelihood of definite success, if there are more components present.
Therefore, community groups interested in business must ensure that all

six areas are given adequate attention.

c
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JIntroduction

 CHAPTER 1

STATEMENT OF THE PROBLEM

a

In these turbulent times of high unemployment, most communities

all across Canada are being challenged to find new solutions to their -

problems. Community economic development (c.e.d.) is one: strategy of

economic development that is being. used by some communitles ‘in Canada,
People are.embarking on c.e.d. projects of various kinds. .

...ln order to create a greater degree of local contrgl

ever ‘their communities and economies by reducing local
unemployment, raising capital to finance communitf-based
soc1al services and decrea31ng external dependency. .

A Community Development Corporation (CDC) 1s one of the main

vehlcles for c.e.d.. (Co—ops for 1nstande are other méans of creating._

t -

: C.EJL). Though the ’ concept of community develOpment corporation is a

relatively new one.in the field of development it provides exc1t1ng

opportunlties and p0531b111t1es for communities to launch an overall
- e - . v ) SN

.comprehens1ve program. A( Do S 2 -

¥

Rita Mae Kelly states that there are 4 main dimen51ons to c.e.d.
These are" ' oL P : ‘V( oL ' i;
1. creating new local businesses;

2. identifying new talents and resources; - .

. 3. improving physical and social environment; and
. . . . ) : P
4. increasing .job and entrepreneurial opportunities.

N

All the above activities are done under the guidance of local

residents. Thus, CDC is concerned wi'th all sectors of the community -

‘

human, financial, organizational, political .social and economic.

b

e i e T
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-It is the intent of the writer to analyze only one dimension of -

c.e.d. More specifically, the writer intends to determine the ma jor

[y . -

- factors.responsible for the success ofzasmali business(SB). Due to

insufficient literature on community business, the writer has had to

_Authors of SB management textbooks‘have wrestled with the

raw heavily'on SB literature, T . .

I : ’

définitional problems of SB. According to D. Steinhoff:

Of

the various definitions of a small firm used for

different purposes, perhaps the most usefwl oné has been
developed by the Committee for Economic Development (CDC).
This important research organization based ‘its ‘definition ;
on the characteristics of thé individual firm. To qualify
"as a small business under this definition, a firm must
possess two of the following four key factors: - o ©

1. Management of the firm is independent. Usually the
managers are also the owners. o

- o o

2. Capital is supplied and the ownership is held by an
individual or a small group.

3. The area.of operations must be mainly local, with the
workers and owners living in one home community.
However, markets need not be local. ‘ o

4. The relative size of the firm within its industry must
be small when compared with the biggest units in its
field.  This measure can be in terms of sales volu@e, Ly
number -of employees or other significant comparisons.

Another recent contribution to SB management. literature -

)
discusses definitions according to size and the intentions 6f managers

or owners. These authors define SB as:

B~ . . . . X .
---an organization with a name, a place of operatlans, an
owner, and one or more workers other than the owner.”.

-The literature on.SB_is"replete with statistics of high failure

rate of SB. For example, 400,000 small businesses fail in U.S.A. every

year,iand‘SO% of all businesses fail within the first five yeafts of

/. ? i °
’

-




e

loperation.sl

f

i ., ) : , . C ' i . o )
: rate of small businesses would be even higher - with worst economic

In todayfs uncertain times, it.can be assumed that the “ailure

conditions since the Depression, rising interest rates, expensive and

hatd to pﬁﬁéure loans and spiralling costs of operation. Thus, the

o~

-wrlter ‘feels that it is more 1mportant~than ever before for communities

r "the third sector , as ‘they are now called to«carefully research,

’/

analyze and evalqate the‘projects*they want- to embark on. They must be

-~

aware” of and adept at the rules of SB.

\\

After rev1ew1ng the llterature on SB the author has come to the

\

o conclusion thaswthe following six areas are crucial tor*the survival and

success of CDC's engaged in business:

l. Management
5,

- 2. Marketing

> : 3. ‘Accounting

Statement of the Ptoblem

4. Capital
5. Goal Clarity

Government Involvement/
5 Commi tment . o 5

‘on

-
“

This study will attempt to determine the extent to which factors

critical to SB success are presentiﬁn ventures staq&ed‘by the Calder

Action Coﬁmittee, the only Community Development Corporation (CDC)

operating 'in Edmonton.

i

7

@

i Calder is located in northwest Edmonton 1mmed1ately north.of

Edmonton Mun1c1pal A1rport and. the Canadian National Ra1lway s Calder

Yards.6 ‘It is an older community with a history of its oggﬂbefore_it

was absorbed by'EHmonton.

and single parents.

e

It is a lower income area with many semiors
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The Calder Action CommiFtee was established in 1976 to upgrade

thé area through glﬁ/kNeighbourthd Improvement Program). Lo 1978, as
the program nearéd its completion, the Committee discussed ways in
which'if could ontinue to serve the community. The conéept of CLC was
eventually adopted. Aeeoxging/zo Cerri de Hoog, President of Calder
Action Committee (CAC), the group aims to respond to bhysical,vsocial
and cultural needs. The éommunity Development Corporation is defined
by Gerri de Hoog and Simone Secker as a "not-for-profit, multi-purpose

organization, incorporated, managed. and controlled by local people to

solve local socio-economic problems independently of all levels of

government."’

Before embarking on a'CDC approach, the Calder Action Committee
was already a cohesive group with a high neighbourhood profile and a
. ’ ‘,.J -~

successful project to its credit. Although it operates on a more

modest scale than other C.D.C.'s in Canada, the CAC has initiated a

‘number of projects that are viable. . - I

CAC(§ projectsAfall under three categorizs that are operated by
its Board of Directors through its committees. The-= are the Child
Care Committee, Cultural CQﬁmittée and Calder Managenent Committee. A
fourth, the Ecohomic/Business COmmiftee has been shelved for the time

-

being, according to'Gérfi de Hoog, as-a project started by the

. Committee and operafed for a year under the name of CHUMS, had to_%e

[y

. . i &
closed\forv»various»reasons.8

Under the Child Care Committee, there are two projects operating
. 2
successfully. These are the Daycare and OQut-of-School Care programs.

The Keyano Daycare opened on April 6th, 1981. It has three full-time

o



and one part—ﬁime'empleyee; It bperates out of Calder Elementary
§ehoel\_zThe Cqmmittee has leased public school board space. The
objective is to provide quality care for the children of the
neighbourhood. It.is licensed fer 25 children.
| The Out-of-School Care Program was started in October 1980. It

is open from 7:00 a.m. to 6:00 p.m. weekdays and on school holidays.
It caters to the six to twelve years age group and has at no time
reached anQil enrollment. There is one full-time Director'and two
part-time staff members. |

R The CAC formed an Economlc/Buelness Committee and utlllzed a
?Communlty Development Grant to operate CHUMS (Calder Home Upkeep and
Maintenance Serv1ce). It'was geared- to providing services and products
to ,seniors and iower*iheome groupsi These services and products
inclﬁded peinting, yard@efk, plembing; electrical work and installing
safety deadbolt lockss. ﬁowever, according to G. de ﬁoog, due to lack
.of seed money and boor marketing,.the project failed.’

The writer.intends td'aealfse'the reasons for success of the two
projects and feilure of CHUMS project. The sik majer factors crueinl
to community business success will be used as. a gnideline for
understandlng why the two progects of Calder Action Committee succeeded
and a third falled "The writer agrees with Mayer and Goldsteip8 who in
their study of<ET'small firme state that,

-.any causal analysis must take into consideration the
1nterplay not only of e851ly identifiable and measurable
factors such as capitalization, location, social and
demographic characteristics, but must also consider
intangible but sometimes dec151ve factors such as

persistence, respon51b1i6ty, opt&mlsm versatlllty and
other personality traits.

2o
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In order to'determiée whether a\business'is successful, one must
know the goals or purposes of the business and t? what»degreeAthése
goals are satisfied. However, as H.B. Pickle has pointed out in his
study, one person's idea of the goals of-objectives of the business,
may be different from another's, since several groups have a vested
interest in any business;11 For example, tolgn_owner‘it would be
profit and psychic rewards, or in the case OBXCAC - provision of
quality child-care in the two on—goiﬁg,projects& to an émployee it
would be salary and security, and to other groups ié may'héve differént
meanings, |

Here the writer concurs with Pickle's statement that it is more
realistic to determine society's view of purpose'orkjustification for
the business fathé' tﬁén to togally concentrate oﬁ individual
vieroints. Using this approach, Pickle concludes that the purpose of
a SB is to préﬁide goods and services that satisfy wants and needs of a

‘ Q
population,

Thus, the criteria for judging the succéss of the projects will
not be the traditional measure of success, that is, profit; because as
pointed out by Pickle, such an attitude considers only the ownership
group which has é vested interest in the business. Moreover, Community‘
Development Corporations’considef it vital not to measu%ﬁ their
performances only on statistics of business profits, or for ﬁhat matter .”
the number of joﬁs,creaéed. |

"The concern of CDC's to define tﬁeir efforts énd the

results of' those efforts in broad qualitative térms as well
as in quantitative measures fits the comprehensive programs

e that they. launch. The federal agency and its research

contractors have recognized that and have also responded to

\
§

-



the CDC variations by attempting to measure success for
each CDC in terms of itfbown goals and schedule:of steps
for meeting those goals.

A more comprehensive criterion for jud ing the success of the
/
projects would be. how . well the various,gfdrties-at-interest are

satisfied. H.B. Pickle in his study has divided the parties-at-

~-

interest, or those who have an interest in the business into eight

groups. For the purposes of this study, the writer will use only six
groups‘oﬁAparties—at—interest.l3 These are:

if{“customers’— persons making purchase of either goods or
.- services from the business surveyed;

2. . dwners - a person or persons holding title to assets of
business. "Owner can vary from a single proprietor, to

; partners, to stockholders in a corporation;

3. employees - all persons among the business surveyed who are
are paid hourly, weekly or monthly wages; full time
employees; part-time employees; and quasi-foremen,
Management personnel are 'not included in Pickle's
classification of "employees":

4. communities - all persons occupying the town site areas that

embrace the businesses surveyed;

5. governments - local, statfaand federal governments and their
‘agencies, and commissions;*® and ‘

6. competitors - those businesses engaged in the same general
line of egdeavour as the business surveyed, and with'n close
enough proximity to compete for many of the same potential

» .

customers.,

The writer will study the three projects of Calder Action

Committee in terms of their implicit and explicit goals and the ¥steps
taken for meeting those goals. Also, as mentioned earlier, it is

important to evaluate the projects' success or failure in the light of

the satisfaction they provide to the various parties-at-interest. The

writer will use the same classification of six,groups of people who

m

@



have an interest in the success.of the projects as used by H.B. Pickle

in his aforementioned study.

The propositions of the writer are that the.two projects of
Calder Action Committee, Daycare and Out-of-School Care Proéram, are

surviving15 because:

a

1. there was a consensus within the group involved on the
implicit and explicit goals of the organization;

the steps taken to implement these goals followed to a great
degree the six ma jor factors listed by the writer as
important contributing factors to the success of any
‘community venture; and

+ 3. the proposition of the writer as to the causes of failure of
Calder Home Upkeep and Maintenance Service (CHUMS) project
are that it lacked the two conditions listed above for
survival and success of a venture. ‘ '

Relevance to Community Developmeﬁt

Community Development is defined as:

...organized efforts of people to improve the conditions
-of community life and the capacity of the people for
participation, self-direction, and integrated effort ‘in
community affairs. Community Development is accomplished
by people. It seeks to work through self-h&lp, voluntary
participation, and -cooperation of people in the community
but’ Ssually with techniCﬁg assistance from'governmental or
voluntary .organizations.

Community-Develmeent is seen as a human {resource development
vehicle ultimately directed at improving the qué@ity of life of all
members ofiéociety. In the past, Community Developﬁent has focused on
_social;'cultural and educational projects leaving economic development
t6 business people and the public sector. Comhunity economic
" development breaks with that tradit&gn,'bringing economics to the focal

point of Community Development. By so doing it does not diminish the

role of cultural and social dévelopment,‘because community economic

” 3
! //
7



devélopment (c.e.d.) programs are organized in the interest of the
whole community. Accordingly, their goals and.strategies relate to the
whole community,

Community.economic development programs take many forms. The
oldest ones are the cooperatives. In this study the writer has focused

on the role of the Community Development Corporation as a vehicle of

c.e.d. In a community development corporation approach, the underlying

¢ J/ P

.premise i; that an economic diﬁension is always present%%ﬁ Eggmunity
. . 3

problems. Thus, the commuﬁity group will always search for feasible

business .ventures that are viable and will imprbve the communi£y beyond

the creation of jobs. The objective of engaging in a busines;

enterprise is social, though the methda used has to be strictly

commercial,

CDC, as a third sector organization, attempts to bridge the gap
in the present system by requnding to the social aqd the socially
related ecoﬂoﬁicfneeds of our QOCiety. Governments have overextended
themselves and cannot respbﬁd, while the underlying principie of big
business preclﬁdes it from becoming involved for social reasons. There
- is, therefore, an urgén£ need for a third sector. According to
Hanratty, thé third sector i§ based on an interdgpendént mixture of
social,-economic énd cﬁltural goals. It is neither private enterprise
nor governﬁent sponsored, but includes elements of both..17

CDC atte%ppé to-develop a strong pusiness division ‘which is put-
"to the service of the soci;1 goals. The Term "torpo:ation" i CDC

implies that there is an economic pay-off. However, as G.J. Mcleod has .

pointed out, the combinationof corporation with community development,



. »

does not merely create economic development, but community-based

economic development.18

Method and Organization of Thesis

| The writer believes that because of the multidimensional and
comprehensive nature of social programs, it is important to evaluate
such programs\by both qualitative and quantitative measnres. Examples
ot qualitative measures tonldfbe: Why should society allow yon to
survive? | Are the projects worthwhile? If yesf‘why? What is so
special about the project? Wnere would you want the projects to be a
year from now?

Qualitative measures will be substantiated by quantitative
indicators such as the number of jobs created by the projects, or the
level of enrollment of the daycare and after school projects.

Cons1derable emph851s will be placed on interviews and on-site

observations to obtain case descriptions. The historical method of

"research will also be used. This will i-~volve studying of past and

~

present records of the three projects. .

Chapter II of the study providés a review of SB and community

business literature to determine what key factc "+ responsible for
survival and success of businesses 1n1tlat d . munity groups.
'Through the review of literature, 51x factors emege s crucial to th;
survival of community ventures. These.six facte- def ned in
Chapter IT, their importance to the veiabiiit ¢ >ma ~ity
organizations ‘is discussed, and the criteria for _ Cging their

effectiveness are listed. . .

10



In Chapter III, the resear;h brocedure used for the study is
described, |

Chaptef IV consists of a description and anaiysis of the data in
terms of the criteria established in Chapter II. In this chapter, the
projects of CAC are also evaluated with respect to the satiFfaCtion
they p}ovide to the six parties-at-interest, mentioned in Chapter I.
The object‘is to assess the findings of the research in terms of the
. criteria.

Chapter V consists of the summary and conclusions of the study.

' Footnotes and bibliography are‘présented at the end‘of each

chapter,

11
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- CHAPTER II

REVIEW OF LITERATURE

}
!

Success and Failure of Community Business

In this chapter, literature pertaining to the caus;s of success
and failure of community ventures will be reviewed. Howe&ér, due to
insufficient literature on community business, the writér:has had to
draw heavily on small business (SB) literature. .The literature on SB
ié replete with statistics of high féilure rate. For example, 400,000‘
SB'fail in the U.S.A. every year, and 80% of all businesse;.fail within'
the first five years of operation.1

The numerous studies of the causes of business failure révealv
"poor manageﬁent"'as the'most,common contributor to business closures.
As indicated in Tables I and II, Dunn and Bradstreet haye identifiedb
the most frequent causes of bﬁsinéés failure. |

As indicated iﬁ Table I, the most recurring cause of business
failure is incompetent management. Unbalanced experience (strength in
some functional areas, but not‘others),.lack.of managerial experience
and lack of experiencelin the line account for almost 907 of all
. business failures. Neglec't, fraua and disasfer are relatively

infrequent reasons.

9
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TABLE I

CAUSES OF BUSINESS FAILURE, 1969

Underlying Cause of Failure = - Percentage of All TFailures
Incompetence . ‘ 45,6
Unbalanced experiénce - 19.5
Lack of managerial experiéﬁce o ‘ ' 13.7
Lack'of experience in the f&ne | 8.7
Neglect N 2.8
Disaster - ' 1.4
Fraud ' 1.2
Reason Unknown » 7.1
Total ‘ - 100.00

15
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Table II illustr%{es operating difficulties that arise most
frequently due to mismanagement. The first two reasons indica;e a lack

of marketing ability. .The next three causes suggest a lack of>controls

within the orgénization, and the latter two could be tributed to .

insufficient capital within the firm.

" TABLE II ' \ -

OPERATING PROBLEMS RESULTING FROM POOR MANAGEMENT

‘Percentage of Failures Due to

Causes of Failure : P . _Mismanagement
Inadequate sales B 42.2 e
Competitive weakness | 22.9
Heavy operating expenses , \ L 12.1
Receivables difficultie3g$ : ' | i 10.1

, R .
Inventory difficulties N - . 4.5
Excessive fixed assets ‘ - s 3.9
Poor location - 2.8 i

- \ : & .
Other 1.5
. ‘ . Y - -
Total : _ - 100.00 -

i

Dunn and Bradstre%t, "The . Failure Record Through 19693
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W. St ang thinks that it is unfair of Dunn and Bradstreet to

o

attributefall operating difficulties to mismanagement. He contends

that thdre are certain unforeseeable situations -that. could arise to

crush'a business. He states that it is possible to understand how a
good manager, denied adequate capital resources, might choose to

attempt his }enture,'in spite of the high risk artificially “created by

~
ol

lack g?\capital.4 >
However, other sources cpnfifm.judgement that poor management is

a principal cause of business failure. For example, F.L. Tucker

-~

states,

In -varidus studies and surveys for the purpose -of
determining the causes of failure of small firms, the
principal problems seem to be deficiencies in capital and
management. In my opinion, if a company 'had good
management, it is not likely to have financial problems...I
suspect that the most usual cruses of chronic shortages are
poor planning, recklessness, afid a desire to maintain
 maximum equity control. This reasoning brings the
spotlight to rest. on magagement as the’ critical variable in
small -business success. '

W.L. White -concurs with Tucker. He gives the following- redsons

for lack of growth in small firms: _ ' o
1. lack of experiencej
27 lack of a customer point of view;

3. a hesitation to hire others; . = L o
4, unwillingness to delégate.authority,Qith.responsibility;
E%) ! :

5. fear of strange and new; and .

s
- L.

.

6. fear of growth.® : - E‘;
P.J. Fitzpatrick, in his study, recognized several external

factors that are responsible for business failures and are beyond the

-~

@
=4



control,of business executives. For example, he points out that,

during the depression of the 1930's, the external factors were more -

~powerful than the internal factors.! W. Strang states that the

internal factors that Fitzpatrick referred to over thirty years ago are

-still applicable to causes of business failure today.8 According to

R ”
P.J. Fitzpatrick, management was mostly responsible for}internal

9

conditions.

Busindsses close for multiple reasons; yet thé predominant

belief is that the owner/manager s ablllty to solve or avoid problems
is the key to success. W. Strang S survey concluded that it was the

IS '
manager's motivation and abilities that were the key to minority

business success or failure.lo This survey revealed that the most
. , .

frequent cause of failure was lack of managerial ability, business
education dnd exberience. His findings were consistent with those of

Dunn and Bradstreet.11

A
H.B. . e states that, since personality characteristics

determine ' 'sine-: manager's success or failure, identification of

these characteristics is of value as a predictor of success or failure.
; ‘ ) '

He selected certain "characteristies”’fastead of "traits"., '"Character-

istic" is defined by Pickle as the composite of traits. For example,

““human relations ability, according to Pickle, is the composite of

ascendancy, emotional stablllty, soc1ab111ty, cautlousness personal

relations, cons1derat10n cheerfulness, cooperation, and tactfulness.
g

e

Characteristics, according to Pickle, are the sum total of interaction

of various traits.

He selected five characteristics and studied the effect that

n
K

“
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they had on the success of managers. These five characteristics were:

1. drive; _ ‘ i .y
&

2, thinking ability;

3. communications ability;

4, human relations ability; and

5. technical know-how.

His study revealed that the five characteristics had a high
correlation to success. Communications abilit§ had the highest
correlation to success, scoring .615. Under this Fha;acteristic,
written communication ability scored the highest aﬁ f634, verbal
comprehension scored .401, andAoral communications ability scored .309.
Human relations ability was the second most importantlkharacteristic
with a score of .532. Te;hnical know-how scored .522, and drive and
thinkipg ability scored .467 and .464 fespectiveiy. The results‘6f
H.B. Pickle's study indicate that 45 1/2% of the difference.in success
rates of the ninety-seven small business managers surveyed resulted
from differenees in the extent to which they possessed the five
12

characteristics.

K.B. Mayer's and Goldstein's report, on a detéiled observation of
eighty-one small firms over a two year period revealed that management
experienée appears to play a greatet role than occupational experience
in success. They assert that formal education, although valuable in
itself, seldom provides aéy direct training for a business career.l3

Their findings revealed fhat experiénce as aﬂ employee in a

given line of business does‘not ensure success as a business owner in

the same line. Of fifty-five owners who had *never previously owned a

19



busi;ess, twenty-six had workgd as an employee in the same line. .Thesé
included, forrexample, cooks and waitresses who later opened
restaurants, and mechanics and gas station attendants who became gas
station owners. Yet, seventeen of"these twenty-six owners were out of
business by theﬂ%pd of the study. 'Twenty-nine others who had no
working experience }n the same line.had.a,bettér sﬁrvival rate: This
finding does not mean that not having workeﬁ'i; a line is a positive
factor inducing success, but it does‘point ‘to the fact‘that skills
developed in an occﬁpétion are insufficient preparation for thé
successful gonduct,of a business enterprise.

Mayer and Goldstein stress that whét is important is previous
experience as a business owner in géné#al,‘and in ghe same line in
pgrticular.14 ,, ; ) o

During théir two year period of, Qbsefvation, the eighty-one
firms in the sample:differed widely in their developmént. The bésic

distinction was between the forty firms that closed and forty-one

businesses that survived the full two‘year period. Among those that
failed, -thirty-two firms faited due to. financial reasons and eight due

to non-finalcial reasons.

Mayer and Goldstein classified the surviving firms into four

"types":
1. marginal survivors - these were part-time operations
providing their owners with less than a minimum living;
2. limited successes - these firms covered a wide range

financially. Almost all of them had.already reached a’
stable level of operations and gave little prospect of.

future growth, They. were able to yield their owners an
* .- adequate livelihood; . .

N
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potentially profitable - these firms showed a pattern of
growth which, by the end of the two year period, provided
the owners with not only an adequate living, but in addition
gave indication that thé growth might continue to a point
where thése firms would yield a profit. All the owners in
this category had imagination, drive and determination. The
authors found that the growth pattern of these firms was not
always smooth - they faced difficulties which at times made
their future doubtful, but, because of the owners' know -how

and determination, they pulled through; and

profitable enterprises - these firms yielded net profits
beyond their owners' salaries. These firms represented
genuine successes in the sample; that is, they were
successes both in the eyes of the owners and objectively as
viewed by financial returns, !”

Mayer and Goldstein, in their analysis of the closures and

survivors, state that,

" ...any causal analysis must take into consideration the
interplay, not only of easily identifiable and measurable
factors such as capitalization, location), social and
demographic characteristics, but must also consider -
intangible but sometimes decisive factors such as
persistence, responsibi}éty, optimism, versatility and
other personality traits.

The %ollowing reasons are given by Mayer and Goldstein as causes

of failure of forty firms:

faulty location;
disregard of competition;
inadequate capital resources;

overindebtedness;
\

inept merchandising;

careless credit policies; and

organizational errors.!’

According to the amuthors, all of the factors represent errors in

spécific managerial decisions. Underlying such misjudgements in many

21



instances, and compounding them in others, were more general
1
deficiencies of the OWWer‘ Thesé deficiencies took several forms:
Some owners lacked the basic technical know-how to 6perate the
particular type of business\or any business at] all. Others possessed
the requisite technical knoJeedge but lacked the ability to sell ﬁheir
personalities and thus cddﬂd not attract cpystomers. Some owners
\ , .

exhibited definite personaiity defects 1lile irresponsibility or
alcoholism to such an extenﬁ‘that successfulyoperation of business
became impoésible. |

J The authors concluded that stamina and determinatidn.to ride out
difficulties were crucial factars in business survivai. In Certain

cases of survival, persistence alone did not explain ultimate success.

. ' - : e ’
It is necessary not only to have endurance, "but also.- initiative and -

’ - -

imagination in making changes and adjustments during the initial pefiQd"

of operation,"!8

- L.L. Allen, in his'article, points\bpf\é‘few key points of self-
selection or self—eliminatiqn for top ménaéément;of a small firm.- Hié
main point is to select 6nly experienced people to\stark an eﬁterprise.
He warns against choos%ng yourself as a candidate to run youtr own
business, if you do not know that business extremely well. Infusion of
money, he says, will not’cure a probfem of poo} selecf:ion.19

J.C. Worthy, in his artifle "Who Failscand Why",‘stresse; that
the ultimate‘cause of failure; which is exceedingly common, is
management neglect in applying thé basic business disciplines of

planning, budgeting, controlling and replanning.20

K. Lawyer discovered, in his study of one hundred and ten

s
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successful small metal working plants in Ohio, that management skills

and persodélity traits of the chief executives of small plants'were

more important than the sophistication of operating methods employed.

Lawyer, 1like Allen, stressed the importance of self-selection of

. _ . . , B
management. According to Lawyer, careful selection of manpower is also

very important. Sooner or later many duties are necessarily assigned

to some ‘degree. Lawyer emphasized that the life of business depended
upon the calibre of persons to whom résponsibilities of growth were now

assigned.z;

’

Duhn;and Bradstreed identified poor marketing as one of the

causes of business failure. In Table II, presénted in the previous

o
section of this chapter, they indicate inadequate sales and competitive

weakness as the cause of 647 of failures, which they attribute to

mis'management.22 ' :

¢

Mayer and Goldstein, in their study of eighty-one small firhs,

state a combination of reasons responsible for the closure of forty

firms by the end qf'the two year study. * Faulty location and disregard

.

of competition are listed among the causes of failure. The authors
discovered that'choice of location yaé frequently based on such factors
as: '
1. vaéancy of p;emises;
2. nearness to home;
3. familiarityvwith‘neighbourhood; and
4, avéilability of bdsiness for sale,?23

The owners did not make any objective evaluation of the location's

potential as a business site: Failing to do so, they overlooked the

23
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fact that the area was declining - losing jits population or being

bypassed because of new highway construction. They did not investigate
whether the location was suited to the types of goods and services

' beihg offered. In some instances the business was too specialized,. and

in other cases the same goods and services were adequately being -

-

supplied by other companies.

Mayer and Goldstein further emphasize that disfegard of
competigion need not necessariiy be fatal. It did, however, play a
majof role in certain cases of failures and was a contributing factor
in other instances. In the cases where competition was significantly
responsible for closure of firms, it was al ways caused by competltors

|
already in existence. The owners were either completely unaware of
this threat of b;ithely assumed it would not affect them.24

W.H. Brannen emphasized that the people who make up a business

are of special interest to customers of that business. Absence of

1

hierarchy and bureaucracy in small business places a special

" significance on the people element. W.H. Brennen believed that
"People".must join the traditional four P's of the marketing mix -
Production, Price, Promotion and Place - to form the five P's of SB
marketing. °

Our SB marketing strategy’w1ll involve the right people

marketlng the right products %f the right place and price,

- by using the right promotion.

Brennen emphasized that lack of a people strategy is an

unnecessary self-imposed disadvantage for some.SB marketers.

A basic strategy for marketing is very important, because the

market is not homogenequs. It is essential for an effective marketing .

24



prograﬁ to identify the natural segménts and then match tﬂeir
advertising campaigns to the selected éegments. A Basic étrategy,—such
as presented by Hise et al and Gardner, must foéus on:
. 1. market segments - segments are identified by:
- demogggi:ic and geographic factors,
- benefit factors - the use that the customers see in the
. product ‘or service, for example is it aesthetic quality,
- energy efficiency, high quality child care,
- psychographic.og different lifestyle factors - the

lifestyle of customers, is it conservative, swingy or
stylish; .

2. positioning - how the business can be better than the-.

competitors. This also relates to the principle of market
dominance - the company must identify market segments and
strive to gain dominance. For example, a daycare could
strive to provide the dbest quality daycare with qualified
and experienced staff;

3. evaluate segments for potential;
4. focus efforts on well-defined segments; and
5. the need to be unique. Uniqueness could be achieved through
the kind of image presented (which some authors contend is
most important), tyBg of product, type of service, or type
of customers served. ' '
"Advertising, according to Professor Gardner, could be the
critical difference between success or failure. It promotes consumer
awareness of products and services of the company; it makes the

‘

also an internal morale booster. . It creates a sharp edge over those

who do not advertise. Gardner warns, however, that advertising seldom
produces direct séles; only fifty percent of advertising works. He
feels that it is this fifty percenf, which'makes the critical difference

between survival and failure.26 k

salesman's job easier; and it establishes or modifies image. It is

25



An effective marketing strategy must emphasize, in planning its
advertising campaign:

- selective exposure - using the right medium or program;

selective attention - having interest or meaning for customer;

[

selective comprehension;

selective retention - rememSering'informetion which is useful.

According to Professor D;M..Gsrdner,heVery‘businéss, be it
_prsfit—muking or a non-profit organizationAlike a chureh o; a non-
profit daycare, nee€ds customers to survive and grow, Marketing means
undefstanding your customer's seeas and‘aesires;27

It is only when custoﬁers believe that their needs will be
satisfied that transactions occur,.and oniy when transactions occur can
a firm make a profit. Accordlng to Byer and Teckert it may seem
obvious that-sales transactions produce the f1rms proflts, yet many of
the flnms fail to know enough about the costs of many of thelr

marketlng processes to know whether profits w1ll be generated

Price is based, not only on costs, but oh'%?e basis of the’
dynamics of demand and competitor's price. g

Professor Gardner states that marketing is not a necessary evil,

€ C—.V\E

but ‘it &s&just as importaﬁt as products and services. It is vital for

people interested in SB and community :ventures to be sensitive to the

idea that marketing is the creative force that matches their products

29

and services with theéir customers' needs.
The writer concurs with Brannen and believes that, for a
community venture to succeed, ‘it must have a marketing strategy that

emphasizes the five P's, (The Basic ﬁarketing strategy.must state what

——— ‘
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percentage of the total market it should- concentrate its energies on,

with what product or services and with what'combination of price;
promotion afid place.)30
The importance of a Markethg Plan is emphasized by many

authors. In a survey done by The Conference Board many.executives saw

a Marketing Plan as the very symbol and essence of purposeful marketlng

management. They regarded a formally prepared written Marketing Plan
as the means of llnklng the marketlng function with the principle of
management by objectives. However, D. Hopkins reports that many small-

sized companies preferred to keep their Marketing Plans informal and

unwritten. He found that there was a growing tendency among some

. companies to bypass Marketing Plans for a Business Plan or a Strategic

1

Plan.31

According to Byers and Teckert, mdrketing research is a process

used throughout the marketing operation. Such an operation begins and

ends with the customer.32

Marketing Research is used in several areas of the marketing

process. Some of these areas are outlined by Byers and Teckert as.

follows:
1. to determine the‘characteristics of a market;
2. to determine the demand in.a market for a product;
3. to evaluate the environmental factors around the market; and

4. to determine the reaction to components of the marketing mix
by the market. : -

Marketing Research information can be developed.through two

-

sources. These sources, as illustrated by Byers and Teckert, are:

d
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1. internal: analyzing sales records, analyzing cost, records,

and studying financial records;

2. external: searching secondary data, purchasing commercial
-~ data, aand conducting research studies by firm, :

Once the initial marketing research has been conducted, then the

sudden awareness of a problem activates marketing research or the ,

ééérch for solutions to the problem. Byers and Teckert stress the

distinction between a "problem" and a "symptom", They illustrate their

point with an example of a situation where sales are falling. 1In this

situatian, whatever is causing the sales to fall is the problem, and
'

the fact that sales are declining is a symptom. The problem could be

due to a declining economy, a.change in consumer tastes, entry of

strong new competitor, overpricing, bad advertising, or ineffectual

sales representatives. The job of md?keting research is to discover

what the problem is. 3%

Importance of accountlng for the survival of SB and communlty’

~ventures is demonstrated by many case studies. Dunn and Bradstreet

studies indicate that 26.7% of business failures were due to lack of

proper internal controls (refer to Table IT). Heavy operating expenseSg

caused 12.17 failures, recelvables d1ff1cu1t1es caused 10.17% bu51nessqs

to close, and invéntory difficulty was responsible for 4.5% of business

closures.35 ' '

"R.A. Lei'tch et al, in their study of one hundred and thnty SB,

discovered that often the reason for high failure rate in SB was the

absence of effective internal controls. They discovered that

management of most companies did not use financial information ir aeir

decision-making processes. This information was elicited by a higher
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number of negative responses to questions relating to budgét planning
and inEerim reporting in the study questionnaire. Theﬁstudy further
reveals that overall internal controls were strong in companies using
dohble—entry manﬁal systems.36 The‘findings also fevealed that
participation by the owner increased the effgctiveness of an internal
control system. O; the whole, this study pointed out.;hat the general
areas that present problems’for SB are budgeggng, planning and cash

‘control procedures.3’

G. Fox, president of Bar Geo Financial Associates and a

I

specialist in the area of busingss turnarounds, has developed seven
early warning si@ns to ‘alert buSiAessmen to critical areas they should
monitpr to assure their businesses' healthy operation. The seven areas
-to watch are:
| 1. cash managément;

2. accounts receivablé;

3. inventory;

4. accounts payable;

5. debt strﬁctuxe;

6. profit and loss;. and

7. personnel.38

According to G. Fox, managément must‘ask 1ts%lf the follow1ng
questlons related to . the above seven areas: Kl) Where’are the company
funds at all times? (2) Has a sale been made to a known credit risk,
just for the sake-of a sale? (3) Ié there‘excess inventory Qr‘too

little capital? (4) Who must be paid to keep the business runn1ng9

(5)° What is the current loan status? (6) Are there adequate financial

N / .
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controls? . (7) Are'the employees competent, and do they have the
' )
opportunity to- exercise initiative and ability?
AlltheseareasmUStIﬂaexaminedcarefuily,advisesG.Fox,so
proper control of business can be maintained. |
I B. Murphy, in his investigation ot financial control techniques
utilized by firms, discovered_that,idue'to a lack of sound data base, a
number of firms were unable to make use of the budget as a control
deuice,vbecause it was impossible to assess costs accurately and to
compare. them with budgets. He emphasizes the distinction between
budgeting and budgetary control. In a}number oflcases where
consultants had instituted a system, it only worked for a short time
because!of the lack of basic understanding by the personnel responsible
for its operation, or because of changes in‘_p”ersonnel.39
'Financial statements serve many purposes. According to Gross et
51; they haye a direct'effect on the success of a business. Creditors,

>

banks and, in some cases, the customers dec1de whether or not to do

business with the f1rm on . the ba31s of the- f1nanc1al statements, twat'

is sell the f1rm products or services on credit, lend money or buy from

the firm. Gross et'al further state that a)business cannot make its

r

financial statements look good unless it is operatlng soundly ~Perhaps

S
the most 1mportant qon51derat10n that the authors empha31ze is that

' -

management itself ‘must understand the f1nanc1a1 statements prepared by
its accountant 40

H;NfBr%om et al also'stress the'importance of record-keeping.
They claim that good"record—keepdng is characteristic of most

successful businesses, while inadequate records are typical of firms
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that fail.

...good records are esSedtiJ{)for effective control of
operating results. Furthermore,adequate records make it
easier ZY detect employee frauds, waste, spoilage and other
losses. : .

In conclusion, it _can be deducéd, from the review of literature

on accounting, that an adequate accounting system is crucial to the

survival of a venture, ° ‘ .

[

J.C. Worthy, in his article "Who Fails and Why", examined some

cases of business failure and discovered certain underlying reasons for

~their closures. One of the reasons that he outlines is a shortage of

capital. However, he points out that.it'is seldom thejsele reason for

failure, but it is often a~etrong contributing factor. A practical

# . : )
estimate of cgpital requirements for several years ahead, according to E

Worthy, is absolutely essential‘to growth of a-new.enterpérise.42

Btoom et al emphasize tae importance of satisfactory working
capital position. A business achieves this pOSition by having a
worklng capltal both adequate in amount and 11qu1d in nature. An
adequate worklng capltal ‘according to Broom et'al, means sufficient
money must always be availaule'tp pay,ali maturdug obligations. This
in turn meaas wages must be paid on time. A business cannot avail
itself of discounts on’purchases uniess billstafe paid within the cash

“

discount period - which is usuaILYQten days. Taxes must also be paid
“fime to avoid penalty. Adequate eash must also be available to pay
tor new fixed assets and to launch advertlslqg prograﬁs. There must

also be enough cash on hand to- meet the various contingencies that

arise from time tontime in eve:y'businesa,43

o .
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Adequacy of working capital could be tested hy a number of

methods, for example by compéring‘i@tios with corresponding industrial
. v '

Lo

standard ratios. Working cégiﬁél.Liquidity is defined by Broom et al

és,the proportion ofvworking capital made up of cash and all other
assets quickly convertible into cash. Acid-test checks liquidity as
.well as adequacy of working capital - obtainéd“byjdividing the liquid
current assets (total current assets leés ;nvehtories) by the total
current liabilities. This isia rigorous test due to exclusion of
inventories. Another method is the current ratio method - computed by
dividing current assets by current liabilities. The bankers' rule for

this ratio is at least two to one, according to Broom et al,  for

working cépftal to be judged adequate.44

The cash-flow cycle of a firm reflects the overall effort of its-

3

management. T.W. Johnson states that, in many instances, it is merely
:, ’

self-delusion to .attribute lack of success in business ventures to the

\bﬁ . o

shortage of money or inabilify to obtain

£ o

equity capital. In these
Cases where owners are suffering, they are not making profits because

they are "poor 6perators and poor f

' L] .
these circumstances, they cannot attract capital. He further states

that,
e

s What they really need is not more capital, but rather

| increased knowledge and experience in how to ‘run a business
soundly. They need to pay more attention tq organization
and the elements which make an organization successful,
Lack of money, under these conditions, is a symptom rather
than the real cause. More money is not the solution, but
will merely alleviate the real problem temporarily, and may
cause the owner to compound his mistakes, to geceive
himself and delay correction until it is too late,X

T. Johnson lists three -"cornerstones" of a business:

./’
5 —
)

inancial'administratqrs". Undéir "
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1. organization or management;
2. plant and equipment; and

3. capital;

o

. All three are vital for the survival of any venture. He feels

that, in most cases, adequate attention is placed on the plant and its
equipment requirement, and mediocre attention is given to management,

However, because financial management is a field in which most new

«

business operators have little or no training, considerations of

capital planning for the company are usually neglected. According to

~

him, )
Too much dependence, in many instances, is placed on.the-
tolerance of creditors to go along on very liberal terms or
even continuous delinquencies in payment of"bills.46 The
risk thus taken by ownership is many times too great.

Broom et al emphasize the importance of a sound -financial
structure. This includes not only a large enough total capital, and a

satisfactory relationship between debt and equity capital, but also a

‘proper balance among the various classes of assets owned. The authors

stress that profit-making and a strong working capital position
contribute to a sound financial structure.47

Relative proportion of current to fixed assets is also
importéht. Some‘companies have been started oniy to find that ali\fhe
equity funds were spent for necessary fixed agsets, thus leaving aq
inadeqqate amount for working cabital. Thé proper amount of
investment, according to Broom et él, depends upon the line of

business. However, it is helpful, in making cémparisons, to refer to

standard ratios of lirms similar to the one whose financial structure

-l
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is being analyzed;
J

Another critica% aspect of financial structure that Broom et al

‘allude to is the relationship betwéen borrowed funds and invested

capitél. If debt is unreasonably large when compared with equity

funds, the company is courting danger.. -According to a coﬁservative
) :
rule of thumb, two—thirds”of total‘capital should be owner supplied.

Mayef et. al, in their study of eighty—oné firms, discovered
that inadequate éapital was one of the thtributihg factors causing
failure among forty fifms;, The study illustrates that most owners ¢
failiﬁg firms made twé‘or three of the following errors relating to

inadequate capital: . ) . ~

I. undercapitalization - some owners initiated their business
without sufficient money to provide an‘initial stock in
trade. The amount of capital required, according to the
authors, variys greatly with the type of business. Their
data suggests [that there is a rock bottom minimum, below
which any filrm can hardly be expected to survive,.
Comparisons of initial capital investments of closed and
surviving firms revealed that six out of eight firms with
less than five hundred dollars initial investment failed.
The two firms that survived were marginal, part-time
operations; : : :

2. insufficient working reserve - some owners had sufficient
initial investment, but spent all of the liquid money at the
opening and left themselves no reserves to carry them over

- the time required to build up sales sufficiently to carry on
the business;

3. over-reliance on borrowed capital - other firms relied too
- heavily on borrowed capital fgd found that their firm could
not bear the’ burden of debt.
The authors emphasize that often it is incorrectly assumed that
SB faces the biggest problem 6f not being able to obtain bank credit.

Their study proves,that only a. small percentage of owners who applied

for loans from banks were refused. The major difficﬁlty that the firms
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faced was not in obtaining loans, but in the fact that they were
granted short-term loans. The ownefs who relied on this form of ‘debt
capital found they had to make payments bf fnterest and capitalﬂat a
time when their business could least afford the burden.

According to Mayer et al, this problem could be observed from
two points of view. One point~5f view is tg;t small firms with very

little investment have no reason for existence, and must therefore be

discouraged. Thé.pther aspect 'is that since persons opening such firms

a
v

will try afyhow, ‘and many will at least make a living if they have some

capital at their disposai, they should bevhelped through long-term

loans.49

Importance of goal clarity for the survival of firms is stressed

by many authors. For example, Mayer et al, in their motivational.

analysis of businessAownership (that is, why the owners had entered the

business world), discovered that often the owners did not consciously

‘.

know why they went into business. They had no goals in mind, having

little if any appreciation of tbé business world in general.so

According to J. Stapleton; it is imperative to establish certain

goals in order to establish the direction in which business must be
conducted. He stresses’ the importance of profit-making as a primary

objective of any business venture,

i

- Although many companies are well known for pursuing other
objectives, either of a political or social nature, such
objectives will be pursued:only while they continue to
cause an increase in profitability. They are, therefore,
secondary objectives and no more than a means to an end,
although tg? means may well be c¢onsidered Gdhdable in their
own right. : 4 Co
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The literaturé reviewed up to this point dealt épecifically with
SB. Now the writer will review literature dealing with community
ventures or ventures initiated by Community Developﬁent Corpérations
(CDC's).

In July 1968, a Community Development Corporation, Bedford-
Stuyvesant Restg;ation Corporation, initiated an economic development

program in a community mostly populated by blacks in New York City. It

was designed to encourage local residents to initiate business

ventures.  After two years, the program had provided financial and

management assistance to thirty-two minority enterprises. In this
program, J.E. Oxendine and A.N. Puryear examined ﬁhe thirty-two
enterprises assisted by the CDC in order to determine the ingredients\
necessary for a successful small_business Speration. TheyAselected
twelve cases for an i;tensive study, which.suggested many factors
influence the ultimate success or failure of a new business. The
aqthogs isolated five key factors as the primary determinants of
spécessful b;siness development. These were:

1. the technical competence or experience of the entrepreneur;

2. the capitalization of the business;

3. the émount of risk.incurred by each entrepreneur;

4. the motivation of the entrepreneur; and

5. the ability and willig§ness of the entrepreneur to accept
management assistance. -

Their analysis showed that, while technical experience is
useful, it did not ensure success. This point -is especially relevant

when the experience is not related directly to the management aspects
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of business. They also éonclude that adeqﬁaté'capital investment is a
necessary ingredient for business success. Their study found that the
widely accepted Qiew - investﬁenthcapital must be accompanied by a
reasonable degree of risk - is not always true. According to the
authors, risk does not guarantee that the entrepreneur will conduct
himself toward the business goal of increased profits. Finally,
Oxendine et ai emphasize that two other ingredients must be present if
the CDC is to promote successful economic development programs. First,

”

the entrepreneur must have a high degree of profit motivation. That

- 1is, he must see profits and not "going into business" as his primary

.

goal. Second, good management is important. However, they state that.

since most businessmen assisted by CDC's do not have management’

backgrounds and training, they must be éxposed to a good program of
management assistance. Their stpdy ;gveg}ed that the profit motivated
entrepreneur availed himselfégf such ménaéement assistance.

( C.E. Block points 6ut that most CbC,business practices have not
resembled the market-oriented practices of the modérn‘business firm,)
which emphasizes such activities as marketing research, promotion and
dealer-customefvrelations as central, rather than beripheral, aspects
«of their management. He stresses that, to be competitive‘in at léast
some of the markets that appear. promising for CDC cultivation, a
fundaméntal change ES'required. The CDC must broaden its perspectives
so that substantial management attention is devoted to such activities
as marketing research and promotion.53

The CDC's have, throuéh necessity, probablyl placed more

importance on financing their infant operations. However, C. Block
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states that CDC's must become market-oriented if they want to recognize

any great impact on the economic conditions in the low income ar ea.

Without an aggressive marketing program, the community-based enterprise

is likely to lose out to established business, because these companles

are famlllar to local residents and are likely to continue to be

Y

forceful in ‘attempting to maintain their market position.

. J.C. Weistart states that the major problems facing community-

,

based economic ventures are: ' .o

...the formulatlon adoption and achlevement of goals and

ob jectives...The goals of most CDC's are highly complex

and, in most ‘cases, they make the attainment of this

: fundamental ob jective of 1lo £§—range economic viability
: d1ff1cult if not impossible.- . '

.

There must be compatability between CDC's polltlcal social and

cultural goals and its economic goals.
(LJ..Macleod states that, since the CDC‘is motivated by concern

for the total good of the community, it will not 11m1t’1ts efforts to
the economic development The economlc objective is instrumental in
achieving other goals:55

J.C. Weistart found that the most serious flaw_in the concept of
CDC 1s the danger of confused ObJeCthES. Acco;ding.to him, the
primary obJectlve should be. to establish self- sufficiency and v1able
enterprises which are able to attract necessary financial, technical
and‘managerial resources. He further emphasized that shareholders and
managers must realize thatv if resources are’ to be attracted and
utlllzed effectively, ‘the obJectlves of local " control and democratic

“rule by the 'area re51dents must .be subordlnated 56

G.J. Macleod and S. Perry emphas1zed,the 1mportance of proflt—

! ?
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making for a community'v’enture.57 According to Macleod, a good CDC
must attempt to make profits, but in a sbecial way. He warns agalnst
providing all servicesrat cost, w1thout attempting to generate revenue
~ this will lead to no capital accumulation and the business would
always pe weak. He believes in the principle of profit organization as
opposed to profit maximization. /

Community projects must §§ject the do-gooder idea that it
is wrong to make profits. ' '

L

Thus, a CDC involved in a buslness venture mnst be very clear
and precise about its goals. One oﬁ the goals should be to generate
profits - dollar return on»investment and‘more.

According to J:C. Weistart, government involvement and
‘ commltment is cruc1al to the survival of communlty ventures. Since
community ventures are deflned as a thlrd sector 1in economic
" development, they-need>not only encouragement, but also assistance from
-government in oroer togsurviVe. Tnis assistance could be in the forn
of'grante, personnel help, and gnidance in the field of venture on
which the community is embarklng.sg.

'& Perrf, in a conference &1tommunity‘Eeonomic‘Development,
criticized CDC's for being shortvsighted‘in‘their goals,and‘relying
heavily on government grants. He advised them to.broaden their
horizons and explore all the ingenious ways that the private sector
uses to &aise,caoital. Community development groups should begin long—
term projects whlch generate income, thereby eliminating dependence on

government grants and associated interference from civil servants. 90

The importance of government commitment to community ventures
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cannot be sufficiently emphasized. Many projects initiated by
communities failed due to withdrawal of grants at critical periods of

14

business development.61

Discussion of the Six Factors

A

Businesses fail for many reaéons, but there are certain basic
causes of failure that appear and reappear. The duthor, after
reviewing literature on SB and community ventures, believes that there

»

v . . . ) . M 4
are certain ingredients crucial to the survival and success of any
'organization.
These six ingredients or factors are:
1. management;
2. marketing;
3. accounting;
4, capital;
5. goal clarity; and
. i
6. government 1nvolvement/commltment.
However, the author hastens to point out that, as Mayer et al warn us,
Survival of any given firm cannot be usually attributed to
a single factor, but instead is the result of a combination
of factors. Not all of the factors are present in every
case, but examination of our case materials suggests that, -
the more factors present, the greater the chance for

survival ~and the better the likelihood of definite
success. ’ »

The writer's intention is to capsulize a minimum level of
operation - to isolate minimum ingredients essential for the survival

of community ventures, and not present a text book of what an ideal

system would be. A definition of the six factors w' 1 be presented,

-

40



their importance for the viability of the organization will be
discussed, and the criteria by which their effectiveness can ‘be judged

will be presented.

~ 1. Management ‘ . CT
S : ] )
Definitions of management are as numerous as writers of

managerial treatises. R. Bruce defines management as the function of a

person with certain responsibilities as an "Entrepreneur: chief-

1

executive. Person responsible for corporate strategy who, through .the
corporation, exerts an influence on economic development".63 Davis, in

The Fundamentals of pr Management, defines management as a set of

1
\

functions: .

Management is the function of executive leadership. 'Its
organic subfunctions are the creative planning, organizing,
and controlling of the organizational activities for which
the executive is responsible. They have to do with the
accomplishme%&‘of the group and project pbjectives of the
organization, o

Thus, the role of management, for the purposes of this study, is
defined as the functions of people in planning, controlling and
evaluating the growth and development of the organization, geared‘at

achieving group and project objectiveé and goals.

Criteria By Which Effectiveness of Management Can be Judged

After reviewing the literature, it is evident that the emphasis
of authors is different. As with any field of human éndeavour, there
are‘a.variety of ways to succeed and to fail,~but it is onious that
there are certain areas that are important and must be kept in mind by
those involved in community ventures,

B

The most important criterion for effective management processes
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is the management personnel themselves. The writer believes that

management must be responsive and flexible to the customers' needs. It

is important for management to possess certain characteristics that

H.B. Pickle has mentioned in his  study. The most outstanding
characteristic is the communication ability, wﬁich includes written
communication, verbal comprehension and oral communication. The other
characteristics are human relations ability, ‘technical know-how, drive
and thinking ability.65

It cannoﬁ be emphasized enough tHat these qualities or

characteristics rare crucial determinants for the survival and success
of a venture. They are responsible for the differences between
marginal survivors and successful business people.

Apart from these characteristics, there are certain processes

that can enhance management. These include planning, budgeting,

controlling and replanning., They form the basis of a Business Plan..

Hollingworth et al ' fine a Business Plan és an important management

tool{ a focal point for organizing the whole managemenﬁ effort.66
Planners in the world of business.view planning as one of the

fgndamental tasks of management, along with leading, organizing and

controlling. The ger=- ¢ word "Plan" has this collective dictionary

~definition:

’

- an orderly arrangement of parts, an overall design or
objective; C

a method for achieving an end;

a detailed form of a program of action; .

planning is the design of a desired future and of effective
ways of bring it about; or

-
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- planning is, to a large extent, the job of making things

happen that would not otherwise occur.

A Business Plan has two basic but important components:

1.

2.

a general outline of the firm, providing a history of 'the

business, including its marketingi,aspects; and
{

a detailed financial information section.

In formulating a Business Plan, the following steps could be

utilized:

1.

P

1964 is to increase its sales volume";

assessing the interest in. starting a business and readiness
for ownership; -

‘listing a detailed evaluation of goals, objectives-and

capabilities of the firm's ownership and management. J.
Worthy states that these goals must be sta od in

. quantitative terms and in practical details so that they can
be ‘used as a measure of progress and not in ringing cliches

of ten heard as '"the aim of this corporation is to earn
maximum possible profit", or "objec%?ve of this firm for

clear, concise operational plans must be developed which are
focused at achieying the stated goals and objectives.
Planning at this stage involves economic and market
forecasting and proceeds with the development of specific
plans for individual departments to a complete corporate
plan for a stated period. Such planning starts with
defining and evaluating a business idea - identifying the
potential market for its product or service, determining its
size, estimating the amount of money needed to start the
business, and deciding where and how to obtain it;

the next step is conversion of plans to budgets and
Ma' .. - ing Plan. In addition to these projections, it is
important to have cash flow forecasts. According to Worthy,
the cycle of budgeting and planning will have to be
repeated man% times before a workable and acceptable result
is achieved.®8 The Marketing Plan, according to McCaslin
and McNamara, must identify the business' role in the
distribution network and its location needs, establishing
its pricing policy, considering what customer services its
business might offer, and planning-éts advertising,
publicity and promotional activities.6 These plans form
the basis of a central system;

5. the succeeding step requires management to be able to read
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and understénd'financial statements. By reading financial
statements and comparing them with plans that were.set up at
the beginning of a planning period, management can analyse
deviations from the plan and determine causes for them, so
that future plans (and, future budgets) may be appropriately
ad justed; o

6. researching the. business' legal and tax obligations,
evaluating its insurance needs, and choosing its record-
keeping system;

7. developing a purchasing and inventory plan, and a record-
keeping system; : '
8. . deciding on the firm's organization and personnel needs, and
_ considering the role that human relations plays in creating
the business' image;
/
9. management should have a long-range plan. The forecast
should ideally be for three years. If possible, there
should be contingency plans with a set of alternatives;

o

10. develop an effective control systeém. Management must have
some kind of mechanism to keep a close check on the
° performance of its personnel and. their functions; and

11. management must decide on the kinds of communication.that it
~ intends to use with its staff - downward, upward or lateral,

By developing a Business Plan, : ' looking ahead to the
venture's future planning and controlling needs, management will be

better able to defend itself against failure.

2. Marketing

Marketing is.defined as:

Determination of the needs and desires of the market so
that -gaods and ser%}ces can be provided that satisfy these
needs and desires. .

,

P. Drucker, in The Practice of Management, recognized the

pervasive importance of marketing in business. According to him,

Marketing is not only much broader than selling, it is a
whole business seen from the point of view of its final
result, that is from the customer's point of view. Concern
and responsibility for marke;fng must therefore permeate
all areas of the enterprise.



L. Byers and H.E. Teckert define marketing as:

A total system of interacting business activities that

directs the flow of goods and services from the producer to

the consumer or user to satisfy the needs and wants of Ehe

user and to achieve the obJectlves of the organization.

-The above definitions all stress the customer orientation of
marketing. According to Byers and Teckert, the very design of products
should be part of marketing consideration, along with concern for post-
sale customer satisfaction. Only when customers think that their needs
will be satisfied will transactions occur; and it is only when
transactions occur that.the company will make profits.

The systém of business activities is called marketing. Behind
the system is a philosophy that is identified as the "marketing
concept'". Byers and Teckert define marketing concept as:

..;a way of‘thinklng It states that the profitable

satisfaction of consumer wants and needs determines the

nature of the business, of the flrm and the way that
busiress will be conducted.

Marketing concept is no longer confined to marketing management '

.only. 74 According to John Stapleton, marketlng is. too 1mportant to
company prosperity to be left to marketing management alone. It must
be the basic phllosophy of every member of the flrm, where customers
are the-independent varlable' the tradlng assets of a company, and

products, production, equipment, management and labour are the

Y
1

dependent variables.75

| Byers and Teekert emphasize that the marketing cencept must
permeate all departments 6?.a company. The marketing concept does not
;gnore the obJectlves of a firm - concern for proflt is included in its
phllosophy Focus is on.satisfying the needs of a customer in omder to

J

-
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make a profit.

s

76

R.T. Hise et ali state that a marketing philosophy must

emphasize: (1) customer needs and desires; (2) goal achievement; (3)

\f -
societal requirements; and (4) a systems approach.
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In order to ensure that companies are committed to satisfying

L
customer needs and desires, R.T. Hise et al state that Fhe

following three steps must be followed: | )
(i) the company must determine customer needs and desires before
developing goods and services for these %pgtomers;

. - - B
(ii) these needs and desires must be‘iﬁ;orporated into the

products and services developed for these customers; and
4

(iii) the company must make certain that these goods and services
are indeed satisfying customer needs and desires.

Goal achievement is an integral part of a‘marketing concept. For

example, a marképing program for a daycare may be geared towards

increasing its enrollment. The, major goal, however, of most
businesses is profit, According to Hise etJaia without adequate

.

profits, the firm's very existence will be in Jjeopardy.
Customer newds and desires are focal points of a company's

operation, but the broader needs. of society must also be

recognised. Soume major concerns listed by Hise et al are quality

of air and water, providing safe and properly functioning products,

rs

-as well as quality of life itself.

A systems approach has two importahg dimensions:

(1) marketing decisions are made within a systems context. That .

is, no decision of a marketing nature can be madé without

first noting its effect on other marketing decisions and, in

turn, their effect on it. For example, a decision to alter a

product's' price must also consider an alteration in the
- product's advertising. )

.
i
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(ii) the entire firm, according to Hise et al, must operate as
smoothly as possible with one major objective - to provide
"customers with products and services that satisfy their wants
and needs.

- making it materialize. N

Criteria by Which Effectiveness of Marketing can be Judged
As emphasized in the section on the importance of management,
planning is the key to business survival and success. It is a

bluepriht - a design for a desired future and of effective ways of

1

|

!
The five criteria for judging the effectiveness of marketing are

supported by numerous authors. It .is not essential that all community

ventures possess all the criteria as in the form presented. However,

review of literature on marketing has made it clear that community
veﬁtpres should have some form of a plan - preferably a written one, be
it a separate Marketing Plan or included in its broader Business Plan

or Strategic Plan - that spells éut clearly the goals and objectives of

e

the firm and strategies for achieving them. Thought must also Be givén
to marketing research. -

Review of literature on marketing reveals that Marketing Plans
come in all styles and flavours, so that no ideal "cookbook", let alone
a éingle‘%ecipe for preparing marketing pléns, can cover all)individual
combany eircuﬁstances. Al cording toILS:;Hopkins, a Marketing Plan
typically sets out to“angtgr - . Lowing three questions:‘ Where ére

we now? Where do we want tu - - iow do v Were?so

The following are thefive criteric -
1. In response to the first question related to éustomer needs and

desires, it is necessary to prepare a situation analysis. This is
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a review of the current market status and outlook for the product

or service covered by the Marketing Plan. According to D. Hopkins,

this review usually focuses on the company's product offering -~ for

example, the trend in sales and profitability, promotional s pport,

o~
b

‘competitive position, market strengths and weaknesses, and problems

1.

arid opportunities ahead. One company interviewed in the survey by

The Conference Board states that, at this preliminary stage of

and figures are truly relevant to determine~the objectives and

strategies for the product or service, tﬂey‘are recorded in the’

planning, they believe in®the test of relevance. That ié, if facts

situation analysis and otherwise not. D. Hopkins states that

this method helps to separate facts classed as "need to know" from

facts that are "nice to know". These facts uncover a trend, a

hidden problem, or .an overlooked opportunity for the product. The

view must be dynamic and forward looking. Certain managements of

~companies. in the same survey stressed the importance of making the

analysis section of a Marketing Plan diagnostic rather than

descriptive. For example, one company, in its guideline
preparing an operational plan, stated:

A collection of data or a recording of past performance is
useless unless it is used to shape the future, to iden-ify
the major problems restricting the operations or growth of
the department, or to outline opportunities that exist to
improve efficiencies or market positions. Therefore, all
data in this section shoulglend in a conclusion, that is a.
problem or an opportunity. « - '

~

_—~Planning starts with an analysis of the company's situation.
includes an analysis of: _ .

(i) - the business - what is special about it?

-
S

for

It
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2.

(ii)

(iii)

It is

4

customer - in depth understanding of the customer, his
background :

competitors - who are they?
produce or service - what is special about “hem?

trends - if trend is down, be dominant.

After the above review, the next stage involves a "WOTSUP"
Analysis. This is a rev1ew of:

Strengths Management
Weaknesses Market
of
Threats Product
Opportunities Competition
The next step is to develop a customer profile. It is

important, according to Professor Gardner, not to assume
anythlng, but collect information on, for example:

what kinds of people buy from the firm? - Where do they
live? How did they find the. service? :

why do they buy the product or service?

<

what are their problems?

what is important to.them? For example, is it economical
pricing, status, technology or convenience-of location?

what about 51m11ar people who do not buy7

what aboutrpotential customers‘— what are they like?

1mportant to note here that each product has a life cycle.

Ft goes from b1rth and growth to maturlty and decline.. The

dlfferent stages of avproduct s llfe wlll dlrectly influence the

effectlveness of a marketlng program, The situation analy51s must

determlne the outlook for: the product or service at that stage of

its life cycle.

The next stage in preparing a Marketing Plan answers the second
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question - Where do we want to go? Thls stage involves formulatlng

goals and obJectlves for the marketing perlod planned. These goals

must be stated clearly and precisely for they are the pivot around
which the entire plan revolves. A number of managements require
their planners to define the fundamental "mission" or "charter" of

. the product area or business unit covered by the Plan. The

statement of mission answers the useful cliche question, "What

business are we in?" Terminology with regard to goals and

objectives differs in SB textbooks. Some authors, such as

Stapleton, Hise et al and Hopkins, use goals to mean long- term aims

that are a part of the strategic or bu51ness plan. Objectives are
defined as short-term, attainable, realistic,bcomparable,

measureable and quantifiable. In the survey by The Conference

L :
Board, certain companles,reversed the order by settlng

/

quantltatlve goals for the folIow1ng period as one step along the
road to achlevlng 'strategic objectives" contained in longer—term
business plans.82 :

objective. A forecast is defined by'D.Hopkins as a quantitative
or qualitative estimate of what one expects may occur in the
future. An objective, Hopkins clarifies, is a ouantitative target

or measure of opportunities one wants to occur in the future,

"While it cannot be predicted with a high degree of accuracy, an

(objective) is feasible, acceptable, and can be achieved through

our own effort."83

4

_ For the purpose of the study, the author will use the

\\‘

DN
A" further distinction is made between a forecast and an

\
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following definitions of goals and objectives:

Goals: They are long-term, and defined in a statement of -
mission or contained within a long-range strategic:
plan. It is unlikely that they will be achieved within
the time span covered by a single Marketing Plan.
Goals must be realistic and attainable. .

Objectives: Being short-term in comparison to goals, they must be

' an active and not passive statement about the future.

They must be realistically attainable. To the extent

possible, objectives must be stated in quantifiable

! terms of units, dollars and market share. They

i eventual result must be clear and measurable. They
\ must be comparable for planning purposes.

|
By devising strategies and tactics for achieving the goals and
objectives, management will be able to answer the third question -

How do we get there?

Strategy is commonly used in two different ways within the
context of a Marketing Plan. One refgfs to the principle strategic
thrust that is to be followed. In the second usage, planners of

the Markéting Plan speak in terms of strategies - in the plural -

: &
as a means Pf accomplishing the agreed upon objectives through

tactical operations.

-

J. Stapleton defines strategy as:

...the art of preparing company's resources to ensure
maximum sales penetration upon which company
profitability is so dependent. It means understanding
the buying habits, attitudes and characteristics'of
potential customers. It is cagitalizing on the strengths
and weaknesses of competitors.

Tactics are defined by Stapleton as the methods employed in
the day-to-day dealings|with customers and prospective customers.:

Tactics are also called action programs in The Conference Board

survey by D. Hopkins. They are the actual steps by which



strategies will be implemented to achieye the established
objectives. One company surveyed pointed out in its planning
guideiines that: |

It is within this part of the plan, that the 'how to',

the 'by whom', the 'by when', the 'with what help' and

‘other pertinent requirements, including'costs, become

detailed as specifics. :

J. Stapleton states.that ofteﬁ confusion between tactics and
' strategy arises because of interdependence of certain ac;tivities.s6
Monitoring procedure: This is an important element in a Marketing
Plan. A review of the company's prdgress of marketing and sales
'activity tﬁroughout the year prévides management wi£h the
opportunity to spot "weak signals": as Hopkins puts it, and to
rédirécilany barés of a planned action program that are off-target.
By mpnitorihg the plan, it is possible to modify the original

objectives, *strategies and tactics in the light of changiﬁg

87

conditions{
Contingenc?ﬁﬁlanning: The contingency section 5f a Marketing Plan
is quite often sketched inAoutline only, According to Hopkins,
"Details of an amended'p£ogram remain to be worked out, as and when

the need arises."88

| Contingency planning is usefﬁl if specific events occur that
require some kind of a:blueprint for possible action - the absence
of which migﬁt expose the compahy to substantiél)risk. Such an
event could be a drastic change in .the ééonomiq_outlook,hsocio~
political'éhange, shift in demand for the'type df'production'dr‘

service sold by’ the business.



/ ‘ .

D. Hopkins emphasizeé that, while monitoring of performance
calls for arigid comparison between plan and accomplishment, a
review of theiwhole plan and of the continued relevance of its
program elements can be flexibly conducted. 8%

An important ésint to note, according to Hopkins, is that

‘rgﬁéring a Marketing Plan is much more of a recirculating process

.

than moVement through linear progression. The best Marketing Plans

are those with plentifdl feedback loops in the whole harketing

operation.90 A

Accounting

Gross et al define an accounting system as:

...a total process in which all business activities that
generate revenues (bring in money) and incur costs (cost
money) are recorded. These are summarized at given points
in time to let management know where the business stands.
That information is also needed to determine wh?t taxes and
other charges are due at fixed points in time.? :

Gross et al state that, basically, there are two functions of an

accountant. Firstly, the accountant must report the faCts_as\they are,

and, secondly, he/she must inform management of their meaning .n terms

of the organization's operation, potential, business balance, successes

and profitability. "Accounting function calls for both accurate

reporting and specific analjsis."9?

In the Basic Postulates of Accounting, M. Moonitz states that

the functions of accounting are five fold:

1. to measure resources of entities;
2. reflect claims against them;

3. measure changes in both; ’
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4. all with reference to periods and points of time; and

5. " all expressed in terms of money.93
/// ) He further states that accounting has other functions besides
preparation of financial statéments. Among these are its contribution

to the modern ideas of shared management. -

C. Lund defines accounting as:

The recording and reporting of transactions, especially a)
the devising of internal controls and recording methods
(system design), b) the-keeping of transaction records
(bookkeeping), c) the continuous testing of the operating
effectiveness of controls and of the accuracy and propriety
of records (internal auditing), d) the periodic reviewing
by outsiders of transaction summaries (external auditing),
e) the making known to others of the information revealed

.in and im%%ications derived from such summaries
(reporting). '

According to H.N. Broom et al, accounting records, at a minimum,

-
- .

- must provide.information on the following:

1. assets - real estate, equipment, inventory, receivables and
cash; ' '

2. liaBilities - to banks, suppliers, employees and others
(including income tax dues); - ‘

3. ‘owner's equity in the firm; ;and

4, éales, expenses{and préfit for the accounting period.95
. s .
As pointed out by M. Mqonitz;énd C. Lund, bookkeeping is only
one aspéct of accdunéing, butlit is of crucial importaﬁée to the
éurvi?al of a veﬁture. In most bﬁsinesses, cash flows in daily,

basically through sales, and thid cash is then either used to pay

! h expenses or is deposited in a bank, and cheques are issued. .



Bookkeeping should keep track of these transactions and'provide‘an

accurate record of accounts payable, accounts receivable, bank balance,

sales and petty cash.96

A budget, as part of an'accounting system, is defined by C. Lund

as;

1.

a financial plan serving as an estlmate of and a control
over future operatlons- 4

hence any estimate of future costs; and

any systematic p%an for utilization of manpower, material or
other respurces. ;

Criteria for Judging the Effectiveness of an Accounting System

The criteria listed under this section consist of the minimum

ingredients crucial for- survival of a community venture. Some of the

important criteria for an effective accounting system are: o

1.

2.

management must use a budget system for watching income and
expenses;

there must be books of account - formal journals and

ledgers, vouchers, invoices, correspondence, contracts and

other sources or support for such records;

accounting records must be kept up to date and balanced
monthly; .

the double-entry method of bookkeeplng is more advantageous
than single-entry method;

several different journals must be maintained by the
bookkeeper. Most common ones are: , <

- Cash Receipts Journal
- Cash Disbursements Journal

Sales Journal

f

Purchases Journal

\ ' -~

Each of these journals is bfoken into different accounts.

S5



' Some of the common ones are:
- Accounts Receivable
- Accounts Payable

Sales

Inventory

»
o

6. The method of recording transactidhs «¢o gy i
accounting" or "accrual—basis”i;~Q§sﬁ Ve €ounting is
when financial statements are - répg B | is actually

- _ paid or received. In accrual-basis acgtod , tr ctions
- are reported as income is earnéd or. expenseg. are .incurred,
whether or not cash was actually transferred. -Studies show

that accrual basis of accounting is more advantageous to SB.

However, Gross et al state that vach method has its

advantages for different businesses.

7. Financial statements must be prepared as an accounting of
actual performancemade of a monthly basis. Management must
be able to review these onthly statements. According to T.
Johnson, the knowledge &f how to read a balance sheet and
profit and loss stategsnt as one would read a road map would
prove very helpful.”” This information will point out
unfavourable trends and help to prevent unsound business
Jjudgement and, very often, financial insolvency.

8. The actual financial statements must be compared
periodically with projected fiancial statements.

9?‘ 9. Financial analysis must be used by management and records of
these analyses must be kept. Break-even analysis, if
applicable to business, must be included in the financial
analysis. ‘ '

4. Capital

Capital 'is defined by McCaslin et al as:

Money or other tangible assets, invested in the entfagrise
by the owner(s), for use in conducting the business.

There are two types of capital invésted in any business -
permanent or temporary. Permanent capital represents the ownership or

M i
invested money which does not have to be paid back, otherwiss/“réferred

to as equity or venture capital, Equity capital is not borrowed and is
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used(to start and operate the business:

’ Temporary capital represents the borrowed mone} which must be
-repaid. It is also called debt financing, and credit financing. This
includes, to mention ohly a few, bank loans or other personal loans,
accounts payable to the trade, and income and other taxes owed.

FiXed capital is tﬁe méney invested in fixed assets - land,
'buildings, fixtures and equipment. Working Eapi;al is the money
| : |

available to operate a business.

*Cri for Judging the Effectiveness of Capital

The criteria by which effectiveness of capital can be judged for

a community venture are listed as follows:

(i) there must be a written capital -requirement list.
According .to McCaslin and McNamara, a capital requirement
is a. list or scheduislof expenses that must be met to
establish a business;

(ii) capital needs should be established by estimating sales
volume for the first year, the initial start-up costs and
monthly opergting expenses; g '

(iii) capital requirements for the folldﬁihg year or years
should be.estimated; and o

(iv) another important criterion for judging the effectiveness
of capital is the planning given to the financial
structure. A sound financial structure, as defined by
‘ ' Broom et al, requires a strong working capital p%i}tion

and profit-making as a goal of the company} As
explained earlier, a strong working capital position is
defined as- being both adequate in amount and liquid
in nature. A business can detérmine its working capital
position by examining the following questions:

- Are wages paid on time?
< - Are ca ' discounts availed of? Vs
- Are taxcs paid on time? C

- Is money available for new fixed assets?

¢
LN
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- Is some¢ money set aside for advertising and sales
promotion, campaigns?

~ Is-cash easily available to meet various contingencies
that might arise from time to time?. #

- what~is the ratio of current assets to current
liabilities?

- Can the company,quickiy convert its assets into cash?
- Is profit regarded as one of the goals of the company?

(v) Every business,  at some stage, requires infusion of extra
equity capital. Accordilng to Johnson, it is prudént to
apply for and obtain equity capital before there is a
need, when the company Bg doing well and therefore can
attract more capital.1 This equity capital would
cushion the company against hard timés. Questions to. ask
under this criterion are: :

- Has the.firm ever required more equitybcapital?

- Was the request for a loan made when the company was

doing well? ' , ,

- If the request for a loan was accepted, was it-granted
- on a short-term or a long+term basis?

(vi) T. Johnson stated that one of the biggest problems that SB

people have ig\their fear of bankers and creditors. It is
to their advantage to cultivate relations with their
banker and creditors, and to establish good ratings with
them. When companies encounter difficult times, some
aggressive banks will come t?OEhe-company’s rescue by
giving out loans on soft terms. :

'5. Goal Clarity

ko

Clarity of goals is an important factor in. the success of any

4y
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The people who come together to create or pATticipate in
virtually any kind of organization generally share in a
complex set of goals. Even the traditional business
~orporation is clearly mdre than an economic institution, ‘
However, its fundamental. objective - to make a profit - i¥%.
well-defined and provides the basis whiag makes the -
achievement of all its other goals possible. .

organization. According to Weistart,

3

.
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The three‘goals of Community_Development Corporations}Vas'

defined by‘the Harvard Law Review, are:

. . First, as a political institution, it provides a mechanism
. through which the poor can achieve meaningful participation
in the control of significant_ aspects of their community
life. Second, the CDC as a service organization provides
needed services to the community while ‘avoiding the handout
syndrome surrounding public welfare. Third, as an economic
institution, the CDC promotes economic development %f the
community through investment in community business. 10

Criteria to Judge the Effectiveness ’ ' ,
of Goal Clarity for Community Ventures ..

-

Answers to the following questions will clarifj the

r

effectiveness of goals in an organization: vt

T
- Are there clearly stated goals'o?_ofganlzatlon»ln'lts charter
~ or plan? ‘ R

- Has past'performance of organization conformed to- its stated
goals? : Ty B ' :

A o

- Are goals- of the CDC‘perceiyéd to be the same by management as
by staff? : R S '

- . o :,‘f " o

- Is profit regarded as one 6f the“goals ofxthe venture?

o
o . <

6. Government Involvement/Commitment :

P

For a community venture to succeed, the political, social and

economic milieux must be conducive tq*the success of business.

According to.J. Weistart, - L S

...economic development is a long and difficult process,
e whether it be Nineteenth Century America or the five year

plans in the Soviet Union or China, and it is. unrealistic :
to assume that the process can be speeded up without the ¥ i
infusion of outside capital and technical assistance...The
process of social engineering requires the involvement of
local groups such as community developmeP67corporations,
government . and -business systems 'in general, '

»
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"
Critéria for Judging Effectiveness of
Government Involvement/Commitment

N The following questions are useful in determining the criteria
) oo ’ - . il N

for judging the effectiveness of government involvement in -gommunity
: . A N

k4 B

© ventures:

~ Is assistance available from different departments of
government (at regional, provincial and fedéfal levels) in the
form of financing, personnel . help, and guidance in the field
of venture on which the community is embarking?

- What is the basic philosophy of the department? To what goals
_ are they committed? . - .
o R ue

' . - Is the organization aware of these sources?

'—.Have these sources'beén”investigated and made use of by tre
-community? ' o

;?f )
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CHAPTER III

RESEARCH PROCEDURE

Study Design: - - SR
The design of the study is descriptive i noture. Both the

methods of qualitative and qquantitative analysis were used to analyse

the chreevprojeCts of CAC. In.order to build a p;ofile of the
projects, the historical method of research was also used. This
involved the Study of past and present records of the projects, such as
their accoﬁnting records, records of minutes“of‘méétings and
correspoﬁdence with g&vemnmehﬁ depaftments..

Respondents: . o ‘ . ,
: : ‘ N

.

Respondents in the study were categorized into six parties who

had an ihterest;in the projects. These parties-at-interest were the

employergl(éoard of;Dfrectors of CAC and-Child Care Committee Members),
employees, community residents, government, customers and competitors.
They‘were selected:through various methods. . The first party;at—

interest to be interviewed waSTthe_BoardiéfjDirectors who are
responsible for the Daycare, and are in a Sgnse the."owners". The
Childcare Committee of CAC are also included in this group, since they
ére resﬁonsible for and supervise the operation of both childcare

programs - Daycare and Qut-of-School Care.

The second party-at-interest was the employees of the projects,

O

which included the director and staff. Here the writer ran into the
- difficulty of tracing all of them. In all there were ten people hired

for CHUMS during its one year of operation. Only three employees could
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be traced and interviewed - one of these respondents was with the

project from its start to closure

* The third bérty—at—interesbejﬁs the customers of the projects.
The customers for the child care projects were referred to by the
directors of the projects. Eleven parents wefe intefviened in the
Daycare program. The writer was' unable to intetview all the customers
as the Director refused to disclose anyllnformatlon w1th regard to

-

their names and telephone numbers. She flnally consented to give only

six names of parents whom she felt confident would not object to being
Y . P .

interviewed. She justified her reluctance in divul;lng this
informatien by stating that most of her customers were single parents
whd would resent any invesien‘of privacy. . For this reason, the writer
. feelsrthat there may héﬂf been a bias in fa'vour of the OQut-of-School
'Care program. Twenty clients of the CHUMS project were contacted by
ltelephone. 'Their phone numbers Were located'through the records and
invoices of‘the brojectl'

The fourth party—at interest was the community residents of
“,4\_

Calder. This group of five respondents was either involved with CAC
projects; for example Calder Place (Senlor Citizens' Residence),
McConachle House, had beeéen assoc1ated with CAC in the past, or had
heard of the organlzatlon. These residents were selected on the basis

of their duration of residence in the community. They had lived . there

%

for over fifteen years and had been or were currently involved in

éommunity activities.
The fifth party-at-interest was the goﬁernment. For the

W °
Ad

chlldcare projects, the government agencies contacted were Glengarry
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Soéiﬁ&iServices Centre, -Provincial Consultation Services of the Social
Services Department (Alberta), and School Board employees, The School
Board employees contacted were the past and present principals of St.

Edmunds School and the principal of Calder School, where theADaycare is

located. For the CHUMS project; only those government departnents and

School Board personnel were interviewed that were directly associated
with.this project. These were Canada Employment and Immigration

Department (Employment Development Branch) and principals of Calder and

St. Edmunds Schools.

The sixth party-at-interest was the -competitors, who were

" selected through the telephone directory. Ten daycares ldtated near

the Keyano Daycare were visited and their directors were interviewed,

Three Ont—of;School Care centres were visited. Competitors for the

CHUMS project were selected through the telephone directory and were

referred by the chc and ather community groups. They'had all been in

business for over five years. Ten tradesmen who were 1nvolved in

prov1d1ng the saffe kinds of serv1ces in that area, were int iewed,

There were three carpenters, three plumbers, three handymen and one

window repairman. ’ In addition, project managers of two similar

projects. being operated in different parts of the c1ty weri also
KA 2R

interviewed. These were the Strathcona Seniors Maintenance Service and -

Assoéciation for-Residence Maintenance for Seniors (ARMS). CHUMS was

b

initially designed after the Strathcona'Associgéion, which is providing

home maintenance services in the sohthfside;o thevcity and has been

operating for eleven years. ARMS is located at Kingsway Garden Mall

and their services are available, to all seniors within the City of
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Edmonton.

Both the unstructured and structured methods of data collection’

werevused. In the unstructured method, interviews were taped end
observations were recorded. The questions in unstructured interviews
were as open-ended as possible, offering minimum geidancelto the
respondents. This way, more information\could be elicited than through
a structured interview. Stfuctured interviews were useful in obtaining
specific answers to questionggdealing with eccounting, mafketing,
capital and goal clarity of CAC.

In order to obtain information o‘a‘?th_e six factors crucial to

_ . ; .
_ SB, each interview was analysed, and information pertinent to the six

w.fdactors was colour coded. For example, ‘comments on marketing were

underlined in blue, information on management . was underlined in red,

5

and so on. This way, the opinions. of the six partieé—at—ihtereet, with

regard to the three projects, were categorised into the six factors -

established in Chapter II as important to the survival of cohmhﬁity
g .
business. : .

A total of eixty interviews was conducted, which'incleded botﬁ
face—to—face and telephone interviews. “Some key respondents were
interviewed tQQ or .three times in dorder te clariﬁy eertein,points;
These interviews averaged thirty.to sixt$4minutes in -duration.
Observation time consisted of watching~the.fespendents carry out their
scheduled activities.. For example, the wrlter was allowed to observe
the two chlldcare projects for 1ndef1n1te perlods of tlme and to
observe a CAC and CCC meeting. Thls 1nvolvement previded an ovefgkl

picture of the two projects, so that the study is'a consolidation of my
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observations and interviews.

’

Most of the interviews fér the study were taped.’ Permission to

P
0

use responses with no names attached was received from some
respondents. Therefore, when the tape recordings were transcribed, the

names were not included.
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CHAPTER 1V

DESCRIPTION AND ANALYSIS OF DATA

Introduction

Lt

In this chapter, the three projects of Calder Action Committee

(CAC) will be described, and then the data w111 be analysed in terms of o

the crltéi;a established in Chapter II. Th;t 1s, the six factors
1mportant to communlty bus1ness will be used as gu1de11nes to'
understand why two projects of CAC surv1ved and one failed. The
projects' ‘successes and fallures w1ll also be evaluated in the llght of
the satlsfactlon they provﬁﬂp to the six partlesﬁg%—lnterest mentioned

L
in Chapter I, Bg- 7. :

°r

Description of Three Community Economic Development Projects
[

Daycare - The Keyano Daycare opened in April‘1981. It operates-out of
Calder Elementary School. vThe Child‘Care Committee (CCC) of Calder
Action Committee has leased ?ublic School Board space. Keyano is
licensed for twenty—five-children. It has enperlenced the usual
- difficulties encountered by_any SB in these hard times. The enrollment
ln Keyano has fluctuated dnring the period of the stndy -—
Oct~ber 1983 to May 1984, 1In October 1983 there were twenty-two

and hy’May‘1984 there were sixteen children enrolled out of

elve‘were full-time. Two staff members are upgradlng thelr
quallflcatlons by attendlng nlght classes in Early Chlldhood

.

Development, The director of the program who lacks formal

N

quallflcatlons 1s also- attend1ng nlght school - The physlcal layout ofv

the daycare is: spread over two big rooms that are brlght and sunny
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[

Apart from these rooms, there is a kitchen, storage space, washroom,

[}

and an office for the didector. Hot lunches and snicks are provided by

the daycare. The daycare children use the pléyground and>gym
W -~

facilities of the school.
Ve

Out-of-~School Care .Program -~ Calder Out-of-School Care Progrém was

started in October 1980, It is open from 7 a.m. to 6 p.m. on weekdays.‘

It caters to the six to twelve years age group.‘nThis'centre is located °

in St. Edmunds School, which is adjacent to CaldefASehool,,where Keyano
is located. . Children from bo;h of these schools are‘enfelled in the
program. From.ips inception, this program has also experienced many
difficﬁlties.- Durihg the course of thevstudy, the director of the,
centre had‘fo releaseeher full-time assistant. She now'has part—time
help. Two Grade Nine students come in early in theﬁmorniﬁés end then
during their ldﬁch hours to help with the childrep. They'are‘paid an
“honr 1, >Apaft from these sﬁﬁdents, there are two additional paid,

;eXperienqed helpers who start workﬁat ,pnl and stay w1th the chlldren

until 6=pJn. This centre has beén ¢ n51stently underenrolled They.

are licensed for twenty children and at present have founteen
> er . o
Financially, they have been fac1ng many problems. JDue to lqw'

enrollment, thelr fees were 1ncreased from $200 to $248. \Thé eity has’"

Jjurisdiction because the chlldren are ‘subsidized by the city. The out-

<

of-school care progréms‘also have\tb abide by the prOVincial:Liceﬁcing

Regulations Act. - Lo C

CHUMSV—.The CAC formed an Economfc[Business Cqmmittee,and htilized-a

. Community Development Grant to operete CHUMS. This program was geared -

to providing maintenance services and products to seniors and low

- *

.9.
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incomé families in Calder area. These services and products included

P

'program lasted one year from January. 1981 to January of the - next year..
. sl.
It was located 1n St Edmunds School There was a high staff turnover

P
f

I ¥y be worth notlng at. this point that two similar prOJects that are

' communltyigentures are being operated in the c1ty, and have managed to
q " w3
CHUMS was modelled after one of these programs -

Strathcona Senlors Malntenance Serv1ce . : e
o, V553 . ) IR L . ) . »
. P . © .
Analysis of Data‘ . . } -
: P

\'i ;

'ﬂeach‘fact r 1denbdf1ed as . cruc§91 to SB success These are L.

pertalnlng to the three prOJects w1ll be dlscussed and oplnfhns of the
' . o &
J six partles—at—1nterest with regar to that section will be analysed

'

w1ndow Cleanlng and repalr, and 1nsta111ng safety deadbolt locks, The.

v

‘77i;—- . Involvement/Connnltment and 6) Management Under eath“sgggaon the data'

Ex L : At the end of each sectlon, a review of that sect;on is added, for
;ﬁfn _ example, a rev1ew of marketlng in the three prOJects L
‘< %i . ' ' ) ‘ ' " ‘ Y - v

o 1. Marketing, |
In thls sectlon the data on the three prOJects of CAC wlll be

«
. s e -

-~
dlscussed and analysed in terms of the marketlng criteria establ1shed
4 P

in Chapter II. Brlefly stated ~some  of the important market1ng<

-

1.cr1terla establlshed were that there should be some fOrm of a plan that

»\»

toe i.spells out cleale the’ goals and obJectlves of the organlzatlon and

-

“

e strategles for achlev1ng them. OSome . thought must also be given to

1 yard work, pa1nt1ng plumblng, minor electrlcal work, lawn mOW1ng,'

Marketlng, 2) Account&ng, 3) Capltal‘ 4) Goal Clarlty, )‘GOVernment.f

A

o

Ve " The remalnlng @hapter w1ll be d1v1ded into six. sectlons = one onf'

Tan

74

w



&

o
g

e

g% .

_contlngency plans for. the organlzatlonﬁf Theré should be adequate

\LAll exce pt

: %@
N ‘ :é‘& Ld Lok

%marketlng research Plannlng s%ﬂrts w1th anAAhaly81s of the company's

~L

situation, It:%hcludes an

b ‘w S.’PS.
"

v ’ 5

cugtOmers Py, products/service, .or

,analySis,of the bus1ness

trends. The nex@gstage 1nvolve$ formulatlng goals and objectives for . = .w¥

the organlzatlon The third stage cOdggags of devising strategiés'and

“d

The fourth -and flfth f; .
v . {" N ! ‘;. E

steps in a Marketlng Plan consist. of dev151ng modltOrlng procedures and{

.. - . V’ .
T v K

tactics for achleV1ng the goals and obJectlves.

w v,

edback loops 1n the whole Plan. : . R L.
e e
Daycare e e T e .
e Ay - - Lot N
¢ The. f1rst party—athnterest to be 1nterv1ewed was the Board df N
;,o RPN - R ;

(t?and‘Chlld Care Commlttee members of Calder Action Coﬁmlttee.p

.
-, ra

one of the %%x respohdents stated that

~1,

plannlng em&

,'forethought were glve@ to;the lOCatlon of the,Daycare The pﬂ1 1
E &.\""’ T " = ..;-f\,,)/

'reason c1ted?for ,selecting thelr present location was avallablllty of -
K]

»

space. A1l respondents salQQJmt 1t was. advantageous to locate the

Daycare in a school for three reasons. Flrst space was’ avallable at .

K

a low. rent' second they could use the gym and outdoor fac1lit1es~of

-

‘the school, and the third’ advantage was that chlldren gOt used to the i A

idea of g01ng to school by attendlng the program located in school .

premises. LALL respondents, except for one member who was not aware of

the pr1c1ng pollcy, stated that. the pr1c1ng pollcy for Keyano Daycare A

was cost-— orlented They estlmated the cost of runnlng the. program and - e

))

then worked ‘out cost per child. One member said that they had' checked

o <

‘wlth similar services in other parts of the c1ty ‘and detégminedA

the1r fees. T . -~ S T : v




& evaluatlo_n ‘was-done 1n"?A¥'r°11 g 1984.

W

Y N .
' . Ly . X .

“All six respondents stated that some advertising was done prior
' ", gy o . . .

Ao - . T S

to openlng the Daycare. They had advertised in the communlty,

-

newsﬁetter;ahd put up posters in convenienCe sthes,_local'grocery

Y

‘stores and shoﬁping‘malls.’ Recently they Kave sta?te%van 1nten31ve'

1advertlslng campalgn for thelr Daycare They? had regular arnlcies in-

st . e vl .

v the local newsletter, _were planqgng to adve#tlse in *helrWQOcal‘

WERE
‘:'r

et : «(.I_‘u‘oﬂ‘\r»)
McDonald s Restaurant place matsy a blllﬁboaﬂd was befng’ plaqé?ﬁ '“'.5{

x?" B I ,.":t:“‘

gpaln read connectlng the communlty to the downtown area,<letters had
¥ )
; - 98

been sent out to the Soc1al Serv1cesq§entre in thelr area to refer
o "l xh

§h11dren t% Keyano and b.y pbs&grs were put up %n shppplng malls

E ) N -fé
grOCery stores and- convehlence stores in the1r area. "To' promote their
. . . .[f\
~Daycare, the owners had taken advantage o£ the free tlme on radlo
o . :

1 X . . . . o«

) statlons prov1ded to ﬁommunlty groups." o .
e ,!) - Cet
The owners d1d not have a formal market research plan
i : - S

l%ssessment survey was done pn&or ‘to o%enlng the Paycare and anii”

- - u.,‘
ba31scﬁ'needs expressed demonstrated by the survey The CAC aldng
. 3
_.w1th many volunteers haﬁ conducted an exten31ve and comprehen31ve
a2
sd?vey of all households in Calder. It was a door—to—door interview

£

e

\\*/

“with a structured questlonnalre Some of the questlons asked were.'

What arte the thlngs you llbe about Calder7 What are the thlngs, 1nl

é.
your opinion, that nged J.mpro'v'ement'7 Are there enough sepv1ces for

',senlors? On the basis of this survey,-thev identified-the needs of the

communlty for phy51cal improvements such as street lighting, and for

soc1al~serv1ces Such as a daycare, out-of-school care program and a

G

home maintenance service-for seniors. This survey was conducted a year

~



Kand -a’ half before,ladhchlng their comr nity economic develo

~ ]
R
R
- . [T
T * 2 ".{"*' .
N Lo . .

PN - ~ A . .

O . . I
E «W- ‘

il

[

projects.
They had a good gesponse fre their evaluation, whii

distributed to the parents of children enrolled in the program fh»Ap{il

1984 "All the parents, w1th the exeeptlon of two, returned the

< ..
s

questionnaires. Accondlng to the respondents, the‘parents were

[ ¥ P
satlsfled with the program All of the six respondents 1nterv1ewed

felt that even though they did not have a formal Market\Research Plan

[ et

to detcrm1ne the demand for the service; there was a definite- need for

a; daycare program with quallty chlldcareu1n thelr area. It was p01nted
Jut by one rbspondent that when they started the Daycare there were
. B ) ¥

SIS there ‘was a ‘genuine need for such a pfogram

)

‘N0w that there are at least ten daycares 1h thégr communlty, they feel

\L- h,—,v

»

7w~that thelr serv1ces are needgd more because a¢cord1ng -to one

respondent "A 51ngle daycare could: not p0551bly fulfil the needs of

v’ - &

-

R

the eommunlty. _ " . : . T ‘;31

wo o AU 4

The Board members did not¥have a formal Marketing Plan. There
*

was, accordLng to two respondegts, an unwrltten and 1nformal Plan

N !vl -

They had reviewed thelr current,markbt status and outlook for their

-

service. For example in their qu;l evaluatlon, they dlscovered ‘that

seven children would be graduating to Grade One'and therefore would

*

leave the Daycare to join the Out- of School Care Program. ThlS meant

- ¥

that enrollment in thelr program ‘would further fall They had
formulated strategles and actlon Pprograms to 1ncrease the enrollment..
They 1ntended to vigorously campalgn during theosummer months, They

had asked one othhe local DaYCares that ‘was c1031ng to refer the1r

children to the program. They were also in contact w1th.the Social

. "
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g

i

'Services Centre in their area to refer children to their Daycare.

Yy They did-not have any monitgrir ., procedures to determine if

their program was achieving itsvgoals of satisfying. childcare needs in

‘that area. There was no Basic Marketlng Strategy thatueffectlvely

concentrated on the f1ve "P' oﬁ%&arketlng mix - product, price,
promotion place and people One‘respondent stated that they had
gu1de11nes 1n thelrudandate for CAC, that she would not’call a
"marketing strategy , but she said, "It provides ‘us withvguidelines to
tell us, for example, what‘quallflcatlons to look for in the ﬁiaff and

Then there are guldelloes laid down by

what to charge the c;smq§p§~§:

‘the prov1nc1al and mun1c1palugovernments by which %5ey hai@ato ablde

v

. Another respondent stated "We started out by know1ng that these~here L

'the thlngs that were needed compared prlces and locatlon - and did

. " . ~\ . .
it. - _ : T

-

r The owners were not clear on thelr market segment Theyvstated

that thelr goal was to” serve the communlty of Calder, but they knew )
\_, f.:-.‘f;: .

that most of, the children enrolled in the progﬂhm were com1ng from
other communltles They had 1dent1f1ed thelr marke§ segment br

demographlc and gsographlc factors, but in actuaL;ty were serv1ng a
[ 4

H

k4
dlfferent geographlc area. One responded% commented that they knew
N NS
that%they would not have full enrollment from the gtart but were

sl AT “ - -
I S\ v B, ’

Sh o .
unting on drawlng dh11dren froﬁ nearby communitles 46cording to,.ﬂ/

‘.another respondent "There are not enough young famllles in Calder.

,l.another daycare in a nearby community, but all childfgg—go:ld_notrbe

-

The same respondent stated that when theyvopened Keyano,'there was

-~

accommodated there - "Se, when you open one a couple of blocks away,

78
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o you can be sure to draw children from that area too." Two respondents
' | o o . . h%%
said that all daycares were_in competition with eac Wther, but the
other memberslstrongly disagreed-with their statements, According to
" one Board member there were feedback loops in their informal Marketing
w r ‘

T Plan "The staff were responsible for promoting.and advertising-the

‘program, but it was through discussion with the-Board.. The Board then

\)'

1nstructed the staff to 1mplement their dec131ons on. the Markgging
Plan ‘The staff reported back toabhe owng?s about the cuStomer
'satlsfaction or any problems faced by them in their monthly meetings

(2) The second party at—interest was the employeelﬁj

a “ .

"\u "?E

- , _ o
f“ll respondents replled in the pos1t1ve thaﬁ’ program was,,

<

= S 8. 3 '
h; g uach1ev1ng 1ts ob_]ective of providing quality cbﬁld care to,

_children The Director of the program was”respon31ble for marl -ting
: the program. Underenrollment was blamed on poor economic conditions by
X  one respondent. The Director said that .the bulk of théir advert1s1ng
was done through word of mouth. However, they were listed in ‘the

& yellow pages of the telephone dlrectory, and at times they placed

advertisements in thelr local newsletter, the Examiner and the Edmontonv

Journal They had posters/in local stores and a s1gn in front of their

"‘t.ycane. In addition, the Director and Board members were implementing
PR

the strategles ‘discussed in the "oﬁners sections. The Director said
that staff -and customer relatioﬁg>$ere good Spec1al careﬁ%ﬁd
. -3
;attention were paid to the parents. They were plannlng to install a
coffee maker,_so parents could help themselves to coffee while waiting
o

{or children to-finish their activities. Staff members were always

w1lling to talk to the parents about any problems Or concerns they

‘futhe Daycare,}‘

o
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gl

‘customers fof s

_ actually referredit,

S _‘w, .y
.

ﬁ'mfghgﬁhave.u Parent/staff meetings were "ysed by the D1rector to

. e

y %determlne 1Qﬁthe1r customers were satlsfled ‘with the Daycare Three

w
meetlngs were held in. 1983 and one 1n 1984 “The Director had up—to~

47 5

- chlldren in the Daycare. Most of ﬁhe eleyen reSpondents were' satlsfled

hJ . i

u' . e P
P N v Al

L<w1th Keyaho. All of the eleven respondents 1nterv1ewed sald that they

3 9

would re onﬂnend the Da care_to thelr frlends.” Two respoﬁﬂents had

i

L] A} g LS B R

location - 1t was elther close to thelr homes or work, or”their7

By
"r

chlldren attended k1ndergarten;1n ‘the same school Out of eleven

parentsflnterviewed f1ve heard of the Daycare through word of—mouth

;oo
(frlends or- nelghbours highly’ recommended 1t),~tw0:parents were

S

referred to the program by .the Soc1al Serv1ces Centre two respondents
d '-_ .

" saw. theé”sign board out51de the’ Daycare one parent saw the. advertlse—

\ment in the local communlty newspaper and one parent d1scovered the

Keyaho Daycare‘through'the telephone directory. -
\{n\order to determlne the satlsfactlon of customers w1th the

program, the respondents were asked to deflne a quallty daycare
~

.\ .

Interesting answers were ellclted Elght respondents felt that even

though the program at Keyano was stlmulatlng "creative" and
constantly 1mprov1ng, it st1ll lacked the 1ngred1ents of a' quality
daycare accordlng to the1r perceptlon of ‘an 1deal daycare.' Two'

respondents felt that Keyano could be called a quallty daycare since

'- PE T
’

, & -
it approx1mated ‘to a hlgh degree to the1r deflnltlon of a quality

22 ) . Lo e

(

< .

. S st
-~ date information on all the: daycares in her area. - o & ’ e
X N ‘
(3 The third party- at-intétest was the customers ‘or parents of

e
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o

3

R
*.

S

efpressed their satisfaction with staff and Director who

they felt were cooperative, helpful-and always willing to discuss any

problems or concerns.

.

(4) The fourth party—at interest was the re81dents of Calder

'\..~ -

community. One respoﬁﬁent stated that the Daycare was" underenrolled

because of poor marketing strategies employed by management According
, s

“to this respondent, either the managementlwas not marketing their

‘»(5) ; The - fifth party at interest contacted was th;

serVices properly or there was insufficient need for}gdypare in Calder_

50
J“&\ .h B .(:R

g

/

agenc1es. As mentioned in Chapter I, in mo st community ventures the

goverdéent is the primary funding&source and as such 1mposes certain

regulations, Daycares are’ subSidized by the provincial government and
§ : ~. . ‘

-are under their jurisdiction. The,respondents'inwuhis'group were

‘o

infportafit. to the study as, being it ¢lose proximity to the Daycare

they weretable to prov1de the writer w1th a different perspectiV@fof

f
management of both CAC and Daycare The Glengarry Soc1al~Servi

Centre is connected with the muniCipal&ﬁ vernment and. as such did not

<tf~ve much knowledge about the marketing poliCies of -the Daycare They

4

were aware of their enrollment roblems,/but other than this Phey were
p y

not intimately inVOlved w1th the centre.
—r

-

One respondent stated that underenrollment could partly be

attributed to an insuffic1ent need . for a daycare in Calder. He:

[

qualified his statement by noting that Calder was an old community

where the children had grown up - "There aren't too many young families

a

e,

.r"ﬁment and its
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to target the program to." Another governmenf'empldvee expressed .

similar reasons for the Daycare's problems All respondents bl%ged

- ‘ - -

management for Keyano's problems One government employee stated{that
on the basis of a private survey conducted by her, she knew that most -
'i{ daycares were full, Those”daycares‘iacing problems of_underenrollment,
* were those where four or five other daycares were within a block or two

of each other - This respondent further added that in September and

.—_'A

October cenrollment im most daycares was at its max1mum"g The worst

N q months were June and Julyr If Keyano waS'underenrolled“in its peak
Lo o TR Coe S G .
AN months then according to‘thls respondent management must be blamed

o for thlS Two respondents felt that the’ high transiency rate of the

area and poor economic conditions were the maifi causes of the problems

L

. at the Daycare. ool el

(6) The sixth party—at—interest interviewed was the competitors, or

_ Q- ~
other daycares operating w1th1n close proximity to Keyano. Out of ten

- Nt

| daycares v151ted seven had a planned marketing strategy © Two

C. d1rectors had wrltten contlngency plans to counter any future problems

P

of underenrollment One daycare, in spite of the fact that there were

-

¥ -'Q%ﬁree\&ore daycares within a block of its locatlon was able to Tun its

program at full capac1ty ‘and had chlldren on a waitlng 1lSt This was

N -

gattributed by the director, t> her perSLstent:advertislng campaign and -

~

satisfied customers. Another “ayca® hed relocdted its program into a

-

;-bigger facility where they could accommodate more children. Within two

months, this QEycare:had achievedifull enrollment. Two directors

stated thﬁt_yes, they were competing for services in their area,

because many private daycares had "mushroomed" in the last, two years .

-




familiar with the Daycare.

B. Calder Out-of;School Care ®rogram

(1) The Board of birectorsvand Child Care'Committee members was the

figst’party—at—iaterest_to bewdnterviewed;.~Sincebthe fowners"‘of this

prOgram'were the same group of people who owned the Daycare, they had a

comparable marketing program for thelr out—of-school care program. To

avoid redundgmce only those responses will be dlscussed her%@that were

markedly dissimilar toothe Daycare section on\marketlng, fﬁgqmaln

.reason c1ted by all theQrespondents for selectlng thrs g;ggi ular

location was avallablllty of school space and reasonable rent In

addltlon, all respondents felt that it was an ideal location for an

out—of-school program - children did not have ‘to walk a block or two to

go‘to such a program. It was sdfe and convenient for chlldren from

both the schools,‘whlch ‘were across the road from each other 'n

-

addition, they were able to -use gym and outdoor fac111t1es of Calder

,School across‘the road. Pr1c1ng policy was cost-oriented. \Their feé

was substantlally 1ncreased during the course of this study. \Thfs step

was taken to keep the program allve. There were d&f enough chlldren

enrolled in the program to keep it v1ab1e. Accordlng to one
% L -
respondemt the increase in fees was not w1th1n—eustomers price range

~ "Had the program not been heav1ly sub51dlzed parents would have had to

make alternate arrangements. One chlld was withdrawn because of the

;mcrease in fees. Subsidy was available to parents but only if they

”
-
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were within a certain jncome bracket.

Marketing segmentlhad been identified by geographic and

demographic factors. The program was geared towards children aged six
8 8 8

to twelve, and was initially started to serve the Calder communlty

However. ad the follow1ng break downl wi11 show there were more

chlldren from otﬁbr communltles than from w1th1n Calder:

5

Two children came from Londonderry.
Six children were from Calder.
-FlVe children came from Castledowns.
One ch11d came from NAIT area.

There was no planmlng or thought given to p051t10n1ng (that is, how can
the bu51ness be: better than competltors) One respondént commented

;‘«‘

"Our prlorlty rigﬁt now, is to surv1ve now to compete or be better than

\ i (
’

our competltors.
The ownerSJhad conducted a needs survey before embarklng on- the

progect and on the basis of the "felt need" demonstragyd ‘at that time

dec1ded to open such a facility. They conducted an evaluatlon this

L4 -
year in $prgl to determlne if parents were batlsfled w1th thelr
sty "’ {‘\o i ) Vaoem .
serv1ces and would contlnue to send their children to the Out-of- School
T . X .
“Care Program in. summer and fall Ihey,recelved a very poort@esponse -
wid = e ' . : ‘.

only one quesklonna;fe was returned. ~One respondent felt that the main

reasogrfor the poor response was that parents did not want to commat S

. ,,_) |

‘themselves to sendlng their chlldren in August and September » Since
they did not know if the program would remain open after June. The

same respondent strongly felt that it could also be attrlbuted to a

2
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et

S

communication problem between the Director of Out-of-Schbool Care

Program and parents. ‘The respondent speculated that the Director must

have: hande@wthe forms to parents saying fill them up 1f you want to -

the progranx%ull probably close in June.

" .
Som&aadvertlslng was. done prlor to embarklng on the pro ject.

_Durlng t!ﬂ course of the study, the marketing campaign for theif

o . :
program g§n51sted of plac1ng an advertisement in’ the local newsletter,

)
puttinglﬁp posters in convenience stores, a blurb was sent out in the

-ﬂl.‘,
school bulletln and a big s1gn placed outside the Out of- School Centre

- )

prbgram., The ovners were successful in obtalnlng, from the c1ty,,

another year s.llcense to operate. They were able t0~prove5to Sociail

Services Department that there‘Was a legitimate need for this kind o%»

Q.

service! The program was promoted by.the Social'Services?Centre in'

. s
g,
IV
EVAR
:

‘In addltlon there were wrlte—ups in their local newsletter on-thefgg.

their brochure on municipally approved child—care,programs, and in the‘;‘

o’

telephone directory.

seven children from Keyano Daycare would .be. graduatlng to Grade One and
‘ e

”would therefore‘kPe attendlng the Out—of School Care Centre.; The

- L4

feedback loops 1n the1r Marketlng Plan were similar to those in Kayano.

Daxcare;f‘ T . BRI .

\

(2)‘./ Thersecond part} -at- 1nteresF was Lhe employees of the program.

o |-

These were Ehe Dlrector and one part- time staff member. The Director.

. "":ﬁ'? : \§ ) N \‘_, )
did not have a wrltten Marketing.Plan or-a Basic Marketing Strategy

‘There was a brochure on the program whlch was glven to the teachers in

)

both the schools, when the teachers asked for them., The Director was

4

The owners:inSended to increase the-enrollment by Septemberk as}‘

o
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~which the program wa

The parents 1nter

"

.

responsible for putting up posters at shopping centres and convenience

stores She placed an advertlsement in the local newsletter in the

famlner »énd avalled themSelves of thg free time on one radio station
4153 47 :
o lotted to. communlty groups.' The Directoer said she worked very.

>

closely wlth the Social Serv1ces Department They referreﬂfrents to

the program. The Dlre&toﬁhstated tha?@ipe and her: staff had good

l “ gl" e ) ’

.relatlons w1th the parents‘ ghe blamed low enrollment problems on the’

:7-».' ' ! N ]

highly unstable populatlom%pf Calder ‘and the poor\ed/n

f,supported her reasons by s%gtlng that six parents had recently lost

] ! A
their jobs and had to withdraw their chlldren from the program ’

.

(3) The thlrd party at 1nterest.-

program The most common

-

"\’ ,"
pafent of the chlldren enrolled in ti

reason c1ted for selectlng th1s progr§W‘by the respondqnts wasv

'“convenlence of locatlon Thelr chlldren attended the same: school in

e
f‘a,ted or went to the school across the road.

3

~_of th? program thrOugh dlfferent thannels

Department and the other parent‘was referred by the School Board),vtwo

b .
pa

o the program (one b¢ Soc1;l Serv1ces-'

parents read an adwertlsement 1n the local neWSletterf and, two parents'f”‘

Lo Py

..heard of the program through Keyano Daycare.v All the respondents

1nterv1ewed were satlsfled w1th the program. They were espec1ally
: o

pleased with the program's emph381s on outdoor/act1W1t1es and gym. Itl’

“ l} "

. was 1nterestimg to note. that all six respondents felt that thls Out of—r

School Care Pnogram closely asprox1mated thelr deflnltlon of a quallty

3

~out of-school care progranm. However one respondent sald that they,

: gneeded to restructure ~their program and gear it towards d1fferent age

v

14
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'yneed demonstrated by parents of foﬂrteen children’ enrolled in the

wy '

t - - -they aﬁe commltted to- thelr communlty.‘ R

" with their.marketing policfes;

DN

LT ‘ :
groups, so Ehé!fchildren do not get tired of the same routine
&

_(4) %Comm%nlty residents was the next party—at intereat contacted.
- They were the same set of people 1nterv1ewed for the Daycare  The

)

‘respondents were aware of the CAC'S chlldcare programs\but decllned to

comment further'on.the program, on grounds that they were not familiar

'y

ﬁz,ﬁ A ’ .

(9 Government ageﬂc1es was the f1fth party-%tiﬂhterest 1nterv1ewed

These %e the samé” respondents that. were 1n'/_l.

_program. One government employee who was WOrklng as a: consultant w1th

S 2%
" l/

the CAC Board and the program Diréctor felt ‘that the program s

\

existence was justified by the very ﬁact that there was a leg1t1mate
(/J .

. ! : <'
program. Thls respondent along w1th the owners, had explored various
. (\n g ; o
alte;natlves. They had four optlons. P - / . l
i) To comblne both the chlldcare programs Jnd operate them
.. from Calder School as there was space avallable.‘ Thé
pr1nc1pa1 of  the school was not agreeable }o the 1dea.4 g
.’ . /.\
.ii).The staff was w1111ng to cut their wagég, SO that the
- - program could contlnue. However, theSocial’ Serv1des“
S Department was not toq pleased wath thls 1dea % ST
iii) They could relocate themselvesrln Castledowns,fsince'}
_there! was a greater need there .and, space, was available. - -
But' the CAC Board was not happy wlth th1s optlon,/since

v
/

1v) Ralse fees. . . '.,‘:;' C Ll
Lo - - ! ,.,,’ .

They éventually ralsed the fees. The Soc1al Serv1ces ngartment

arranged it so that the sub31dlzed famllles dld—hot haVe to pay any

.~ :

more. Three famllles who were paylng full fees were 1nf0rmed that they

a /

should apply for sub51dy. One famlly withdrew thelr Chlld rather than‘

» o«

-v1ewed for the Daycane %

ii} a?v

/

N
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\

apply for subsidy - they thought, accogdinglto.the respondent, it was
an invasion of privacy. The otherjtwo families met with tie Department
- one family is being subsidized and the other famil agrded to pay

full fees. | -

[}

Two government émployees predicted that the progr m would not

last more than a year due to the composition of the community and a
I
lack of need for thi§ kind of service. One respondent\ said that there

e
) N

were too many "multiproblem families, that'is, there are too many
single parents_ and famllles that lack life skills such as parenting."
This respondent speculated that ten to twenty percent of familles
bélonged to this-group. The same réspondenp felt that though the
concept of out-of-school care wa; excellent,_unfo;tupétély the
community of Calder would not support it. Parents felt that looking

after chlldren was their respon51b111ty -They could get cheaper

services from neighbours, relatives or babysitters.

One governmeht'employee strongly disagreed with management's,

reason for low enrollment on the high transiency rate of the area. He
agreed that the population of the neighbéurhood was declining and that

enrollment in most schools of Edmonton was falllng, but the enrollment

™

in St Edmunds had remained constant.for t' last one year. It was

very seldom that parents rémoved their chiidr. . from the schools .they

were enrolled in if they were moving to another part’ of the same city.
. S 1
However, he speculated, low enrollment could be attributed to poor
, ) L

economic conditions - parents losing jobs and withdrawj?%/their

“children from the program. | : Lé\ .

One School Board employee felt that schools should encouraée

£

o
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bgtfof—s;hool care programs within their premises. According to this
respondent, "It is an ideal sét.up." He explained that sometimes
children were dropped off early in the morning by parents going to w..k
. "Théy jusﬁ hang around outside, lonely and forlorn, until it is im
'for school to open. If there was'such a program, théﬁ children couvld
go there directiy and socialize with kids their age." The same
respondent said that some children had to walk a couple of blocks qu
their lunch or afgér‘school‘té go to a neighﬁour-or relgtive.
According to himbit w;s not safe these days to allow children to walk
by themselves. Another government employee expressed a totélly
diffe;ent opinion. He was of the opinion that though the program was
well structured, it lacked the subpomp of parents ana childréﬁ in one
éflthe schools, This was dptermined by.the respondent through
conversations with manf pareﬁts of children gﬁtending the public

- school. The same respondent .said that the bad economy was not the main

calise of underenrollment in the centre. According to him, "Even before

the economy went sour, the Out-of-School Care Centre has had its

, : . _ < ,
problems. There is not a large enough population to target it. The

surrounding comnunities will not support it - there are negative

feelings towards Calder." This was further explained as the respondent

gave the historical background of the éommunity. According to this
respondent, seven or éight years ago-there were strong Catholic and

Protestant groups in CaldeT. They were always opposing each other -

M

one would not let the other use their rink or ‘use their\hall, etc. A
'¢ity community worker worked with them to resolve their problems. At
i

one time there were two hundred children hrawling on the streets. The

T
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parents-also exhibited a negative attitude toward other surrounding

" neighbourhoods. These“féelings.have subsided to a great degree, but he

speculated that they m ., 'till persist in the older population of

Calder. This respondent stressed that relationships between the two

ad jacent public .and private school principals were‘congenial and -

BN
cooperative. They helped each other out. One government employee felt

that the centre would soon close down because of its multiple éroblems,
This reéﬁondent was of thé opinion that such programs should not be
located within sc@pol premises, as they were a drain on taxpayers'
money., It is interesting to, note that this same respondent had

objected to the location of Keyano Daycare as well.

(6) The sixth party-at-interest was the éompetitors or other similar

programs. Three centres were visited and their directors idtefviewed.
All three directors felt that advertising was crucial to‘their
survival, One diréctof\said that even though they did not ch? any
enrollment probléms, she méde it a point to send flférs to the school
teachers, drop off byochures in as many mai%§§oxes'as poésibiq, in
heaf®th glinics, and put up bdsters iﬁ-community housing complexes and
shopping'malls! Another director said that their marketing"strategy

1

was based on building good relations with parents, provided quality

o childcare by employing qualified staff and primarily depended on word-

of—ﬁouth advertising. This director said that they were especially
careful jn cultlvatlng good relations with Soc1al Services Department,
so that children could be referred to their centre. The third director
.stated that it was very important to'locate such programé in centres

that were easily accessible to children from the school. Their program

90



was located in a community housing complex across the road from the
school. This was they had their program gea}ed toward not oniy
children attending school'across the foadf but were draw1ng chlldren
from a nearby*school ‘who 11ved in the complex. One dlrector speculated
that Calder Out- of School Care was facing probléms because the Director
- was not vigorously selling'her program. .
'C. Calder Home Upkeep and Maintenance Service (CHUMS)

(1). The Board of Directors -of CAC were .the first'gfouq{ta'be

interviewed. All four respondents replied that poor location was one

of the main reasons for failure of the project. They had surveyed the

area for rental space, but discovered that the spaces available were

beyond their budget. They were allowed only three hundred and twenty-

five dollars, for rent by the Community Development Project Grant -~

sponsqred by Canada Employment and Immigratiog Depaftmeqt. They were
unable to find a storefront sﬁace. They"opeﬁed their office 'in the

empty space in St. Edmunds School.. - Here they did not have to pay any

rent. But unfortunately they could not utilize the grant money.

allotted for rent for other expenses. There was no traffic in the

area. According to .one respondent, "We were not noticeable. People in
. . A -

the community were not aware of our services." The respondents blamed

-

the staff for not being motivated and "fired up" to do the job. One

respondent said, "It was a mistake to hire strangers who were not

-familiar with the community or have any commitment." Two respondents

©

blamed the fact that staff lacked(expertfse and experience. Some

employees who had expertise did not stay for long because of low wages.

o

The staff were respon51ble for planning marketing strategies and
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implementing them. There was not enough money for ad&értising. They
could ﬁqt afford bill board advertising,

Their pricing policy was deterﬁiﬂed aftervconduc£ing a small
»gurvey of similar ;obs contracted out commercially in different parég
of the city,!and then subtrécting ten percent from the average

v
commercial price. Accordinglto one ré‘pondent, they were not a threat
to the"people in business. They were able to charge less for similar

“

services because of ‘their low overhead costs and minimum wages paid to

the staff. ]

They. did not haVe any Marketing Plan or any other'plan that
dealt with the marketing of the project. There was no Market Research
Plan. The only research they did was a needs surve&,prior to embarking

on the venture. There was no research into the characteristics of the
' '

market, nor were the environment factors around the market evaluated,

nor had they determined the réaction of their'market segment to the
components of the marketing mix (product, price,'promotion, place and
Bspple). Initially their marketing strateéy did'identify théir\market
segment by demographic, geoéraphic and benefié factors..CHUMS was
‘originally started fo serve the seniérs and handicapped people in
Calder, but due to a lack of response, they had to bréaden their scope
to ihclude everibody, irrespective of age. One réspondent stated, "Had
we been awaré of some of the marketing strategies, we might have
survived." ¢ / |
(2) The second pérty—at—interest interviewed was the employees. . All

three respondents believed that considering their lack of expertise and

very low funding, they did a "fairly good job" of marketing the
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project. Two respondents complained that the project was launched
without any proper equipment or tools. They~advertised in their local
newsletter and othef'community papers, and got some Pusiness. They
also put up posters in the stores and distributed their flyers in the
Caldeffnewslerterbzhich had a coverage of eighteen hundred homes; "The
CHUMS staff also took advantage of the free time on radio to Eromete
rheir pro ject. , - ’ .

In the first six weeks they had no business except for two
customers who reed their advertisement in the community newsletter.
One respondent blamed it_entirely on lack of preparation by owners.
According to this respondent, "There was no telephone at the office for
six weeks. Seniors could not phone in." One respondent stated that
their acvertising paid off, because by t@e middle of the year they had
started to build up a reguiar elientele.’ For example, West 10 and the
' Society for Retired and Semi-Retired had tﬁei:_name and were referriné
people to them. _Another respopdent saidvtﬁat By the enq-of the project
they discovered that in southern half‘of‘the Calder area, which is
relatively much older than the northern half, there was a higher
cohcentration of seniérs. They believed that CHUMS could have been

effective there. The same respondent felt~£hat had they known earlier

- about the demographlc information on southern Calder they would have

,concentrated the1r advertising campaign there and not diluted their .

efforts by trying to please everyone.

(3) The clientele of CHUMS was the third party interviewed. Twenty"

- respondents were contacted by telephone. There seemed to be a moderate”

c

to lukewarm positive response to the services, demonstrating a weak
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bdemand. Severl respondents did not‘remember the CHUMS project or ever
utilizing.their services. Eight respondentshremembered CHUMS but had
no particular comment to make except that it was a good idea. Some of
the responses io their services were unenthu51ast1c statements llke'
"They were 0.K.", medlocre services" alright and "I had no
complaints". Three respondents remembered that they had‘been
dissatisfied wrth tneir services and had complained to its management
for "sloppy work", "arrived‘late for work™ and "Qas so slow". Two

respondents stated that they were pleased with the work done on their

fencing and had recommended CHUMS to thelr friends.

P
Out of twenty customers contacted seven did not remember CHUMS.

Out of the thlrteenkcustomers that did remember the nroject, seven
heard of the project through word~of -mouth, - four had read the
advertisement in the communlty newspaper and two respondents saw thelr
posters in convenlence stores.

(4) The fourth party —-at-interest was the cbmmunlty r831dents. All
respopdents were familiar with CHUMS and thought it was an excellent
idea.  Two respondents speculated that the reason why CHUMS’failed»was

a lack of need for.this kind of service in Calder.: One respondent

explained that_ people in Calder are mostly tradesmen and craftsmen -

"There are not too many professionals here. Professionals need such

services because they have never handled tools." Another respondent
said that very few people would allow strangers to renovate their
"homes. He further felt that more people were doing their own

.renovations and repairs. One community resident disagreed with the two

- . .

respondents who had said there was a lack of need for such a program,

* =

e
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According to this respondent, EHUMS had a broad scope and their
services, such as handymah’s work or snow shovelling, were needed by
Calder community, especially tﬁ&\séniqrs. One respondent felt that
. - N

CHUMS should have bben‘gea;eh from the start to all citizens and not
:just the retired and semi-retired people. T ]

(5) The‘fifthcparty—at—intereét was the government agencies and
their personnel. Two respondents stated that it was imperative for
community organizations, before embarking on a venture, to understand
their markeﬁ; One respondent statedvthat they must know ;nd identify
théir market segments so that they could approach their customers in a
way that could be most effective. If +the community organization was
running a store, they must know what products to keep and what’not to
keep and when to "dump them". According &;one government employee,

"CHUMS probably failed because it did not have a dedicated staff with

marketing expertise."

(6)  The_sixth party—at—iﬁferest contacted was the competitors. All

the competitors contacted"were listed in the telephone directory.
According to one pro ject ﬁanager, theideal “location to operate such a
project was from the home of the project manager. "This way you cut
“down on your overhead gxpeﬁses, such as rent and installation fee of
phone." This respondent emphasized the importance of hiring quélifiéd
staff who were willing to take iess_wages than offered commercially.
He did not hire any staff member unless he wésisure that théy hoﬁld be
commifted to their jobs. The respondent commented that once he had to
interview thirty people before Qiring two handymen for his project.

. v i .
The manager stressed the importance of staff reporting to work and
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servicfhg equipment such as thé lawn mowers and snow machines on é
regular.basis. The equipment, he stressed, must belong to the“
organization. This respondent felt that it waé important to go out in
two;s and three's in order to minimize dead time, He explained_that by

sending out two or three people, you'could reduce hours spent on the

%}

job - this way work done inbtwo hours could be accomplished in twenty

-

minutés and the savings could be passed on to the customer, who péid
for only twenty minutes.of iabpur: Moreover, workers could cover more
~ houses iﬁ a day. These strategies outlined‘by the manager were being
utilized by bdm.and proved successful. His organization.had been i%;

operation for eleven years, serving the seniors and‘handicapbed people
. -

in the Strathcona area of Edmonton. Thus, the project manager had

‘< 3

ipentified his market segment by geographic, demographic and benefit
factors and concentrated his advertising ‘and promotion program towards
this segment only.

- The project manager of the second project - ARMS - speculated
that CHUMS may have failed for any, or a combinétion of, four reasons:

i) Either there were not too many seniors in Calder or, if
‘there were, they were not willing to pay for the
services. 2 .

ii) Prices charged might have been too low, so that their
project was not generating any income and was not
viable. .

iii) They probably lacked dedicated and qualified staff.

iv}) Poor timing - CHUMS project ‘was started in hard times..
The respondent explained that in 1980/81, it was easy
for people to get employment and were therefore not
willing to work for low wages. Now the times were
different. Due to high unemployment, people were
willing to do any job at reasonable wages, ‘
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It is interesting to note that this project was started during the‘Samet
¥ i
time period as CHUMS and has been: successfully prov1d1ng”hom

maintenancc services to seniors since then. Ninety—fiygipercentdpfﬁ

\\\

their work is done on contract basis with the city and fivq:percent of\ 3
B

R
wor'. is done by contacting the seniors directly. quording,to this

manager; their location was an ideal one. They were situated in-a
shopping mall which was easily aco%ssible to the Board.members‘who were
semiors.’ Moreover, hisroffioe was situated in a business centre where
personalized clerical service was provided’and inciuded in the rent,.
He was the only employee working full-time. ‘- The other staff
were part-time workers who were hired for so ‘many weeks to do house--

work. The handyman was also on a part-time basis.

D. Review of Markéting in the Three Projects - After interviewing the

<
i

-different parties-at~interest, the'writer observed that some aspects of

. ‘the marketing programs of the three projects of CAC did not correspond

to the criteria listed for effective marketing in the review of
literature. The marketing program for the two childcare programs had

conducted an informal situation aualysis toruetermine the outlook for
their services, their advertising and promotion support, competitive
position, and problems and opportunities for the projects ahead. - The
staff and owners were aware of their customers problems and what was\
1mportant to them. They were aware of the comp051tion of their
community, It is a highly unstable neighbourhood with a high“
transiency rate. According to the 1983 Civic Census of Edmonton, in

census tracts sixty-six and sixty-seven (that cover Calder area, but

include other qommunities as well), there were 2,210 and 2,325 movers,

L4
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respectively. These two tracts had the highest mobility rate.? The

.

singleiparent families rate was also among the highest in the city.

There were one hundred and sixty single parent families in tract sixty-

six, and two hundred in tract sixty~seven. Total 'average income of

males in these two ‘tracts was listed as' the lowest in the city. Incidence of_low
famllles was ‘again llsted as very hlgh According to Civic Census |
1983 populatlon was declining in all tracts.

The writer ascertained, from the interviews.and observation of
different respondents, that though‘the owners and staff agreed on the
b351c goal of providing quality Chlld care for chlldren in Calder, they
were not too clear on the objectives of the two programs. Moreover
the unw1111ngness of most of the owners and staff to perceive the
pnograms as existing in e competltlve env1ronment poses an - unnecessary

| R

problem for them. There was no confusion expressed in the strategies

.and tactics outlined by the two-parties—at—interest concerned, that is

the owners and‘bmploy?ps. The two child care programs‘had informal
Marketlng Plans that had plentlful feedback loops.

The CHUMS prOJect on the other hand d1d not correspond to most

'of the cr1ter1a llsted for effectlve marketlng in the’ rev1ew of

llterature. For example, there was no ev1denoe of a situation analysis
done for CHUMS Two respondents blamed the eomposition of the
communlty as a contrlbutory factor responsible for CHUMS'closure

Accordlng to the ClV;C Census information quoted above, Calder is a
hlghly mobile area. One respondent blamed lack of interest .in

maintaining their houses on the fact that too many houses were owned by

absentee landlords. According to the 1981 Civic Census, out of 1,755



2. Acconnting

. "
. -

and 1,750 occupied private dwellingS‘in tract sixty;six andvéﬁxtyésenen

respectively, there were seven hundred and thirty-five, and seven

. . A

hundred and twenty rented dwelllngs respectively. These figures

represent .one of the highest rates of rented houses 1n the city.

Anothervrespondent stated that thereﬂwas,a-weak demand for CHUMS

7

because of the hlgh concentration of - people that were tradesmen, who

: ¢
d1d not require these services. Tth is supported by the Civic Census

"1981 information - out of a total labour force of 2,870 and 2,805 in

tracts sixty-six and sixty-seven'respectively, there are five hundred‘

/
/

and fifty and flve ‘hundred and thirty people occupled in -trade- related

jobs, which is the second most common occupation. &
‘The owners and employees were not clear on who'tHeir market was.

Thns,athey ignored an important marketing rule, that 4s, the market is

not homogeneous. It is not possible to pleaseveveryone and therefore

identification of market eegments'by different factors is important.
Due to confusion of CHUMS goals and ob jectives, the CAC and its staff

. were unable to launch an effective Marketing Plan with action programs,

Their problems were further compounded by a staff that lacked

motivation, expertise or familiarity with the community.

- . P

-~

e The data pertaining to the three projects of CAE€ will be

discussed and analysed 1in terms of the criteria for accountlng

' éFtabllshed in Chapter II. These criteria include such practlces as-'

use of a budget system and books of account. In addition, accounting

records muet be kept up-to-date and balanced monthly. The actual



financial~§tatements must be compared periodically with projected
financial statements. Financial analysis must be used by management
f.» . .

and records of these.analyses must be kept. Break-even analysis, if

applicable. to the business, should be used by manégement and the

recordg kept.
/
. ‘ ~ A
A. 'Daycare -
(1) The first party-at-interest, that is, the owners, stated that

»

tﬂelr organlzatlon had prepared a yearly budget before startlng the
project. They had to abide by the regulations laid out by the
licencing bodieévof proQin;ial government, According to all
respondents, the record-keeping system was fairly simple. It was set
‘up with thé assistance of an accountént on the Board of CAC. Canada
Employment:and Immigration Department hadhalso %rovided them with
guidance. All }esponaents stated that they were able to understand the
financial statements, which were "fairly simple" and "pretty
straightfor&érd", according to some respondents.

. However, one resﬁondent statec that though the members were able
td*read.financial‘statements, they did not'make any decisions in the
light.of financial analysis, "until thé situation got out of hand".
Since January of 1984, the owners have prepared.a detailed annual
budget - actual spent thaﬁ month and to datg; Previously the financiél
statements of their childcare programé were audited once a year by.an
gCtOuntant‘on CAC Board fo; a* nominal feeﬁ— but this provided the CCC
members with superficialsinformation, "just profit and loss,vhot why

and how it was being spent". Also, before this time there were no
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proper checks on budgets. THe commip%ee did not know much about the

7
financial situatiop/of the Daycare.

’

In 1984 the owners had introduceq a new method of financial
contr'ls. This check consisted of one of the ownershco—signing the
attendance chartyof the children and going over the expense account.
This way, the owners made certain that they were recéiving subsidy for
the number of children enroil@d in the.program. In addition, a

detailed budget was prepared by the Director of the program, and all

expenses were accounted for by her. "Accounting records were in order —
>

they had their formal journals, vouchers, invoices, correspondence, and

a petty cash book. Since February of 1984, the financial statements
were compareld-with their estimated budgets on a monthly basis. The
’ . TN . . . .
child care committee menBsts had decided to do their own internal
o -
auditing. This step was taken in the interest of frugality - CCC
members wanted to cut down on costs by not consulting with an

accountant. ‘ . .

(2) . .The second party-at-interest was the zmployees of " the Daycare.

r/\

The Director of tha program was intervi-' °d for this section. She was

responsible for keeping the accounting rccords up~to-date, and for

vprepéring monthly budgets. According to the Director, when she took

4

over last year, they had an overdraft at the bank of three thousand

dollars. This she attributed to gross mismanagement and fraud by

: L
previous directors. -When she took charge as Director, a loan was taken

out to cover the overdraft. At present they have a positive cash
balance of four thousand dollars in their bank account. They are

paying off their loan to the bank on an installment basis.

‘ ©
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(3) The third party-at-interest interviewed was the government

“"departments. The Social Services Department organizes financial
: {

workshops for directors and treasurers of non-profit organizations and

municipally approved programs. The CAC Board members attended these

workshops. ‘

The remaining parties—at—interest were not'interviewed for this
section because they had no infermation on accounting practices of
Keyane Daycare. 1 .

B. Out-of-School -Care Program

(1) Re;poﬁSes Qf'the'owners on accounting were similar-to those for
the Daycare'program. The only differencelin this program was that they
had to submit the new detailed monthly budgets from January of this
. year, at the. request of the c1ty, whereas in the Daycare they had

1ntroduced them on their own. The same financial controls were aPplled
to thlsvprogram. )

(2) The Director of the centre was responsible for preparing
detailed monthly budgets. She had to submit them to the Board, who
after reviewing them, would submit.them to the city. In addition, a
yearly"budger had to be submitted to the city. Accounting records were
‘kept~up—to—date and balanced montﬁly. The Director stated that she had
all her books in order, including a book for petty eash which also had
to be7balandgat Actual financial sﬁatements were compared periodically
with their projedted budgets.

(3) The third party-at-interest was the same government departments

that were contacted for the Daycare. The municipal Social Services

< . .
Centre which was responsible for subsidizing the children in the

(=)
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program had helped the CAC streamline its budget, and had asked them to
prepare a yearly and monthly budget. N
The other parties-at-interest will not be discussed under

accounting because they did not have any information on this section.

C. CHUMS

(1) The first party-at-interest interviewed was the Board members of

CAC. All respondents replied in the positive that a financial plan had

-

been developed before embarking on the project. They had to prepare a

detailed budget'for the .year and submit it te the Department of Canada’

Employment and Immigration before they could receive any funding for
the project. A préject monthly bﬂdget forecast ‘was supplied on one of
the printed monthly budget forecast formats supplied by the Department.
It included projectiq‘s of each month from January 1, 1981 to January
of 1982, on the number of work weeks of pro ject manager and other
employees, their salaries and other expenses incu;red in thaﬁ month,.
The record—keepihg system was fairly éimple and was set up with the
help ofeulaccountant‘mitheir Board. A treasurer from the Board was
apbointed to do the books for CHUMS. All Board members stated that"
they were capable of reading and understanding the‘finanéial

statements. Based on an interim report submitted by the CAC, monthly

 payments were granted by the Canada Employment and Immigration

Department. All bank records (that‘is,-the cheque book stubs and bank”
Statements), in?oices,.corresp'1dence; joufﬁals and petty cash'recérds
were kept. Two respondents stated that financial;analysis was used by
the Board in thgir decision-making; however, the;e were no records to

support this statement. Similarly, the same two respondents said that

[y

Py
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break-even analysis was also used - again there were no records for

these. The actual financial statments according to three respondents

were compared on an irregular basis with their projected budgets. The
/

fourth respondent was.not aware of this as®he did not attend all the
Board meetings, i

-

The owners did not have any special mechanism to keep a check on

1

"the performance of the manager and staff, except for their monthly

-~

meetinggfand infrequent visits by a Board membervto the CHUMS office.
(2)‘/.'The second party-at-interest was the employees: The project
manaée; was responsible for book-keeping and had to submit the monthly
budget reports to the.CAC, which in turﬁcwere submitted to the CDP
KCommunity Development Project) of Canada Employmenﬁ and Immigration
’Department.

One of the respondents stated that they did not have any

difficulty with their accounts receivable because all their accounts

N

were paid. They had six tlrousand dollars in their bank account on

cldsureL which, the respondent added ruefully, was not enough to carry

on with the project. All invoices, correspondence and monthly budgets

were filed by the manager. Single entry method of book-keeping was -

used for the project. In the written final report submitted by the

project. manager to the CDP - the manager had requested the government

5

departments to teach future community ventures the basics o book-
keeping and banking procedures. All three project managers, according
to one respondent, lacked expertise in accounting.

(3) The third party-at-interest was the ‘government departments.

Since CDP of Canada Employment and Immigration,Department is no longer -

L o
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in existence, information on what the government agency thought -about
' \

1

the accounting practices of CHUMS personnel could not. be obtained.

(4) The fourth party-at-interest was the competitors. They all had

S oo
a simple book-keeping system. Six respondents stated that they devoted

several hours each week to the task of balancing all their books. One °

respondent said, "It is very important to update yduf books so that you
knowpwhat ygur costs are.' Another respondent periodically compared
his prbjectea budget with his actual expenses in order to monitor his
performance.

The other parties-at-interest will not be discussed here,
because they did not have any information on this section.
‘D. Review of Accounting' Practices in the Three Projects

On the whole, the owners and staff were aware of budgeting,
planning and cash control proéedures. ,The owners had introduced new
cash control mechanisms: for their childcare programé; Now thgy knew

where the funds were all the time inétead of totally relying on the

Directors gf the programs. The Directors seemed competent and had up--

¢

to-date records of all expenses. There was an adequate ievel of book-

keeping and budgetary control for their CHUMS project.

T

3. (Capital

The two éhild;are programs and CHUMS project will be described
and %nalysed‘in this sectidn in terms bf the‘capital Criteria
" established in Chapter II. BN

Briefly stated, the criteria for judging the effectiveness of

capital were: that there must be a written capital requirement list;
; . R .
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capital needs must be established by estimating the sales volume for
the first year,and the initial start-up costs and monthly operating
costs. There should also be a practical estimate of capital
requirement for ghe féllowing year or years. The organization must
possess a strong working capital position, which is defined as being
both adequate in amount and liquid in nature. A sound financial sgructure requires

profit—makigg as a goal of the organization and a strong. working
° )

NS
S

capital position. It is prudent to cultivate good rek@ﬁioﬁs with
bankers and creditors, -
A. Daycare | . ;
(1) The first party-at-interest, the-owners, stated that start-up
costs had been estimated befére embarking on the project. Their
capital needs wer® projected by estimating the sales volume for one
year, initial start-up costs and monthly operatinglcosts. A written
capital requirement list was drawn. However, no practical estiﬁate for
the'follo;ing year or years wés made, %hey received funding.for.
Fquipmént for the.Daycare from a pri&ate, non—brofit organization,
the Clifford E. Lee Foundation. |

They utilizgd app?oximately $50,000 or the $60,000 left over .
from a previous government K grant Fhey had feceived from NIP
(Neighbpurhood Improvement Program).'“Their Daycare is subsidized by
the provincial Séciai Services Depargment. Before sétﬁing up the
Daycare they regeived estimates from moét companies that supply
equipment and other supplies.- After comparing prices they estimated

L

the costs for renovation, overhead expenses, food, salaries, and

operating expenses. Then’they set up  the budget for a year.



4
|

In order to determine the working cégital position, the owners
were asked if wages of staff were paid on éime, were cash discounts
availed of, was money available for new fixéd assets, were funds set
aside for advertising and sales promotion campaigns,‘wés cash available
to meet different co?tingencies-that arise from tiﬁe to time, and what
was its ratio of current assets to curre;t liabilities?  All
respondents answered in the positive ﬁo most of the gquestions.
However, they quallfled thelr answers by statlng that .since their
Daycare wés‘opefating on a very tight budget and was a non-profit
~organization, it was not possible to allocate large amounts of money to
adveftising. Most of fheir advertising was done manually by the staff,

There was little funding- available for fixed assets. They only

had four thousand dollars in their bank balance. They did not have too

:

many liabilities, hence their ratio of current assets to current -

A4 o

. liabilities was good. Their assets could be readily converted to cash,
~according to one respondent. She added, "They are.not much - just the
equipment and furniture at the Daycare." One respondent stated that

éince they do not have any "nllateral, they could not take out any

loans. They only have an ové "7 facility covered by the bank.
However, this statement contradic ~t the Director told the writer,
According to the Director, they he “en out a loan to cover their
overdraft of thfee thousand dcllars ;.. - »a-, |

The CAC had contacted éommrniLy “QZﬂ’ions and churches for
equity capitél, but received a poor restone- from Zuoem, . - respondent
attribﬁted it to the community’s‘apathy. e to underenrollment

problems, the organization was faced with fi, »~cial . "oblems., They

S
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were unable to obtain a loan or equity capital from the banks. Again,
according to one respondent, it was due to lack of collateral. The

respondents said that they had good relations with their banker. Ag

mentioned earlier, the Daycare had an overdraft of three thousand

~dollars in October 1983. They‘took out a loan to cover their overdraft
andlhad four thousand dollaré in their bank balaﬁce by January 1984,

(2) The second party-at-interest, the employees, was interviewed
next., The Director of the brogrém étated that they had adequate funds
for operating the Daycare. All wagés were paid on timé and their

suppliers were also satisfied. She was able to- take advantage of

discounts. For example, the Director had pufchased a bench for the

- centre and showed it to the writer. The other staff members reported

that their wages were paid on time.

(3) The third party-at-interest was the government departments.

'Onlx those departments were contacted that were directly dealing:with
CAC }éf their Daycare program. The provincial Social Services
Department was contacted and their personnel were interviewed. There
was assistahce available in the férm of subsidy to children enrolled in
the program. | |
| The other parties-at-interest had no opinions on-this section.

B. Out-of-School Care Program |

(1) Information supplied by the owners in. the previous proéram was

also applicable to the Qut-of-School Care Program. According to one

respondent, the only difference was that this program received fundiﬁg

from three different levels of government - federal, provincial and

municipal. They utilized the money left over from an NIP grant (a
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three government level grant . federal, provincial and municipal -
being operated by the Planning Department of the city), had assistance
from the provincial government and the}gﬁty for its workihg capital in
the- form of subsidies and grant. They also had an ~eight year lease
with the School Board for both thelr programs at a nominal rent.

(2)  The Dlrector and staff members were the second party-at-interest
to be interviewed. The Director stated that all wages;were paid on
time. During the course of the study, thg centre was facing financial
problems. The Director had to let go the Assistant Director. The
Director said that she was running the centre on a very tight budget,

They did not have enough money for additional fixed assets or for

o

advertising and sales promotion campaigns. All her suppliers were paid -

. . 4
on time.

(3) The third party-at-interest was the government departments that
o

provide funding assistance to this program. The municipal Social
Services Department is responsible for_ajlocating'subsidy to this

program. They had consented to contlnue subsidizing the program for
4 {

another year and had given them the llcence to operate, because they

'

felt that there was a genuine need for this kind of service,
. The remaining parties-at-interest will not be discussed. = They

had no opinions or information about the funding of the pfogram or

C\

about their financial situation, -

«

C. CHUMS

[

(1) According to the Board of Directors of CAC, they had estimated
their start-up costs for CHUMS. Their capital needs were estimated by

projecting the;f initial start-up costs, monthly_operating-costs and
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sales volume for the first year. This was done by surveying the prices
for similar!eetvices by commercial comhanies in different parts of the
city, and Cenducting a needs sur;ey of their community. However, they
did not have an estimate of capital requirements for the following year
or years. They received funding froh CDP (Community Development}
Project). This included an emplpyment grant, which enabled CAC to hire
five people on minimum wages : one prgject manager, one phblic’;
relations man, two handymen, and one clerk;typist. The mone} alloeated ;
for other expenses had to be utilized for the expenses specified by the’
grant, and could not be used”for any other purpose.  The :eébondents
complained that this was not a fair request., For example, they were
. allowed three hundred and twenty-five dollars for rent by the CDP .
Grant, but could not use this money because they had.free space for
CHUMS office. The owners sald that they could havevutlllzed the money
for more effective advertlslng and for purchasing tools. They ‘did not
have a strong working capital position, They did not haveany money
_\\left over from NIP for the CHUMS project. The working capital for
~ CHUMS was not\adequate i amount or liquid in nature. The CHUMS
project was refused a grant for the following year. Therefore, due to.
lack of equity capital, they had to close the project. All ﬁ;ard'
members strongly felt that "lack of‘seed money" was the ultihate cause

of CHUMS failure. Being an incorporated non-profit organization, they
were unable to receive funding from the commercial sector.
(2) The second party-at-interest, that is, the employees, also cited

lack of funding as causing CHUMS closure. One respondent stated that

‘the grants allocated by the government were too meagre to really make



the‘procht successful: They .could not afford to pay the staff
adequate wages and therefore; had to contend with unskilled and
inexperienced staff. One respondent stated that it would have greatly

helped if they had overdraft coverage at the bank for their pro ject.

Sometimes there was a delay in receiving the cheques from the .

government and payments to creditors had to be delayed.. They were

 unable'to establish good ratings with the banker and creditors.

“-According to one fespondent, "We lacked the know-how - nobody was there.

to give us direction."
The other parties-at-interest, that is, the customers,

government employees community residents and-competitors did not agree

with CAC's reasonlng for their closure. - ALl respondents felt that lack

of capttal could have contributed to its closure but was not the main
reason. The majority of respondents speculated that lack.of deed
add mismanagemedt might have been the ultimate cause of their failure.
One-competitor bluntly said, "We didn't have the government to support
us, but we manage to sdryive oo our own." One government employee
stroagly felt that the:CHUMS oroject could not have survived even if it
had received funding for an additional year or years, because of CAC's
"lack of clarity of goals and gtoss ;ismanagementm

D. Review-of Caoital of the Three Projects

It seemed evident from the interviews and observations of all

three projects that they did not correspond to the criteria listed for

111

effectivercapital requirement in Chapter II. Their financial structurd ~. -

-seemed shaky. They are too dependent on goyernment‘grants for their

working and operating capital. Their very existence™ threatened if

\ | /



2 .

the government grants and subsidies are withdrawn, as evidenced. by

CHUMS projéct.

4. Goal Clarity

The owners, staff and customers of the three prOJects of CAC

‘were 1nterv1ewed for this. sectlon to determlne if there was clarlty and

Re )

consensus of goals. Tb Judge the effectlveness of goal clarlty, the

foilowing questidns are 1}stgd_1n the criteria in Chapter II: -Are
there clearly stated goals for the organization? Has past.performance
of the erganization conformed: to its stated goals? Are goals
understood to be the‘same by both management and staff? Is‘profit
regarded as one of the goals of the venture? |
A. Daycare “

(L The first party-at-interest was the owners. ~It’was interesting

to note that some respondents felt that the goals and objectives of-

this program were unwritten, whereas one respondent stated that the
goals were’writtenvin the byliaws ofuthe program. All respondents
agreed that the primary goal Qas to prov1de quallty childcare. The
obJectlves of the program‘were classified by all respondents as social
and educational - they felt it was educatlonal for children to attend
thevDaycare and to be prepared for school and it was socially
important for them to interact with children their own age.‘ Two
respondents felt that an addltlonal important goal for the program was
to keep their- erpenses down, so that they could keep chlldcare -expenses

low for parents. Another respondent said that 1n her oplnlon there

were two 1mportant goals for the program apart from providing quality
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childcare. One was to- provide employment opportunities for residents
of the community, and another "nebulous goal" was to attract young

families to their community by providing these facilities.

The goalé for the Daycare had not changed 'rastically since its .

‘inception. They had broadened in scope only, according to all

It

respondents. The Daycare was now open to children from other

communities. One respondent said, "We had hoped to expand within six

\

months of operation, but ever since we ppened thelDaycare, it “has been

-~ a struggle to survive." The owners were all of the opinion that to a

el
L%

great extent the past performancg~of the Daycare had conformed to its
goals of providing quality childcaré. To achieve this goal, the

owners were providing the staff with incentives to upgrade themselves.

(2) "The staff was the second pérty—at—interest interviewed. All

. A ¢
staff members felt that they were there to prepare children for school,

1

. : | .
Other goals for Daycare, cited by them, were to teach children skills
that their parents could not teach them, for example, reading, writing,

good manners, sharing, and getting along with each other, and to instil

1

\ : &
in them a sense of responsibility.
(3) The parents were an important party—at—int?rest. All eleven
- ) / .
respondernts interviewed stated that they were satisfied with the

Daytare. It appﬁoximated-a great deal to their expectations of what a

quallty daycare should be. All parents stressed that it was essential

< ?
q

that there must be effective communication betweén the staff, children
and parents. For éxample, one parent said, "The staff must get along
with the parents and the klds should get along w1th the staff. The

staff must understand the children and work with themﬂ' All r-rents

113



114

-rated that it was important to keep the children involved in crafts

w

and in other creative and stlmulatlng activities. Prov1s10n of hot;

nutrit&g:f‘iif_ifij;cedbfood, by the Daycare, was a plus factor for

them.
B. Out-of-School Care Program
(1 ’ The owners, with the exception of one respondent, again. stated
that the goals for their program were not written down, The
respondents said that the main goal of their program was to provide )
qtalgty child care fér children between the ages of six ahd twelve
years_in Calder. - * had to broaden their scope of service, as in the
Daycare, to include children from other communities. There were more
children fromvoutside Calder than fromh;ithin. The other goals cited
by the owners were the same as those cited for the Daycare,
(2) The stéff was the seccond party—atfinterest itterviewed.- The
Director of the program stated that in her opinion the main goal of the
= program was to keep the children off the streets by probiding them with
"love, care and fun"; The Director had a written list of goals
- “embodying her philosophy of providing the children with love, tare<and
fun. The list intludes such goals gs building up the self-esteem of
childr'en, respect for oneself as’wéll as for others, sharing witH
otﬁérs, opening communication between staff and children, creeting an
informal and away-from=-school atmosphere, enhancing creativity in all
areas, and accépting criticism, affection and compliments. The staff
-member said, in his opinion, the"aln goals were to keep  the children
octupled in a positive way. and to help them get along w1th each other,

In addition, he felt that one of the goals of the program was to

- Y



-proQide.babysitting services.
(3) The third partyJat—intergst was the parents of the childrgn
enrolled in the program. On the whole, none of the six parents
. .
ihﬁfrViewed expressed dissatisfaction with the program or its
- management. They particuiarly stressed their satisfaction with the
fact that a great deal oféembﬁasi; was placed on different activities
such as arts and crafts, sports, twice a weekuvisits to the gym and
field trips. One respondent said, "I know of at" least two after school
care centres that make the children spendvmost of the time in krogt of
the television." One respondent, however, was not too enthusiastig
about the ;rogram. She wished there was more choice available to he;.
Her child attended the program because it was the only one in that area
: o]
and it was convenient because her child attended the same school. Four

parents expressed their satisfaction with the good discipline

maintained by the staff. Two respondents stated that they appreciated

A
the 7. lat there were male teachérs in the afternoon - being single
p¢ rn%s, their children missed male influence and guidance. TQQ,
respoideiits wished hot lunches could have been supplied by the centre.
: )

One respondent said that her childreﬂ’fszhd the program "too structured
and boring" - but she'duickly defended the program by stating "You

cannot please everyone."

_

D. CHUMS

(1) The Board of Directors stated that the main goals of CHUMS.were
twofold: Firstly, to provide home maintenance services for seniors in
their community, for lower brices_than the commercial rate. Secondly,

to establish a profit-making business in the community. They wanted
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the proféct‘to generate profits, s0 that they could expand and provide
better services tJ seniors in their coﬁmunity.l However, all
& .
respondents made it clear that being a non-profit organization, they
did not want to generate profits at the\expense of the social services.
According to one respdndent, "Social gains are more important than
financial gains." However, they had to change their initial goals by
making their services available to all residents in thgir community,
irrespective of age. They did not have the éoals of the project
written out anywhere except in its by-laws, as stated by one
respondent, . ‘
(2) The staff of the project were not too.ciear on the goals of ‘the
project. Oﬁe reépondent said that their services were geared to
seniors- and low income families. Another respondent said their
services'Were avaiiable to the'gene;al public, aﬂd the third respondent
wasanot too sure of their goals, apart f;qm the factkthat they were
providing home maintenance services.
D. ReGiew of Goal Clarity of the Three Projects

On the whole, the writer observed that the owners and' employees
of'cpild care programs had an implicit understénding of the goaisdof
the programs. There was no confusion about the main goal of their

o £

childcare programs, However, bécause the ggals were unwrittgn, all
respondents placed different e%phésgs on the other goals cited for
their“prdgrams. To some respondents it was more important to keep
expenses down; others felt it was important to prepafe children for

school; and some staff members felt that their primary goal was to

provide babysitting services, Thcéparents of children, in both the

o L

.
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childcare programs, expressed their satisfaction with the programs.

-

Except for minor grievances in the Out-of-School Care Pregram, this

party-at-interest felt that the programs were achieving their goals of

providing quality childcare.

In the ., CHUMS project there was definitely a lack of clarity of

goals. There was confusion in the minds of both  owners and staff.

Some perceived it as being first and foremost a venture to provide a .

profit—making business in their. community. However, these same
respondents said that since they were a non-profit organization, they
went into business not just for profits but to provide a needed home

maintenance service to seniors in Calder.

The staff of CHUMS were also confueed about the goals. Though -

the goal of the project, as perceived by the owners, was to provide
services to seniors in Calder and later on was broadened to include low

income famil;es_in their community, the staff were not too sure of

these goals. The result was, they were using wrong strategles. For

ty

example, they were advertlsing in other community league papers in the

hopeiof generating some business. “They were also distributing flyers

—

about thelr projects, folded in the community newsletter which was

going to 1,800 homes, irrespective of agevor incomeibracket. Another

goal of the prOJect was to prov1de employment to community re51dent$

The CAC could not adhere to this goal because it had to hlre some staff
members that were recommended by Canada Employment and Immigration
Department. One Board member commented that they had to rely on

strangersbwhd did not know the community,
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5. Government Involvement/Commitment R

In this sectién the all important role of government commitment
and involvement, with respect to communities embarking on economic
development projects, will be analysed by reviewing the data on the
three projects of CAC.-

A. Daycare

(1) The.first party-at-interest, thaﬁ is, the owners, staﬁed that
they had explored the various government programs - federal, provincial
and municipal, for setting up their childcare programs. Funding was
available in the form of SubSldleS to fam111es through the provincial
government. They found that the government departments they were
directly dealing with, cooperative and helpful. Workshops were
organized by  the provincial Social Services‘Department to hélb
directors and treasurers of non-profit organizatidns. The CAC and CCC
: member%_found these workshops most helpfgl. There were Daycare
Consultants available to guide the diregtors and staff in setting up
their programs. At the provincial level, childcare programs are
inspected regularly by the Health Départment and Fire Department for
health and fire safety and reported to the.licencing officer. The toys

o . .
and equipment on the licence are also inspected. The actual program of

the daycare is also evaluated by the province. According to one

government employee, before opening a.daycare, the owners are required

to submit a detailed program plan to the provincial Social Services

Department. The licencing officer then evaluates their program
' >

according to their plan. If there are problems, such as staffing

standards, job descriptionsj working with staff and children, then the
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consultants of Social Serv1ces Department would step in. There is no
. set evaluation tool used by this department, The daycare regulations
have to be enforced by the licencing officer of the provincial Social
Services Department,

The owners of Keyano Daycare sajd that they were aware, to a

certain extent, of assistance available to them' through various other.

departments of government. After investigating some sources, one
respondent stated that tney discovered that they were not eligible for
most grants,‘because they had already received a federal grant through
NIP fnr a previous pro ject. “All the respondents stated that they had
to abide byvcertain licencing regulations but there was no set

procedure for evaludting the programs of daycares by the Soc1al

Serv1ces Department, Three respondents boasted of having "A-1 ratings

se,far". However, at the conslusion of the study the writer was ﬁold
- that-a consultant from the Social Services Department was visiting the
Daycare. "She has suggested some changes in our furnlture arrangement
and -equipment, which we w1ll cons1der was the comment of one
respondent. On the whole, the writer felt tnat the owners were
satisfied with the government involvement in their childcare programs.

(2) The second party-at-interest, that is, the employees, stated
‘that they did not have any problems with the gevernment departments
associated with the Daycare. = ‘

(3) The third party-at-interest interviewed was the government
agencies and their personnel directly invqlved with the program. These
were the Social Services Departments, both provincial and municipal,

and School Board employees. Assistance was available from the Social

\
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Ser;ices Departments in the form of funding, personnel help . and
guidance in the operation of ;he program. Initiation workshops were
organized by‘provinciai‘Social Services Department to familiarize the
new directors with the operahion of a déycare. The »same department had
helped CAC streamzine its budget. Government eﬁployees interviewed
stated that they believed in the phiIosqphy of community economic
develogﬂgnt. One government employee, however, resented the fact that
valuable‘schopl spacé was leased to CAC for a daycare program. This
respondent stated that the CAC had not beeh able to pay its;firSt two
years of rent to the Public School Board. |

'The remaining parties-at-interest did not have any opinions on
government involvement in community ventures.
B. Out-of-School Care Program

(1) The first party-at-interest interviewed was the ‘owners. Their

opinions about the involvement of government agencies pertaining to’

this program were the same as for the Daycare program. They praised

the municipal Social Services Department for being "sensitive" to their -

community's needs. In spite qf consisteht underenrollment they were
allowed to operate for another }ear. Their program was listed as a
municipally approved rogram for_the north-west part of the city.

(2) The second party;at~intgrest interviewed was the governhent
departments and their agenéies that were directly or indireétly
involved with the operatidn of fhe'Out—of—School Care Program. ‘All

respondents believed that the program was excellent. All respondents,

except one government employee, believed that good care of children

between six and twelve years of aée was definitely required in that
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area which, according to one respondent, was a high crime area with
many families at the lowest socio-economic level. However, one
government employee felt that this program would not survive for long

«

because of lack of support by the Calder community for such a prograim.

- The nunicipal Social Services Department did not provide any,

funding apart from subsidies given‘to children enrolled, in the program.
Honever; the Department made commnnity organizations aware of funding
available through other departments. They preferred to refer community
groups who needed help with such things as marketlng and accounting to
organizations with relevant expertise. Another employee of Social
Services Department stated that the only policy they are strict about
in the childcere programs is that no.corporal punishment be given -
though they have no legal authority to implementﬂit. For private
businesses, the Depertment sub;idizes children but;Qgherwise they have
no contact with management. "The private business likes to be left

alone", according to this respondent. Most of the non-profit out-of-

school care programs are municipally approved and have to meet certain
. Sy .

standards of policy statements. However, the government has no legal"

N

authority to get them to conform to those standards orvof éllowing
their programs to be evaluated.

During the course of the-studf, the Social Services Department
was in the. .middle of rev1ew1ngvpollc1es Counselling services’are
-aVallable to non- proflt organlzatlons by the Social Services
Department. They tend not to have the same services for private

organizations. There are strings attached to non-profit organizations,

according to one respondent. For example, parents must be allowed to

3
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drop in, fees have to be reasonable, policies with regerd to how to
discipline children ale approved by the municipal consultant, No
Standards gre enforced on the private sector,

The remaining parties-at-interest were not considered to haye
any relevapt opiq&gp% on this topic.

C. CHyMS

(1) The Board of Directors of CAC was the first party-at-jnterest
interviewed. All resﬁondénzs felt that they had a unique jdea for

providing Nome maintenance services 'o seniors in their area, byt

unfortunately they lacked the expertise to operate it. The respondgntse

strongly believed that CHUMS coyld have succeeded if there had peen
more foverngent Commitment to their project by funding them for anogher

year at least, Furthermore, the Board members felt thagt pore

government jinvolvement in the form of providing guidance and tTaiping

in how to operate a bysiness venture, could have saved their project,
In 1981 when CHUMS was started, there were no government prograMs stch
as CASE3, for pr0v1d1ng guidance and counselllng services. The CAC hag
to rely on its Board for their 1imited expertise, The Owners
complalnéd that the commitpent of government to such community econogic
development projects could be ascertained by the meagre funds thgt wele
~made avgilable to them. Had they recelved adequate fundlng, the
respondents stated, they Could have hired qualified staff.

(2) The employees of CHUMS was the second party-at-interest
interviewed, They EOQ felt that lack of government support for the
project was one of the crucial factors leading to CHUMS closure. Qne

respondent said that after struggling for one long‘year to estgblish
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-
themselves, they hadleventually established a regular elientele. "They.
had formed strategies of reaching tneir original population target,
that is, the seniors of Calder. But unfortunately, they had to close
their doora.because they were refused funding for another year. )
(3), The third party-at-interest was some of the government
departments and agencies at the provincial and municipal level who
provide assistance td community ventures. The departmenps contacted
uere provincial and municipal Social Services Depaftments, Canada
Employment and Immig?ation Departmenp (Employment Division), CASE (it
is the SB assistance branch of‘FBDB), Edmonton Economic Development
Authority, Housing Authoriey.and a government employee of Alberta
Heritage.Fund (Mortgage Scheme and SB). 'All respondents interviewed
. felt that c.e.d. was definitely required in today's hard economic
timee. There were programs and projects planned'for regional economic
"development but hardly any for. community economic development There
were federal grants avallable through a program called New Horizons
that provided start-up and equity capltal for programs and prOJects
dealing with senior citizens. This could have been utilized by CHUMS
projqd?ﬁ There was assistanee'available in the form of grants from
" these departments to community ventures, but they had to fulfil Ce:tain
criteria-to be eligible. Funding was also dvailable through different
programs set up by other government departments, but again it.uas

qualified for apecific projects or programs, For example, New

Horlzons, mentloned above is a federal program set up to assist any

projects that deal with senior citizens. LEAD (Local Employment

Assistance and Development Program) is one of the federal programs,.
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designed to encourage and contribute to local employment in localities
of chronically high unemployment, Unfortunately, CHUMS would not have
béen eligible for assistance from this program as it is only applicable

to organizations situated in communities with a population of less than

. fifty thousand.

¢

D.. Review of Government Involvement/Commitment in the Three Pro jects

On the whole, the writer felt that there was adequate government
involvement and commitment to programs dealing with a social service
orientation, such as the childcare programs. HowéQer,thererwas not
enough government csmmitment and involvement to comﬁupity groups
embarking on business,ventures such as CHUMS. This observation of the
writer is supported not only by the opinions of different partieé-at—

interest; but also by a research study done in 1977 on "The Financing

and Implementation of Comnmunity Development Programs by the Alberta

"Government", The study found that over a nine year period,

appropriations by the Alberta government for community

development programs were characteristically low, approximately three

percent or less of total budget appropriations. The researcher further

states:

...When viewed from a nine year perspective, this low figure
shows only slight variation. However, some changes in
program emphasis is noted over this nine year period.
Funding that was formerly directed to "Human Resources"
- programs has since been reallocated to programs ‘having more
of an edu%ftion emphasis, such as ACCESS and students'
assistance. : ’ .

It is strongly felt that more government commitment at municipal
and provincial level is'needed to community projects, not only for
funding but also assistance in some of the crucial areas of operating a

o~
—

£
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SB is required. Community development corporations or other community

grodps embarking on ventures are composed of volunteers who lack any
~

expertise in crucial areas of management, marketing, accounting,

capital and goal clarity, so this additional non-financial support is

-crucial.

6. Management

In this section, the three projects of CAC will be discussed and
analyseq in terms of the cqiteria established in Chapter II. “The‘most
impoétént criterion established was the quality of management itseif.
Management must be responsive, flexible, possess certain characterf
istics such as communications ability, human relations ability,
technical know-how, drive and thinking ability,. Apéft from this,
certain procedures are listed in the criteria list for enhancing
effective.management. These éré the formulation of a Business Plan, or
any”other Plan, embodying the goals, objectives and capabilities of
ownership and management, deVelopment of conciéé operational pians
focused at achieVing the goals, and convérsion of plans to budgets and
marketing plans. Other important: criteria were that management should

be able to read and understand financial stafements, it should be able
to decide on the organizatioh’s peréonnel needs, consider the role that
human relaéions plays in creéting the business' image, and develop
long-range plans and an effective control system. Management should

also decide on the kinds of communication it intends to use with the

staff. ‘



A. Daycare
(1) The first party-at-interest was the owners. Interesting
1nformat10n on the management of Daycare was elicited from this group

As stated earlier in the goal clarity section, there was a consensus of

goals for the program -~ the primary goal being ptovision of quality

childcare. There was some confusion as to the written objectives of

‘the Daycare. They were in the process of. formulating goals and

strategies for their CCC which would be in a manual form, They did not

have a formalised written Business Plan or any other Plan for the

‘Daycare, encompassing their" goals, strategies, marketing and financial

plan. The owners said that they were working on formulating an

. "Overall Plan". -

As discussed in the Accounting Section;,the financial aspect of
the Daycare had al'so undergone changes. Prev1ously, the f1nanc1al

statements of their childcare programs were audited once a year by an

accountant on CAC Board for a nominal fee - but this provided”the cce

members with superf1c1al information. Also, before this there was no.

check on budgets. The committee did not know much about the financial
situation. All the respondents answered in the positive when asked if
they were able to read the financial statements. However, responses

1

\
relating to the question that did management make its decisions in the

_light of financial analtysis, were varied. Some| respondents replied

yes, and others appeared more open and honest in answering the
question. They said that although sometimes they felt that certain

expenses were too high, they did not really make any decisions on the

basis of financial analysis, "till the' problem got out of hand". It is

‘.,/
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only since January of this year ‘that detailed monthly and date to year
budgeting has helped them make better decisions, Again, mixed
responses weré elicited to the question of the Boare's application for
outside assistance for improving their enderstanding of financial
analysis. Some respondents replied they did nor need to, whereas

others said yes, for their Daycare program they'applied for assistance

W ' \
to Social Services Department for suggestions to help "streamline and

not set up" a bookkeeping and reconing method. They then did a

detailed financial. breakdown and budgeting with the help of an('

accountant on the Board of Directors of CAC.

The "owners" had 1nvest1gated most sources of financial
assistance, both‘for capltal funds and operatlng assistance, Again,
due to Iack of a written Plan, respondents gave different answers to

the question dealing with long-range planning of the program. Some

respondents said there was no long-range plan, whereas others stated,

o

it was to keep the program running, and to expand childcare services <

for the under two years age group. Answers to spec1f1c questlons\such

as where would they like the program to be one year from now and five
years from now were.unanimous. They all hoped that one year from now
their program would be still operatlng w1th 1mproved and qualified
staff, higher enrollment, so that "we can keep our chlldcare ‘up and
costs down", and include a few more goals for the CCC.- All the
respondents refused to evee epeculate where the prog =1 would be five
years from ;ow. |

The respondents expressed their satisfaction over the new

control system to check the performance of their persennel. They have
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introduced some formal and inforz;l checks over the functions of the
staff, As discussed earlier in the Accounting Section, formal checks
include such activities for example as one‘committee meﬁbef co—éigning
the report submitted to- the government, of the number and age of
children attending the program, and the numbgr of hours of their
attendance. The daycares are granted an operating allowance per child
by the province. The committee member goes over the attendance chart,
This measure of co-signing the report had to be introduced after
management realized that they were being cheatedmby an e*—directof of

their daycare who, according to one respondent, 'was .not only ripping

us off, but the government as well". They suspended the director and .

brought down their grocery bill from five hundred dollars (according to

/ . I
one respondent) and seven hundred dollars (according te another member)

k3

to three hundred dollars. Apart from'co—signing the attendance chart

and their detailed expense account, they have informal checks on their .

pérsonneli One of the committee members or“any Board member may viéit
the Daycare at any time. They talk to parents to determine if they ére
happy and if parents have agy complaints they are brougﬁt to the
Committee's attention.: Oné of the committee meMbérs has hef children
enrolled in the DaYcare.and visits daily. Another committee member
}Q{Eﬁ in the Daycare part-time on a voluntary‘basis. . . .
The Bpard’members‘and CCC are responsible foruhiring and
evaluating staff. There was an open two—wai communigation between(the
staff and fhe Board, which was degcribed by the reépohdents as "non-
'éuthoritafian", "open", "facii’tét;ve" and "consultative".

All the respondents interviewed stated that their program was

B
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achieving its objective of providing qnality childcare. Most-

—

respondents stated that'their major achievements were in starting and-

operating“a quality childcare'program which, according to one Jnember,
"has A-1 ratings from\th”/Llcenc1ng Board", and prov1de employment to

community residents., They stressed it was the outcome o} hard work and

~—
1

planning to create a learning and pleasant environment for children.
Two respondents added that these achievements could not have been made
possible without,the chairperson of their Board, who to them was the
catalyst and moti;ator behind the whole organization.

The main problem faced hy the "owners" was its underenrollment
and retentionJof stafff Underenrollment made it nifficult for them
'financiali&. Another major problem pointed out by two respondents was
that the committee members were not as involved aor committed as they
.rshould be. According to one of these respondents, "They are not as

')

active as they should be - that is the d1ff1culty with voluntary

,\bv iy

workers. We put toqypuch trust in directors and it dldh t work out."
. [ y
The "owners" are content with the qualifications of their staff,

Slnce.there are no standards set by—the municipal or«prOV1nc1al
governments w1th respect to the quallflcatlons of the staff, CAC has
stlpulated certain standards. A contract was drawn between‘the
directors of the two childcarezhrograms, Daycare and Out—of;School
,cgie, and CAC Board. It states that the Director must have.Early

Childhood Education diploma and experience, or the Director could take

a course to upgrade herself and have experience in childcare. The CCC

discovered that.the'standards demanded by ChC'Were too high, -as CCC

members said thathhiring of qualified ‘and experienced directors

) i B . . . o
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meant high wages would have to be paid, which the CCC could not afford.
L.
Their present Director who took charge in September 1983 had experience

but lacked qualifications. She was attending night school to upgrade

L4

herself.

In response to the question on the strategies used by management
. N

or the "owners" to implement their goals, all respondents replied that

they were improving themselves and the staff through courses at a local
college éﬁd attending seminars and workshops organized by the city,
Another strategy pointed out was providing staff with manageable tasks.
The chair}erson said that they believe in management by objectives
philosobhy. Other strategies used were monthly meetihgs of CCC where
any problems of staff and children were discussed and resolved.
Financial ;ituation was also discussed in these meetings. Action
programs were discussed during these meetings.for réising‘money for
summer activities, marketing strategies, and issues dealing Qith fhe
wages of staff. When they hired the new Directgr her wages were frozen
till recently. This way, the savings made were passed on to the
parents, by keeping their costs down. 1

'The writer felt that on the whole the Board® of Directors of CAC
'and‘ECC members were dedicated to their cause of providing quality
childcare. Their chairperson was the catalyst behind the organizaﬁion;
- an amiable, persistent and inspiring lady.
(2) " The second party-at-interest interviewed was the "emﬁloyees" or
the paid.workers of Daycare. These were fhe'birector of ﬁhe brogram

and three childcare workers. As mentioned earlier in the section on

"owners"™ opinion of management of Daycare, there are no written' goals

-

Xy
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-

énd objgctives of‘the Daycare. There was no confusion in their
strategies for.achievivg,the goals. According to one staff member, one
of their objectives was to prepare children for school. The strategy
usea to implement this objective was to teach the children the

alphabet, numbers and how. to speli their names.
\

There, was a clear cut division of work for all the staff members.

An open two;way cgmmunication between thé staff and director existed.
There was "non—authoritarian", "consultative" and "open" communication,
according to the employéés. The staff stated that they wer: satisfied
with their jobs. However, one respondent said that it had "its ups and
downs". This was clarified by stating that the pay was very low.

'The Director said that the CAC and CCC members were easily
accessible. Sge atteﬁdgd their monthly Board meeting Qhen all the
problems and financial situation pértaining to the Daycare were.
thoroughly discussed. The main problem that the Director faced was a
high staff turnover. She was unable to obtain qualified and
experienced childéare workers, o

The Direétor evaluated her program by making short-term goals
and then checking them out the next day. Wi;h the guidaﬁce of CAC she
,had been able to pull through some difficult times. N

The Director felt that the daycares are a nece;sity in toda?zé
times. According to'hér, "They are good for children where parents
have to work, and not for affluent families who have four cars!" She
felt that daycares were,espeéially useful for single parents. She saw
herself and other‘childcare workers as substitute mothers for the

children in her Daycare. The Director had no written plans for the
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futufe. She wanted to expand the Daycare in the near future by renting
two additiona} school rooms. Thi§?way more children could be enrolled
in the program. This would enable them to do more in terms of outdoor
activities - example, rent a bus and take the children to the zoo. At
present, the Director haﬁ_tordepend onvfriends and parents for
transportation. It is worth noting et this point that'the Director
exhibitéd a lot of enthusiasm and fervour when discussing the future
plens for the Daycare. The facf that the Director“was planning on
further expansion of the centre in spite of the fact that they had been
underenrolled, struck the writer as an ambitious goal. |

The writer was always welcomed by the Director and it was

possible to observe the program durlng different hours of ‘the day.

There was a frlendly atmosphere. The children were under control >

they seemed happy and cotent. There was apparently no confusion about
management responsibilities and functions.

(3) The third party-at-interest was the parents of children in the

program, or the "customers".- On the whole, eleven parents were

interviewed:(parents of fourteen children). Most of the respondents

were satisfied with the program and its management. When asked why

their children attended this Daycare, the most common answer given was
convenience of location. The next most common reason given, for
enrolling the children in the program, was provision of hot nutritional

lunches. Parents were satisfied with the staff who, according to most

respondents, were always planning stimulating and creative activities:

for children. They were always welcomed in the 5§ycare, whenever they

chose to drop in. Some of the parents are on the ChildCafe.Committee
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of CAC and these parents stated that considering the wages of the

staff, they were working very hard. They were impressed with the fact
that three staff members were upgrading themselves. Two parents were
not happy with the pﬁysical layout of the centre - they thought that
the furniture arrangement could be improved. "It is crowded and

4 :
cluttery," according to one respondent, "but I suppose you cannot ask

for everything." -
(4) The fourth party-at-interest was the residents of the community.
All five respondents were aware of CAC's childcare projects. They all
stated that the very fact that the Daycare had béen operating for the
last three years meant that there was a definite‘need for this kind of
a facility. However, one respondent ventured to say that he thought
the project was not a viable one 51nce;1t had not met its stated
objective of twenty- five children. He blamed it on poor management and
marketing stratagies of CAC and Director of Daycare.. The other
reapondents wére not intimately aware of management practices of the
Daycare as they were not on the CCC Board, nor did they Have any‘of
their children enrolled in the program.

(5) The fifth party-at-interest was the‘govarnment and its agencies,
The departmeats contacted were the provincial and municipal Social
Services Departments andlSchbol Board employees. This party shed a

different light on the management of the centre. Une government

emploYee said that the Keyano Daycare needed a proper program

evaluation, which had never been requested by CAC. A Provincial Social -

Services Consultant was working with the staff at the Daycare

According to one respondent, the blggest problem with this program was
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lack of qualified and.experiencéd Director and staff. The same
respondent said that the program was poorly.structured and required
improvement. "They have poor toys and equ1pment" according to another
respondent. This respondent felt that the parents would much rather
put their children jp another daycare and pay ablittle more if that
daycare had better toys and equipment. Thg same government employee
said that most daycares were filling up and‘Keyano might too, but this
would not be due to their facllltles, which the respondent thought were
mediocre. According to thls respondent, Keyano would fill up because
it was close to work or home, or because of general improvement in the
ecenomic climate.- Fufthermo}e, according to the same réspondent,
Keyano was noE'financially viable. Twenty-five children was the
maximum capacity fbr’Keyano. A good reasonable number to survive and
break even was forty or forty-five chlldren - 'Keyano is not in that

league. If they don't have full twenty five children, they' are

nothing. They must spiff up." 'Another respondent felt that trained

staff was very important and especially a qualified Director who could
turn ﬁhings around for them. According to this respondent, the
management and staff were not receptive of the Consuitant's suggestioné
to improve their program and layout. | ?
Qne government employee who is closely connected with. the CAC
and its various projects felt that the CAC Board members were "too
- dogmatic and inflexible".. They did not think of_c?nsequences. For
example, their needs sutvey‘of Calder prior to opening the Daycare may

have éhown»that there was a demand for such a service, but, accérding

to this respondent,.needs changed. They did not determine if there
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. /
would be a need for such a program two years or.even one Xgér from the
survey. This respondent was of the opinion tﬂat'daycares;;hould not pe
located in schools; which shbuld.be used for education only. By
locating such programs in schools, maintenance costs for this space are
increaséd; which ié an additionai drain on the taxpayers' money. The
writer felt that, thig respondent.wa; against the two childcare
projects of CAC ~ he had a stroné bias against the existence of such
facilities. For example he stated, "Daycares gshould exist onlyvfor
single parents where the mother has fo‘Qork," and "A child is best

looked after by his mother and not in such facilities!

One government employee said that there was never a need for

this kind of service in Calder. The respondent substantiated this

£y

Statement by revealing the information that Keyano Daycare had been

unable to pay their first two years of rent, and still owed the School

Board that money. They never achieved their enrollment of twenty-five
full-time students: In fact in its first two years of operatioh it
only had seven or eight children enfolled in the program. Even at
present they only had ten full-time students and five or six children

. ) N N . .
were part-time. According to this respondent, "They are a financial

drag - barely eke out enough to survive. This respondent stated that

the Board was unable to hire qualified s?aff and Director because of
the minimum wages they offered. This_government employee spoke highly
of the previéus Director.' He predicted that Keyano wéuld Elése down
within fivg years thch’wbuld partly be due to the economy and the high

transiency rate of the area. The respondent emphasized the word

"partly" to indicate that poor management and insufficient need would |

S
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be the main causes of failure.

(6) The sixth party-at-interest interviewed was the "competitors" or
vpther daycares operating within close proximity to Keyano. Ten
daycares were visiﬁed.and their directors intervieweg. Out of these
ten daycares, four were privately owned; profit-making BrganiZations.
Two_ofvthese private daycares were in the process of opening another

daycare in different pafts of the city. The remaining six daycares

were non-profit organizations that were owned by the church or were

community ventures with concerned parents and volunteers on their Board

of Directors. The writer observed that the quélifications of the
staff, structure of programs and physical layout of non-profit,
community—owneq and church sbonsored daycares was, on the whole, bet ter
than the private‘daycares. The direqtors of ail these non-profit
daycares were qualified with two year'diplomas and years of'experience
as childcare workers. The staff of these daycares wére also qualified
with the exééption o% one daycare where four childcare workers had no
qualifica;ions aﬁd only one staff member had a six weeks cértificate in
early childhood education. On the other hand, the privately owned
daycares that were operating sfricﬁly’aé a "busiﬁéss with a sccial
element" were p&orly'plahned,‘énd their staff iacked proper
.qualificatiOns - no training or experience. In only one private
daycare, both the staff and direct;? had two year diplomas in early
childhood education and experience as chiidcare workers:; This daycare
was a definite success - it was operating at full capacity of fofty—six
children and had a waiting list. The owner:was in the midst of opening

-another daycare in the city. The enrollment in the non-profit daycares
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was full or nearly fﬁll. They had a good child/staff ratio. Only one
church sponsored daycare was fécing enrollment problems. They were
licensed for forty children and had twenty-five full-time students,
Tﬁe director blamed it on poor economy - parents losing jobs or moviﬁg
to‘another part of the city. Hoyever, thg writér discovered that noﬁe
of the staff members h;% diplomas.— only one staff ﬁember had a six
week certificate in early childhood educatioh. The management in fivé
of the six non-profit daycares had ‘clear and concise goals and
strategies for obtaining them. The children were happy and content.
There was clear cut division of work. The atmosphere there.was

pleasant. These programs were not only surviving but were definite

successes. Success here is measured not by the traditional measure of

success, that is profit, but in terms of the fact that they had

'

achieved their goals. The directors of these programs were efficient,

sure of what they wanted to do and had a cheerful dispdsition. All of

them had encountered difficult situations in the past but were able to

)x

pull through,

One director who was responsible for operating the daycare and

aﬁ out-of-school care program, pointed out that the basic philosophy of
private daycares and Aon;prbfit organizations is totélly dif ferent.
Thé private'daycares are in the business to make a profit. It was
against her philoéophy'and that of other non-profit orggnizations to
make a profit out of the care of children (the same sentiments were
expressed by some respondents in the Social Services Department). This

respondent explained, "When ydu start thinking about only profits, then

quality of care suffers. The private day- res are willing to take
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untrained staff, who have had no training in early childhood
development, or at the most have a six weeks certificate. Sometimes

even the director lacks any qualification. Unfortunately they have

government backing and are able to do whatever they please." Thﬂ%;*

. . ! ,
‘according to this director, private daycares can pay less wages to

their staff because of their lack of training and have low standards.
They have a higher turnover of staff because of low wagee. Another
director of non-profit daycare commented, "All that the private sector
is concerned about is maklng proflts to g0 into their pockets. You
cannot run childcare programs like this."

It was interesting to note that ali directors, except two, did

/
not like the term "competitors", because according to them they were
not in the business of competing for services, but were there because
of a legitimate need. Howeter, all the directors had up—to—date
1nformat10n on what the other daycares in their area were doing in the
forh of program structure, Wwhat they were charging, and whether they
served hot lunches or: not.

Eight out of ten daycares interviewed were aware of Keyano
Daycare's existence. Mixed reactions were elicited from the directors,
when asked what they thought of Keyano. Six directors had only the
basic infermation on Keyano about‘their fee structure and'whethef they
served hot lunches; two directors were aware of enrqllhent problems of
Keyano. One director blamed the economy for it and the other director
said, "If a program i;inot‘being tun well, blame it squarely on h-

diréctor."
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B. Calde; Out-of+School Care Program

(1) The first party-at-interest to be interviewed for this program
;ere the "owners", or the same‘Board of Directors and Child Care
Committee members as for Keyano Daycare. Most of the questions asked

by this party-at-interest were similar-to the ones asked in the

previous section on their opinion of management of Daycare. Thus, only -

those responses will be discussed that are markedly dissimilar from.the
daycare section. As mentioned earlier in the capital section, the city
subsidizes thé.children in the proéram, and it is therefore under its
Jurisdiction. The city had a;ked management to prepare and submit a
detailed statement- of their budget. Previously, the~W)wners" were not
aware of the actual specifics éf the expenses incurred, ér what the
financial situation was. The owners decided to go through the same
exercise for their Daycare program too - hence, the monthly detailed
budgeting for the Daycare. )

Jhe wners used the same mechanism for supervision of the. staff
as used in the Daycare. Method of evaluation was aléo similar to the
Daycare program. All respondents replied that the major achievements
of the program were provision of quality childcare and keeping the
children of 7 _he streets. Some of the responses were, "We provide
total care of children", "Qﬁr program is geared towards mental,
physical, social-and emotional devélobment of child;eﬁﬁ

The problems faced by this party-at-interest were more or less
similar to those they faced «in respec£ to the Daycare. Their main

problem was underenrollment. They faced many financial crises and were

unable to retain full-time qualified staff, because they could not
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afford to pay their wages. Another problem pointed out was apathy on

the part of parents. They did not want to enquire about or enroll

their children into the program. Parents did not want or were too
engrossed in their own lives to investiga#te into such projects. The
owners were a dedicated group. They were committed to providing this
kind of service.in their area. in spite of heavy odds, their
persistence and hard work were paid off. Due to consisfent
underenrollment they were facing the prospect of closure ot the Out-of-
School Care Program. ~The owners, as discussed in the marketing
section, conducted a survey, collected informatien, thought out
different strategies of saving the program, consulted with the
‘supervisor of their local Social Service Centre, and were finally able
to succeed in obtaining from the city another year's licence to
operate. The chairper#on of the CAC was a very hard—wofking and
inspiring lady. Before they learned of the city's decision, the
chairperson’confiq§2t;xw§§ig, "We will not let the childcare programs
die!"

- (2) The second party-at-interest contacted was the employees. The
director of the program atd one part-time staff member were
inter . ~ed. . It was not poss1ble to contact the second staff member,
The writer was able to observe one of the part-time helpers of the

Director. She was a Grade Nine student who helped the Director in

serving lunch to the children and in cleaning up. The Director of the

program was qualified with years of experience as a childcare worker.

Her objectives were written out. She had a planned and structured

program. This Director was totally committed to providing out-of-

I
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schogl care to children., Commitment of the empléyees to the ﬁrggpam
could be judged by the faét'phat they were willing to take a tut in
-thei{j§lready basicﬂsalaries in order to keep their progrém alive.

The roles of the staff‘w;re clearly spelled out. The Diréctor

was responsible for planning the program, and the staff implemented it,

together with the Director. The Director said that there was an open,.

two—way‘communication between herself and theAstaff. This was
corrobogated by the staff member interviewed. The Director reported
that there was évgood rapport'and open communication between herself
and the "owners". They were easily accessible. The Director attended
their monthly meetings and preseﬁteq a financial report. They

. )13
discussed their financial situation and any problems - strategies were

formulated for dealing with.the problems. Program planning was done by
the Director. She emphasized that "consistent evaluation is c;ucial‘to
the sﬁfvival of such a program". T Joard evaluated the Director, and
the Director was responsible for evaluatiﬁg the‘program and the staff.
This was done, according to the respondent, "by keeping very close tabs
on all that's happening”. Her evaluation techniques included on-the-
spot evaluation - .talking to parents and staff, listening to children's
. ‘ .
iesponses, and organizing parent/teacher quarterly meetings. The staff
is evaldated according to a written schedule every three monthé when
first hireq, and then every six months. “
Both the Director and the staff member interviewed said tﬁat the
main achievement of their program waé the fact that they held "high

standards". This}was explained by the respondents as not allowing any

swearing or cursing by the children, reinforcing positive behaviour and
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providing the children with love and care. vThe Director replied with
great feeling to the questions, "Why should society allow you to
survive" and "Do you think it is worthwhile to operate the program,"
She justified the existence of her prégram and other s;milar programs
by stating that society these days was beset with problems. There were
too many single parents. There is a high teenage suicide rate and drug
addiction. According to her, it was important for such programs to
survive ~M"they teach kids that it is important to get along with each

other. They learn about loving and caring and have someone to talk

The writer felt that the Difecfor and her éfaff were committed
to the program. The& had clear cut goals and strategies to achigve
them. However it was observed that ;hey were;ov;rworked.

(3) The third party-at-interest wés the customers or parents of
children in the program, The six»customérs‘intervieﬁed were satisfiéd
with the program. Tﬂey thought that the program was:'managed well. One
respondent felt that though the staff were helpf&l and thoughtful, they

seemed overworked. This observation bears out with the writer's

comment above of the staff being overworked. As mentioned in the

marketing section, convenience of location was the primary reason cited

by all siﬁﬂgarents for choosing this program. All respondents were
happy with the struéture of{the program and its management,

a(4) Community-residents was the fourth party-at-interest to be
contacted. They were‘ghe'same sef of people inferviewad for the

Daycare. Once again they were aware of the facility and thought it waé

-an "excellent idea", "much better than lettiﬁg them (children) ruﬁ/

/
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amuck on the streets". They did not have any information on the
management of ihe centre.
- (5) The fifth party-at-interest interviewed were the>government

departments and School Board employees. Only those agencies we;e
contacted for this section that were directly or indirectly associated

with the management of the OQut-of-School Care Centre. All the

respondents in this category agreed that the concept of out-of-school
care is excellent. According to two respondénts, the fact that the
program is facing difficulties was attributed tokmﬁsmanagement, and an -

insufficient need and support by the community for this kind of

service.

Another governmenm employee blemed the management of the program
and its Board for not being able to.cepe with the bfoblem of
underenrollment, Qhe pointed out that management must recognlze its
problem that group care is not f1nanc1ally v1able for the orBanlzatlon'
They could meet the need - which she said was a small need, since only
fourteen children were enrolled in the program - ina different way.
There mere many alternatives open to CAC For example, the respondent
suggested Home Care as versus Group Care - instead.of incurming huge
expenses of ren;ing space, hiring a big staff, having good expensi;e

toys and equipment children would be much better off to go to

individual homes where the homemaker would look after the children. .

The CAC, if truly interéqted-in providing childcare, could lobby the

city for subsidized funding. The respondent said that this way CAC

could save two hundred dollars per child. But, the respondent

emphasized, the foremost priority for CAC management was to recognize

I
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that they had a problem and then try to resolve it‘by using new

strategies.

Another goverﬁent employee felt that the Out-of-School Care

"Centre's existence was justified by the very fact that fourteen

bl

children (albeit a low number) were enrolled, and this meant that there

a

was a definite need for this kind of service by fourteen families.

According to this government empl&}ee, management could not be blamed
for iﬁs problems, but a comé&nation of‘facto;s was responsible for
their underenfollment; Two of the main causes cited by her were a high
transiency rate and the poor economy.

(6) The;Sixth party-at-interest to be iﬁtgrviewed was the
compeﬁitors or other out—df—school care programs in the area. Calder
Odi—of—School Care Program of CAC is the only one being operated in its
neighbourhood, that is, in Caider area. Three out-of-school care
centres'wefé obsefvedggna their dirécfors interviewed. Two of these
centres weré‘privately owned and were profit-making organizations. The
third centre wés a community—owned‘non—prbfit venture. The directors of
all three centrés were qualified - with training and experience. The
staff of the two private out-of-school care centres were not all

traiﬁed{in early childhood development or experienced. They had a high

staff turnoyer‘{ N .

,,LThé/étaff 01 communits  ned centre were all trained and
e;perienced‘child care work L centre started its program in
1980 and since then only one staf mber had left the centre. They

had a very stable staff. * The director of the centre was also

responsible for supervising a daycare nearby. * These two programs were
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being run by a Board of Directors composed of concerned parents and
citizens. According to the Director, her first priority was to keep
the staff happy with their johs - fees went to pay their salaries
first. This way a stable and qualified staff could be maintained.
Money generated by the business was put back into the centre to
purchase equipment, augment the salaries of the staff, and for the
general upkeep of the place. |

On the other hand, the two directors of the private out-of-
school care centres complalned that they could not afford to pay high
wages to qualified staff and had to compromise - both the centres had
some staff members that had a six week certificate in early childhood
development or had a few years of experience as childcare workers. The
communlby owned (non proflt) centre had a full enrollment and was
planning to further 1ncrease 1t They had relocateo in a larger space
and could now acéommodate double the number of children. The other two
centres did not encounter any serious problems of enrollment though
both of them lacked the full number of children they were licensed for.

All three directors were aware of Calder Out~of-School Care
Centre. Two of them declined‘to comment on what they thought of its
management or its problems. . The third director blamed the director of
Calder Out-ot—School Care Centre for its problems.
C. Calder Home Upkeep and Maintenance Service (CHUMS)
(1) The first party-at-interest interviewed was the owners or the
Board of Directors of CAC. Four members of the Board were interviewed,
and a fifth member when eontacted declined to be interviewed. As

L~reported in the previous section, all the respondents interviewed gave

J
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mixed responses when asked if the go%%s fpr the program had changed
during its operation. Two respondents replied that they remained
constant and the other two stated that tﬁey had been modified7 There
was no written Business Plan or a formal Plan stating what their goals
were, what their marketing plan would be, nor was there a Financial
Plan. Varied respoﬁses were elicited when.asked if any research vas
done by the owners to determine where assistance for the project could
be obtained. One respondent was not aware of it, another respondent
replied, "I think not", and two respondents said yes, for both capital
and operating financial assistance. The same two respondents replied
in the affirmative when asked if they were aware of assistance
available from various government departments. Some of these sources
were utilized by the Board - for example fhey utilized grants giﬁen by
Canada Employment and Immigration Department.

There was no long-range planning for the project. All the
respondents agreed that it was not thought out properly;.

The Board members stated that théy were capable of reading and
understanding financial statements. They did not have to apply for
outside assistance for accounting purposes as they had an accountant cn
their Board.

There was no proper mechanism for checking and evaluating the

performance of the staff and the project. The supervisor or project

manager was responsible for evaluating the pro ject and for its

operation. According to one respondent, "That is what they were being

paid for." The only check that the Board used was the occasional

visits by different Board members and these too were rare, according to
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one ex-employee of the project. All the respondents stated that lines

of communication between the Board and staff were "open'" and "non-

authoritarian". They were easily accessible to the staff.
All the respondents interviewed felt it was a wor thwhile
project. The chairperson of the CAC wants to revitalize the project in

the near future.

The respondents blamed lack of qualified staff for the closure
of the project. One respondent for example said, "Personnel problems
were the ultimate cause of the project's failure." Another said, "We

were unable to hire qualified staff. A third réspondent said that the

staff and project managers not only lacked expertise but were not

motivated. The fourth respondent blamed the Board for the project's

failure - she said though they were all a well-intentioned group, they

lacked the exFertlse to organlze‘and run such a prOJect The same

’

respondent sald that the staff were not motivated because they were

paid minimum wages. As soon as they found a better paid job, they left
the project. _ . \\

L \

poor”location As dlscussed in the Marketing Sectlon the project was \\

located in a school - at that particular time that was the only
affordable space avallable to the organization.

Another reason cited by one respondent was poor planning by the
Board itself - "The Board failed to put a good etrategyAfor implemen~

tation." Another respondent said that apart from the fact that the

Board lacked the expertise to run such a project, there was no. .

2

a381stance provided by the government to train them. . The same

The 'second common reason cited for the project's failure was itb\

\
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respondent stated that the situation further deteriorated because the

Board could not devote as much time as it should have.  They had opened

the Out-of-School Care Centre in the fall of 1980, and started the -

CHUMS project in Jandary 1981. In April of 1981 they started the
Daycare. The result was that CHUMS was "sandwiched in between".
Accotding to one respondent, "It was a claséic case of too few
volunteers doing too much work."

(2) The éecond party-at-interest was the staff. All the three
respdndeﬁts interviewed stated that there was no clear direction. "It
was badly organized", according to one respondent. For example, in the
first six weeks of operation of CHUMS there was no phone on tﬁe
bremises; until one ehployee found a retired électrician who installed
a conduit fot tgém at a nominal charge.

There was a high staff turnover. CHUMS hadtthrge.projéct
managers In the course of one year. Two project manager§ left because
they f%and better paid jobs, according to one respondent. Thé sahe
respondent said that the flrst project manager lacked ambltlén and
drive - "He had to be told what to do."

The roles of the staff were not clearly stated or.tnderstood by
the staff\themseives. The clerk/typlst of the prOJect was .promoted as
manager after the first project manager left - "Nobody defined her
role", according to one respondent, '"she was not certain of her
duties." She“d}dNSOm?‘advertising for the project. There was a Public
Relations person, who was also the. handyman for the project. ~"He was
totally dissatisfied with the job", according to one respondent, "he

did not have enough to do and so quit." They hired another handyman
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and a clerk/typist. But in a few months they both resigned. The

handyman left the job because he found a better pald job, and the.

R . 4
typist left because»she was "bored" with her job, "there was not much

for her to do." The project manager also left her job for another
employment, A third project manager was hired who was also the typist
for the project. "She had no work experience but had an interest in
community affairs", according to one respondent. She stayed with the
project_till its closure. According to this respondent, the project
would have survived had they received funding from the government for
another year. .When the1r project closed they had a positive balance of
six thousand dollars But this amount was not sufficient to run the
project.A T

Tyo respondents stated that it was very difficult to commnnicate
"to the Board - "They were-not easily accessible", and "They were too
busy.ru'nning their chi‘ldcar’gprograms."

. Theére were no set tools used for evaluating the performance of

the personnel by the "owners":; A1ll respondents agreed that it was a-

worthwhile experience. According to one respondent "It provided
housew1ves with an opportunlty to return to the work force."
A1l the respondents felt that CAC lacked the fundlng and expertise to
operate such a project.

(3) The "customers" were the third party-at-interest to be
interviewed.. On the whole twenty customers were/interviewed by

telephone. Satisfaction with the services were gauged from their

responses. On the whole, as mentioned in Marketing Section, there

. : 3 ..
seemed to be moderate to lukewarm positive response to the services. -

]

P
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All the respondents stated that they thought CHUMS was an excellent
idea. However, one respondent pointed out, "They were quite confused

about their objectives. They"did not zero in on the seniors only, but

wanted to please ever ybody." One respondent said that she was not

aware that CHUMS had started as "a for seniors only project". At that

partlcular time her mother needed somebody to paint her house and was
unable to f1nd anyone with reasonable rates. All the respondents felt
that the CAC Board was not equipped financially or had the expertise to
run such a venture. One respondent stated that if CHUMS ever wanted to
rev}talize the project, they must first‘redefine what they wanted to do
and establish‘their goals. Furthermore according to this respondent,
CHUMS should be geared to all the residents of the communlty and not
just the seniors, as Calder needed new and young people to move in.
Another respondent felt that since CAC was a non-profit- organization

comprised of volunteer workers, the effectiveness of their work was

diluted by being involved in other commnnity activities - "Volunteers

can devote only S0 many hours to volunteer work. "hey do not have-

enough volunteer time, since the samebgroup of_people tends to be

involved in other community activities." One respondent felt that
CHUMS failed because there were. not enough dedicated people~partiCi—
pating in the project,

(4) The various government departments were contacted as the fourth

party-at-interest. The departments and agenc1es of government

contacted for this section included those government departments that -

were d1rectly associated with the CHUMS progect

It was interesting to note that the bottom 1inehgiven by all the
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respondents when asked why in their opinion CHUMS project failed,
'mismanagement and lack of commitment to the project were the main
reasons given, All tne respondents’echoed-that it was critical to have
a manager who was familiar With all the facts of business, "the ins and
“outs of business". This pnrase was qualified by one respondent by
stating that "management must be run“by one person who should report to
the Board of Directors - he must be a good administrator, good
marketing person, have good expertise in the day to day operation of
the business and be understandingﬂ One government employee said that
it is important that such community Boards should go through a long
process of finding a "top notch manager who had.had experience in
managing community,ventures. Then the Board must‘deSignate authority
~to the manager to run the project independently. Anotner government
employee said, "Dollars you pay in the beginning may be too high but
will pay back in the form of profits and smooth running." This

respondent-was referring to the salary of a qualified manager.

Four respondents said that confusion of goals of commun1ty»

ventures was one of the reasons for so many failures - "They are not
clear on their ObJeCthes for being in bu51ness. Another closely
related reason cited by the respondents was lack of motivation. All
respondents stated.that absence of a strong motivating factor which to
three respondents was primarily profits, was a "minus factor" for
management and staff and often resulted in closure of ventures,
Motivation{ according to one respondent, was directly related to reward
of gains and risk of failure.

1

(5) The fifth party-at-interest interviewed was the competitors of
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CHUMS. The writer interviewed ten tradesmen who were involved in
providing the same kind of ;ervices in that area. Three carpenters,
three plumbers, three handymen, and one‘Qindow repairman were
interviewed. Only‘two respondents were aware of CHUMS project. They
thought that management was totally disorganized - "they did not know
what they wanted to do." 1In aggition to these tradesmen, project
managers of two similar projecﬁs (discuésed in the Marketing Section)
were also interviewed. Both these managers were qualified for their

jobs, and had been with their projects since their incéption. All the

respondents interviewed did not think that CHUMS was ever a threat to

- their ‘business, because they had their regular clientele, had been in

business for years, and were skilled in their own trades. One
respondent made an interesting speculation on the reason why CHUMS
failed - "Probably its management was trying to please everybody by
providing all kinds of services when it wasn't equipped to do so." .

D. Summaxy of Analysis of Management Section

On the whole, the writer felt that management by the owners and

directors of both.the childcare programs: was responsive and ‘flexible
-to the customers' needs."My‘assessment of the owners' communications
. ability through interviews and ob;ervationsvwas that the ownefs were
able to commuﬁicate to each other‘and to the staff effectively. There
was no.confusion in their goals, plans and strateéies. The writer
observed that both parties-at-interest, that is, 'the owners and.staff
of the childcare brograms were a dedicated group, committed to their

cause of providing quality childcare. They were willing to learn from

their mistakes. They knew&that their staff at the Daycare lacked
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expertise and so were providing them with incentives to upgrade
themselves. Some Board members attended different workshops organised

by the Social Services Department.. The drive and. persistence of these

two partles -at-interest was exh1b1t- ing many occasi;ps. For

ir- part to convince the

example, 1t took a lot of hard W

M

Municipal Social Services Departnr

AV

;“osef&he program, even
R0

though they were underenroIleu‘ onslstﬁntly been so. The

Chalrperson of the organlzatlon struck tﬁeﬁyrlter as being the catalyst

behind the program. This was corroborated by one CCC member and a

government employee, who both stated that her persistence and

‘enthusiasm permeated \the other Board members and staff.

-

exhibited when they were willing to take a reduction in theirt already
, . o

basic salaries so as to save the centre from closing down. The two

directors of the program had good rapport with the staff and children.
On the whole .although persistently on the edge of f1nanc1al
1nstab111ty, management of ‘the two childcare programs fulfllled most of

the criteria listed for effective management in Chapter II.

CHUMS project, as stated by ‘all partiésQat—interest, was poorly

planned. The owners were unable to qﬁgote much time to this project
and, therefore, it ‘was left entirely on the prOJect managers to operate
the project. All the project managers hlred had never managed a
project of any sort before. They lacked the expertise to operate such
a project. As stated by one respondent, "They were waiting to be told
what to dof{ In addition,.they lacked thegenthégiaem and commitment

required to manage and operate a project,

Dedication offthe staff of Out-of-School Care Program was
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Thus, poor management of CHUMS pro ject was definitely seen as

3 .
one of the main causes of the ro ject's closure by all respondents
pro y p

interviewed.
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FOOTNOTES

This break-down was done. by a government employee of the Social
Services Department in April 1984.

A map of Edmonton City sthing Tract: 66 and 67 #s included in
the Appendix. : '

CASE (Counselling Assistance to Small Enterprises) is the small
- business assistance branch of the Federal, Business
Development Bank -(EBDB). N

M. Whitmore, "The Fiﬁancing and Implementation of Community
Development Programs", a thesis done for the Department of
Community Development (Edmonton: Unpublished, 1977)1 p.130.

\/



CHAPTER V

SUMMARY AND CONCLUSIONS

-+ This thesis analysed the business dimension of community
economic development (c.e.d.). To accomplish this end, six ma jor
factors were identified in Chapter II as crucial ingredients for the

success of community ventures. These six factors were:

1. . Management | 4. Capital:
2. Marketing L 5. Goal Clarity :
3. Accounting wo 6. Government Involvement and

N Commitment
Vi ' ‘

These factors are respoﬁ?ible for the success and failure of
: S e :

1“: s .k.'t‘” . » ) )
many businesses and the strength 6f a business effort in each of these

areas was expected to determine its future viability. Criteria by

II. In Chapter IV, three'éommunity economic development projects were
. ¥ ¥ :" ) - . .

described and_analysed“iﬂh;erégjof each of these areas. The prSjeCts,

E ) .- ¢

~were evaluated in each area in terms of the opinions and level of

v

: N
satisfaction of the six parties-at-interest, These were the owners,

employees, customers, community residents, government and competitors,:

The propositions of the study Qere that the fwo“child_care

4

o

. which strength inieach area could be judged were established in Chapter'

[

RN

projects of the;Calder Action Committeé had survived because of the : "
) ‘ : ) :

. . I

presence of two conditions. These were:, v '

Ye;
A

1. There was an implicit and explicit consensus o&igdéls of the
organization. ’

2. The“stéps taken to implement these goals adhered to a great

‘'degree to the six components listed in Chapter II as®

L important centributing factors to the success of community
ventures. = ' '

It was proposed that CHUMS projéct lacked these two conditions.

AN
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“.* Conclusions

! -
The analysis indicated that there was an 1mp11c1t ‘consensus of
goals for both the chlldcare prOJects. All six parties—at—interest

-

had a clear understanding of the major goals of the projects. The

N ‘
B T4

strategies‘adopted to meet these goals included the six components
cruclal to community:business success. Qalder~Home Upkeep and
Maintenance Service (CHUMS)'project; on the other hand lacked t <o of
these important conditions. There was confusion in the minds of the
"~ owners and staff of.CHUMSTproject. Hence, the strategies'adopted by
CHUMS personnel yereﬂdeficlent in most of the six compone-ts lisced as
crucial tofthe‘survival of SB and community business.

u

‘1

Analysis‘of'?kc three c.e.d. prOJects brought gorward certaln_

”,f

f;ddlngs correspondlno to the literature on SB -and community business,

{ which state that absence of certaln components could be d1sastrous to

~

communlty-groups embarklng on_ bus1ness ventures. -These ,components have

S

- a bearlng on the success and fallure of bu51ness. Though the scope of

th1s study is limlted the results of this thesis suggest that there is
—

va greater chance of surv1val and a better likelihood of def1n1te

S : . _.' o

. W. N
success,xfsl

5 *-au

a‘ '& *;..

111/

groups;fnté

L S : e

Managem’ t both as a process and as management personnel, 1s'

one of the factors to whlqh communlty groups must pay heed Management

.
R

personnel+of commun;ty ventures must carefully research analyse and

i evaluate the prOJect They must be respon51ve and flexible to the

T A NG : . . . : o a .
o T
,.

ﬁfth geﬁare -more. components present Therefore, community“
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needs of the market. It is essential that management be motivated and

committed to the pro ject. ‘Perseverence, communications ability, drive,
‘ ‘ , x

1mag1 gt-ion »nnﬁ prior managerial experlente are all important

Cxprd@termi%acs of good management.,iﬂowevcr since managemeng of

/ A ST P
bu31m $ses.. 1n1t1ated by communlty grgups “do not. have managerlalv

R

'exper§@ncc and tralnlng, it 1s esfﬁntial that Ehey be exposed 'to a good

.. v.;' . ]
*program of - management ast.jtancg r‘.'“ B o

G

The;results'of the s&tdy revealed that CHUMS management

personnel lacked the commltment expertlse or dnlvé essentlal to

g =

’bwroperate s?ch a project. There was a lack of plannlng In addition the
w /

owners were unable to devote fmuch time to the project. The two child

care pro jects were surviving., The owners and directors of these two

N

projects were responsive to the needs of the customers.  There was no 2

confusion about the goals of tHe‘project. nagement and owners were .
v o o : .

committed to thelr cause of prov1d1ng quallty child care in their

commqnlty. . . o . P ' ’ )

Mark tlng was the second factor establlshed in the review as

,,‘\

being crucial to the surv1val and success of communlty ventufes It is -
important for communlty groups to have some kind of a plan be it a

Marketlng Plan or a broader Bu31ness Plgg, wh1ch clearly states the

» -

goals, obJectlves and strategles of . the prOJeCt k:typical Marketing

N

Plan ‘answers the following three questions:
1. Where are we now?

2. Where do we want-to go? - K
e . (\? ag . . ‘_.--;. 4
“3." How do we get there? - '
g . i o ,
g - It is important “to conduct a market research in order to

¥4
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o
8

infotmal'Market;ng‘Plans.

determine what are the needs and desires of cuucoi2rs, so that products

and ser’ices cou’ be designed to meet th -~ is. Their guidevto

marketing must be their Basic Strategy, which is:
1. What segments are to be served?

2. With what products and services? ;

3. With what combination of people, price, promotion and

location?
It is vital for people interested in community ventures to be

sensitive to the idea that marketing is the creative force that matches

their products and cervices with the customers needs, Without an

‘1"
aggressive marketing program, ‘the communlty based enterprise is more

" than likely to lose out to,established businesses, because these

'companles are famlllar to local re51dents -and would continue to be

forceful 1n attemptlng to maintain their market position.

S
The marketing .ograms of the childcare projects had ‘@ehducted

an informal situation analysis, that is, a review of their current

.

status in the market They were aware of the compos1tlon of thefr

communlty and what was 1mportant to thelr customers. . However, the

4

owners and directorS<refused to perceive the projects'as(existing in a
~competitive environment. Though they weré aware of what their

competitors were doing, they‘refused to compete with other childcare

projects.' By so doing, they posed ‘an unnecessary problem for

themselves The marketlng campalgns for the two pro jects were

i -

intensified durlng.the course_of the study, and the two projects had

SR . % e
4 ( . K

There was no situgtion: analysis conducted for the CHUMS pro ject.
i ' T
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‘ 3

The survey that was done prior to embarking on these three projects was

not as comprehensive as asserted by the owners. It failed to.yield

\

such pertinent and important information as where in their community

was the highest concentration of seniors, .who were their initial target
(L0

population. The survey also failed to reveal such informdtion as

whether there was a genuine demand for such a service. They did not

2

Aidentify the predominant occupations of their community. = Furthermore,

both management and owners ignored an important marketing rule that the
market is not homogeneous. They did not identify their market segment
by demographic, geographic, or benefit factors.

The third factor is accounting. As demonstrated in tne review
of literature, lack of proper internal controls resulted tn the‘closure

of many firms. Heavy operating expenses, receivables difficulties, and

inventory difficulties were listed by Dunn and Bradstreet! as being

respon51ble for closure of 26.77 businesses surveyed by them. Mayer

and. C‘oldsteln2 in their study discovered thataaoor accounting practices

-

such ‘as overindebtedness, 1nept merchandislng, and careless credit

. s .
s

polic1es were responsible for some bu31ness failures. Community groups

must recognise the importance of planning, budgeting_and cash control

procedures. Management must use financial information in its decisioh-

] FREDEEN

Th® owners of the childcare projects had introduced new cash-
. S~ .

control mechanisms for these projects during the“tOurse of Lhe study.
They knew where the funds were all the time. There was an adequate
level of bookkeeping and budgetary control , for” all the three progects

cf CAC. . .

&
A
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.overreliance on borrowed capital.

"max1m12at10n. VRN R SN

Capital was the fourth factor established as crucial to the

survival of community business; It is important for community ventures

to launch viable and long-term projects which generate income, thereby

‘eliminating dependence on government grants. They must be careful to

avoid undercapitalization, insufficient workin ﬁéeserve and
_ B kP ol €

All three projects relied heavily on government financial

support. Their f1nanc1al structure seemed weak and there was

~insufficient working reserve for the CHUMS project.

It is imperative to determine goals in order to establish the
direction in which the business must be conducted, Therefore clar1ty
of goals was the fifth factor establlshed as important to survival of

‘/1
cummunity business. There should not be confusion in the social,

y cultural and educational, and business goals of CDC's. .The primary

]

goal of a community business should be to establish a self-sufficient

“‘and viable enterprise, which is able to attract managerial,vtechnical

and financial resources. It would be fatal to community business if

all serv1ces were prov1ded at cost. The writer agrees with G. McLeod3
that a CDC must attempt to make proflts, ‘but in a spec1al way He

stresses the pr1nc1ple q§»prof1t optlmlzation as opposed to profit

4
. . Y'-«— o -
) > - 4

n

The owners and~staffﬂ%f the twd}chlldcare prOJects had an

o

implicit understandlng of the goals of the ppoJects Though these'

~3"v
goals were unwrltten all,members of* the staff and Board of D1rectors

. - )
of these two’ prOJects understood them clearly They were all adamant in

stating that they“were a non-profit organization and were not competing
.f,‘, ) .‘.'_, . ' ’ .

4

o

C

i
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for services. However, they realized that in order to survive they had
to make some prefit. There was compiete lack of clarity of goals in
the minds of the staff and owners of CHUMS pro ject. The result was
confusion and ultimately, closure of the project. |
Government ihvolvemeht and tonnnitment was established as the
sixth factor crucial to the survival of community ventures. Cemmunity
‘groups need the support of all three levels of government - federal,
provincial and municipal. This support should be in the form of
\ . .
commitment.not only for fuhding of projects, but also for assistance in
crucial areas of management, marketiug and accounting,

There was adequate government support for both the childcare

projects. However, it was discovered that there wa

government involvement and commitment given to CHUMS projedgt

In these turbulent times of high unemployment, spiralling
interest rates, expensive and herd;to Rrocure loans and increasing
costs of operations; it isygmportant that CDC's,'with a c.e.d.
berspective, possess a combiuatioh of all of these six fattors.

This study could be useful as e_stepping.stone for further
research into how community groups interested in their economic
development‘could he,assisted. Furthermore; this study would be

helpful to community groups already involved in community economic

development prOJects, to assist them in self evaluatlon.

Wy
}

The 1mpact of thls study on Calder Actzen Committee was that 1t
started a process of self evaluatlon by the CAC of its child, care
projects. Durlng the course of the study, the CAC members 1nten31f1ed

their marketlng campalgn for the. two pro jects, and tlghtened their cash

I
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éontrol mechanisms. A‘meeting of the Board of Directors, Childcére&
Cémmittee memb s and staff discussed the goals, objectives and
strategies for the two projects, and the roles of the person;el and
communication channels wefe éiarified; “

Even though, from the.business point of view;.thé CHUMS p;oject
failed, and the rémainihg two ﬁrojects are sufviving, the three
projects of Calder Aﬁtion Coﬁmittee were a sﬁccess, in a community

development perspéctive, because they started a "process". This.

process of community development strengthened the qualities of

A
Wy 3

3
o ¥

Cdpas

““fféhe”éféuﬁ;‘pfeparingﬂ

®E

Sy

participation, self—diréttibn,énd.cOopefatio

v
v

it for a future community economic development venture. E

~
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