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Introducing the Village

Introducing
“the Village”
It is difficult and perhaps inappropriate to describe the Saskatoon
Community Service Village with one term. Many terms describe the
layers of planning and development, community consultation and
involvement, and cooperative efforts on every level. Throughout this
book, the group of agencies that founded the Village will be referred
to as a “partnership.” Although the agencies together created a new
legal entity, they did not form a legal partnership nor merge. The
term “partnership,” however, connotes an attitude of cooperation
and working together to achieve a common goal. The agencies did,
indeed, work as partners with the goal of increasing the value of
their resources.
The term “strategic alliance” also describes the Village project. A
strategic alliance is defined as “the mutual coordination of strategic
planning and strategic management between businesses that enable
the organizations involved to align their mutual long-term
relationships to the benefit of each organization.” 1 Many of the
definitions and theories of small business management apply to
nonprofit agencies, which are, as J. Arsenault explains, “social
purpose businesses.” 2 The legal entity created by the Village partner
organizations is, according to Arsenault, a new management service
organization, an entity created to provide management and
administrative services to other organizations. Its aim is to
achieve efficiency and increase effectiveness in one or more
management functions.
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The Village project could also be described as “collaboration.”
A working definition of collaboration in Collaboration: What Makes
it Work, published by the Wilder Foundation fits the Village project.
It states that “collaboration is a mutually beneficial and well-defined
relationship entered into by two or more organizations to achieve
common goals. The relationship includes: a commitment to mutual
relationships and goals; a jointly developed structure and shared
responsibility; mutual authority and accountability for success; and
sharing of resources and rewards.” The work done by the agencies
to create the Village closely fits the description of “community
collaboration,” in the Collaboration Handbook also published by the
Amherst H. Wilder Foundation.4 The book’s metaphor of creative
collaboration as a community journey characterizes the Village
project. Its premise is that true collaboration means doing things
very differently than they have been done before, while embracing
complexity and ambiguity by long-term complex thinking, conflict
management, and trust building over time.
The Saskatoon Community Service Village is a multi-layered
endeavour with two distinct aspects. One is the collaborative process
of thinking and acting in creative ways. It includes the building
blocks of collaboration—lateral leadership, open dialogue, trust, and
shared goals. The second aspect is the realization of the practical and
concrete results of the collaborative journey—project design,
creation of a new charitable organization, fundraising, and
construction. The project will not only create a new organization and
a new building, but new ways for the partner agencies to
work together and to engage other organizations and
community members.
2

Chapter 1
Origins and Timelines

Origins and
Timelines
The Saskatoon Community Service Village is rooted in the
Saskatoon Women’s Resource Centre (SWRC) established in 1986.
SWRC was a coalition of 16 organizations, including the YWCA,
with complementary philosophies and services for women. The
group met for more than 10 years to establish a women’s centre that
would provide integrated, gender-specific programs in one location.
Monthly meetings provided opportunity for networking and
information sharing. SWRC incorporated as a nonprofit
organization, conducted two feasibility studies, assessed community
needs, explored management models for a women’s centre, and
identified potential funders for a capital project. In 1995, after
considerable groundwork and intense effort, SWRC was unable to
secure premises in an existing downtown building. Following this
disappointment, the group continued to meet for some time, but their
efforts waned and meetings were discontinued.
Community perception of the Saskatoon Women’s Resource Centre
was that it was exclusively for organizations serving women and
their families and that it was exclusive of organizations offering
programs for men, even in the context of family service. It did not,
therefore, enjoy widespread community support from individuals
and organizations that value inclusiveness and who do not have an
understanding of, nor commitment to, gender specific needs.
However, the Centre was important to the community because
it introduced and explored the concept of co-location and
cooperative services. Metaphorically, it tilled the soil so that the
Village could germinate.
At the same time as SWRC was attempting to secure a facility, Anne
Campbell became the new executive director of the Saskatoon
YWCA. She faced a $500,000 deficit (which was eliminated during
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the course of planning the Village), a maximized operating line of
credit, and a facility in need of refurbishing. A traditional major
source of revenue for the YWCA, exercise and fitness programming,
had been negatively affected by municipal development of leisure
centres and by competition from private sector health clubs. At the
same time, demand for the YWCA’s social services was growing
rapidly. Campbell and her board of directors understood that the
challenge to achieve long-term sustainability for the YWCA would
mean changing the organization’s structure and operations,
including broader community partnerships.
Arla Gustafson, executive director of Saskatoon’s United Way,
suggested to Campbell that the YWCA would be the ideal
location for the facility envisioned by the SWRC. Campbell was
aware that The Muttart Foundation had released new funding
guidelines to facilitate merger and alliances. She applied to The
Muttart Foundation and received funds in September, 1996, for a
study to investigate the idea of co-location with other communitybased organizations as a means to strengthen both the YWCA and
the community. Campbell’s leadership, Gustafson’s suggestion, and
The Muttart Foundation’s resources provided the seed and the
necessary growing conditions for the Village.

4

The project commenced when two researchers, Dianne Manegre and
Deborah Fortosky, conducted the initial “YWCA Co-location
Study,” referred to as the Phase 1 Study. (See Appendix 1)
The comprehensive study was well-researched with extensive
community consultation. It identified potential community partners
for the YWCA, potential financial savings in occupancy cost and
capital equipment sharing, a recommended governance structure,
and the following critical success factors:
• ability to obtain capital involvement of the Department of
Social Services
• obtaining the commitment of key partners
• involvement of organizations representing a full
continuum of services
• ability of the YWCA to engage other stakeholders in sharing risk
• ability of the YWCA to retain partners

• ability to develop and implement sharing arrangements
• support of funders to channel co-location savings to other
needed areas.
The study also suggested that developing a residential component on
land next to the YWCA would be a way to finance the expanded
facility, an ideal first suggested by City Councillor Kate Waygood.
Following the study, the YWCA and the potential partners identified
during the process of the study, began to develop the Saskatoon
Community Service Village. Unlike many other examples of strategic
alliances, partnerships, or mergers, the impetus for the project was
not because of immediate pressure by funders or donors, nor by
challenges to the viability of the services of any one agency. 5
Rather, it arose from awareness of a new environment and realization
that change and restructuring are inevitable and that proactive
initiatives that build on a history of community cooperation will
result in a wide range of benefits.
The following is a chronology of project planning. Details of all
aspects of the activity follow throughout this case study.
1986—96
• A group of organizations providing service and advocacy for
women formed the Saskatoon Women’s Resource Centre
committee. This group worked for several years trying to co-locate
organizations serving women in the city. The YWCA and the
Saskatoon Sexual Assault and Information Centre were part
of the group.
September, 1996
• YWCA received a grant from The Muttart Foundation for a
feasibility study to look at different options to fulfill the YWCA’s
mission, to better serve the community and to remain financially
viable. Dianne Manegre and Deborah Fortosky conducted this
Phase 1 study.
January, 1997
• As part of the Phase 1 study, the YWCA hosted a community
meeting involving over 30 organizations to introduce the concept
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of co-location. A follow-up working session with potential
partners drafted a mission statement for the co-location project
and named the project the Saskatoon Community Service Village.
March, 1997
• Phase 1 study completed.
April, 1997
• AODBT Architects began initial planning and design with
potential partners.
• The City of Saskatoon was requested to hold the parcel of land
required for the potential condominium development pending
further study.
• Continued discussions and presentation to boards of directors
strengthened the partnership of agencies.
June, 1997
• The Muttart Foundation, Saskatoon’s United Way, The Saskatoon
Foundation, and the Saskatchewan Department of Social Services
funded the Phase 2 technical study.
• It was determined that pre-sales of condominium housing units
could be the major component of financing for the Community
Service Village.
• AODBT completed preliminary site drawings.
6

July, 1997
• The first volunteer committees were formed.
• Exploration of corporate structure and management issues began.
August, 1997
• The first legal opinion on incorporation with condominium
development planning was issued.
• Invitations were issued to developers for proposals for
development and marketing.

September, 1997
• Wolfe Group of Companies responded positively to the call
for proposals.
• YWCA signed a contract on behalf of the partnership with Wolfe
Group of Companies for the study regarding marketing of the
condominium housing units.
October, 1997
• A request was made to the City to purchase the land set aside for
condominium development.
• The developer estimated the market value of the land to be
$450,000 to $500,000.
• Discussions continued concerning long-term legal, tax, and
governance issues involving both the co-location and the
condominium development.
• Exploration of facility management issues began.
November, 1997
• Partner agencies held a second facilitated vision session and
adopted “Guiding Principles” and a “Vision Statement.”
December, 1997
• City Councillors were introduced to the Village concept at a
presentation at the YWCA.
7

• A draft “Letter of Understanding” was signed by the partner
agencies that outlined the proposed Village Board of Directors
and agreements to date on vision, ownership, financial
management, and liability risk issues.
• The marketing study completed by Wolfe Group of Companies
indicated the viable target market for condominium housing units.
January, 1998
• Ernst and Young issued an opinion on incorporation structure and
taxation issues.

• The Phase 2 technical study was completed.
• City Council considered a grant or sale of the land for the
condominium housing units and referred the matter to City
administration for formal appraisal of the land value and
exploration of other ways the City could facilitate the project.
March, 1998
• Meetings were held with City administration officials.
April, 1998
• The Muttart Fellowship was announced.
• The land value was appraised at $800,000 and it became evident
that City Council would not support a condominium housing
development by a partnership of nonprofit agencies.
June, 1998
• After realizing that the condominium housing component of the
project could not proceed, partners met with the Mayor and
Executive Council to request a direct cash grant towards
construction of the office component of the project. The request
was referred to the Leisure Service Department for report and
recommendation.
August, 1998
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• Partners met with Leisure Services Department staff to further
inform them of the project and potential benefits.
September, 1998
• Partners met with the Chief of Police and the Police Services
Planning Officer.
• Work began on new financial projections and a business plan to be
used in the capital campaign
• Presentations were made to the grants committee of The
Saskatoon Foundation and initial approaches were made to other
potential major donors, including the Frank and Ellen
Remai Foundation.

October—November, 1998
• Approaches were made to additional agencies that had expressed
interest in the Village.
• Ernst and Young prepared updated tax opinions.
• The concept paper was developed.
• A presentation was made to senior government officials of the
Regional Intersectoral Committee.
December, 1998
• Saskatoon Crisis Intervention Services joined the partnership.
• Tamara’s House left the partnership.
• Draft financial plans were reviewed and rewritten
• A strategic fundraising plan was developed.
January, 1999
• Ernst and Young issued the completed financial plan.
• A presentation was made to The Partnership of Downtown
Businesses and the Chamber of Commerce.
• The by-laws committee resumed work of incorporation.
February, 1999
• TAP Communications was engaged to provide fundraising
campaign advice and prepare campaign materials.
• Walter Podiluk and Shelley Brown, prominent citizens and
supporters, agreed to be honorary co-chairs of the
capital campaign.
• Each partner agency appointed a capital campaign co-chair.
• A formal request for contribution was made to The
Muttart Foundation.
• Additional potential foundation donors were identified through
a database search.
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March, 1999
• Partner agencies named representatives to the Community Service
Village Board of Directors.
• The campaign team began bi-weekly meetings.
• The by-laws committee finalized the final forms of the Articles of
Incorporation, By-laws, and Unanimous Members Agreement.
• City Council provided a grant of $239,000.
April, 1999
• Discussions were held with City Planning officials about the
rezoning and lane closures required for development.
• The City agreed to a bulk-buying agreement with the Village
partner agencies.
• First drafts of the Construction Management Agreement with the
Wolfe Group of Companies were prepared.
• First drafts of the Building Committee terms of reference
were prepared.
May, 1999
• The capital campaign was launched May 13.
• The Frank and Ellen Remai Foundation pledged a major donation
of $200,000.
10

• The Muttart Foundation rejected the request for contribution to
the capital campaign.
• Additional presentations and meetings with potential donors were
held, and continued throughout the campaign.
• Partner agencies signed a “Memorandum of Understanding”
outlining the topics and timetables for future joint
program initiatives.
• The Saskatoon Community Service Village Inc. was incorporated.
• The Community Service Village Board of Directors held its
first meeting.

• Banks and other financial institutions were invited to submit
mortgage proposals.
June, 1999
• Partners asked The Muttart Foundation to reconsider their
decision and sent the Foundation updates.
• The Wolfe Group of Companies presented final construction
budget estimates to the board of directors. These estimates
included required renovations to the day care, administration, and
mezzanine areas of the existing YWCA building.
• Partners discussed possible provincial contributions with
provincial government MLAs and Ministers.
July, 1999
• Capital campaign activities continued throughout the summer.
August, 1999
• The Building Committee’s terms of reference were approved.
• The Architectural Agreement was finalized and approved.
• A meeting was held of all potential tenant organizations to tell
them about the project status and confirm their interest in locating
within the Village.
• Charitable status was approved by Revenue Canada.
September, 1999
• The Muttart Foundation again rejected the request for a
contribution to the capital campaign.
• The concept of bare land condominium plan was introduced as the
most appropriate means of land transfer from the YWCA
to the Village.
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October, 1999
• Plans were considered for a campaign in early 2000 to top up the
capital fund and bring closure to the campaign.
• Partners and TAP Communications reviewed the capital campaign
so far.
November, 1999
• Presentations were made to the Meewasin Valley Authority, a
regional planning and development authority.
February, 2000
• Executive Directors and key staff begin series of
“reflective days.”
• New committees composed of staff, members of partners’ boards
of directors, and volunteer consultants formed:
- to address tasks and issues related to living together
- to foster broad ownership of the project
- to begin development of new organizational culture.
April, 2000
• Project Coordinator hired.
May, 2000
12

• Ground-breaking ceremony and construction commences.

Chapter 2
Challenges for Nonprofit
Organizations

Challenges for
Nonprofit
Organizations
The Saskatoon Community
Saskatoon, a city of 205,992, is located in the heart of the Prairies.6
It has a rich tradition of cooperation that began with early pioneers
who depended on one another for survival, and that was sustained
and stimulated by the severe hardships experienced by the province
in the 1930s Depression. The disastrous experience of that decade
prompted development of new cooperative activity in the province.
Wholesale, retail, and banking cooperatives were formed to
collectively improve the conditions of the agricultural community.
The first socialist government in Canada was elected in
Saskatchewan, a direct result of the Depression experience and the
cooperative movement, and that government emphasized human
services development. Saskatchewan’s social service and health care
systems became models for the “social safety net” Canadians
know today.
The agricultural-based economy of the province, which still remains
largely undiversified, nose-dived with farm commodity prices in the
mid 1980s, resulting in economic and demographic changes. The
poor economy resulted in rural depopulation, small growth in the
major provincial urban centers (4 per cent for Saskatoon between
1991-1996), and virtual stagnation (.3 per cent between 1991-1997),
in the provincial population as a whole. Inter-provincial migration
of young adults for employment and education accounted for the
population stagnation, which negatively affected the economy and
the tax base.7 In 1999 farm commodity prices hit their lowest since
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the 1930s. This fact, combined with changing family structures and
an aging population, has created unprecedented demands upon
social programs.
The first community-based, nonprofit agencies also originated as a
result of pioneer hardships and the Depression. Records of
Saskatoon’s YWCA (established in 1910) and the Saskatoon Family
Service Bureau (established in 1931) indicated that those
organizations were established because of homelessness and the
community’s need to help those in desperate economic situations.
The “Red Feather Campaign,” predecessor to the current United
Way, originated in the 1930s. These organizations were sustained,
along with other community-based nonprofit agencies, with the
support of sympathetic provincial governments and prosperous postwar economic conditions in that continued throughout the 1970s.
Community-based agencies in Saskatchewan have never provided
any mandated services (such as the child protection services of
Children’s Aid Societies in other provinces), and the prevailing
attitude has been that what is essential to the community is a
government responsibility.8
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Limited employment opportunities and extremely poor living
conditions in Aboriginal communities have precipitated the move of
First Nations and Metis people from primarily northern communities
to urban areas of the province. Among Canadian cities, Saskatoon
now has the highest proportion of Aboriginal residents and the
fourth largest number of Aboriginal people. The 1996 census
reported that over half of Aboriginal children in the city live in low
income, single parent families.9 This important demographic change
in the community has challenged nonprofit agencies to reassess their
missions, values and practices in order to address the consequences
of poverty combined with cultural loss, and to be respectful of and
work effectively with the organizations governed by the Aboriginal
community. There are now many examples of effective working
relationships after initial feelings of tension and distrust.
Undoubtedly, social problems in Saskatoon have increased
dramatically in recent years. In the past five years, Saskatoon Police
Service report a 37 per cent increase in violent crimes. During that
same period, the Sexual Assault and Information Centre reports a 30
per cent increase in women seeking assistance following sexual
assault and 23 per cent more women and children sought safe shelter

at the YWCA. The two community-based family counselling
agencies, the Saskatoon Family Service Bureau and Catholic Family
Services, report that the number of individuals and families seeking
assistance more that tripled at each agency. Saskatoon agencies are
faced not only with increasing demand for services, but also with
increasingly complex issues. Many presenting problems common
today, such as Attention Deficit Hyperactivity Disorder, childhood
sexual abuse, and multiple addictions were rarely dealt with by
community agencies just 10 years ago. A recent report indicates that
“there are inappropriately long wait lists and waiting time to see a
mental health professional, especially at Saskatoon District Health
community mental health services. Nonprofit community-based
agencies often bear the brunt of the overflow of clients who
are unable to timely access Saskatoon District Health mental
health services.” 10
Innovative responses to the increasing social and economic
problems are emerging from the community’s unique assets.
Saskatoon boasts of its shared cooperative values, its pioneer spirit,
and its large capacity for volunteerism. Due to post-secondary
educational institutions, including the University of Saskatchewan,
and the legacy of government emphasis on human service
delivery during the 1960s and early 1970s, Saskatoon is rich in
human resources. As well as the Community Service Village, other
examples of integration of resources and inter-sectoral services are
developing in Saskatoon. These include:
• a secondary educational facility which links social services,
health, child care, and nonprofit community services
• a low-income housing development corporation which
links social services, housing authorities, business, and
community associations
• an inner city recreational facility for youth which links leisure
services, social services, public health services, community
associations, and Aboriginal organizations.
This movement towards integrated services is driven by communitybased organizations, not by government.
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Nonprofit Environment
In recent years the charitable sector in Canada has been drastically
influenced by the focus on deficit reduction by governments at all
levels. Governments have historically provided almost two-thirds of
the total revenue to the charitable sector. The Canadian Centre for
Philanthropy estimates that for every 1 per cent drop in government
funding, individuals will need to increase their support to
organizations by 5 per cent just to keep funding levels constant. If
every company in Canada donated 1 per cent of pretax profits to the
voluntary sector, government funding could not be replaced.11
There is no expectation that government funding will return to
previous levels in proportion to community needs, and cutting back
on services and programs would not serve the community well.
Although government funding levels to Saskatoon communitybased agencies has remained virtually constant for the past 10 years,
the service demands have increased dramatically (often as a result of
curtailed government services), resulting in an effective cut of more
than 30 per cent to some agencies. The increased demand for
services within a declining resource base reflects current reality and,
thus, the future challenge.12
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As agencies attempt to replace traditional sources of funding and
cope with increasing service demands, the climate for fundraising
has changed dramatically. The realignment of social responsibility
is evidenced not only by downloading of government services, but
by government entities entering into fundraising in order to continue
activities previously supported by tax infrastructure. In Saskatoon,
this is seen in fundraising by hospital wards, municipal parks
services, and Department of Justice services.
The fierce competition for funds in Saskatoon’s relatively small
business community is shown by the requests received by Cameco
Corporation, one of two major mining companies with headquarters
in the city. Roger Francis, Cameco’s director of community
relations, states that the company received 6,200 requests for
donations from Saskatchewan organizations in 1998, approximately
5,800 from Saskatoon. In order to cope with the demand, the
company has drastically narrowed its donation criteria and currently
donates exclusively to projects dealing with youth in crisis or inner
city youth.

Cameco’s budget for community donations is directly linked to
corporate earning projections and, as a result, the budget has been
cut by 80 per cent in 1999. Further, the mining operations are in
northern Saskatchewan and northern Ontario; therefore, community
relations in areas most at risk and most likely to threaten the
company have highest priority. Donations have, therefore, been cut
drastically in Saskatoon.
Many businesses are beginning to recognize that social problems are
the entire community’s responsibility (including them) and that the
private sector must find new ways to partner with the charitable
sector. Corporations are increasingly linking their philanthropy
to their business interests. In the words of Dr. Richard Steckel,
corporations realize that they can “do well by doing good.” 13 They
are focusing on causes that bring both indirect and direct benefits to
their corporations and result in major community recognition. Their
partnerships with the charitable sector are increasingly complex and
may include volunteer assistance, free products and services, and
joint marketing in addition to traditional cash contributions. These
new relationships demand agencies to have specific goals,
measurable outcomes, and demonstrated management efficiencies.
“Corporate funders want to know not just that the projects they fund
will make a difference in peoples’ lives, but that these projects will
do so more effectively than available alternatives. The priority for
nonprofit managers, therefore, must shift from a search for stable
and assured funding for programs to an everyday commitment to
find ways to serve clients more effectively and efficiently. Just as
important is the ability to demonstrate both cost-efficiency
and results. In short, the more that nonprofit agencies look to
corporations for funding, the more they themselves will be required
to think and behave entrepreneurially.” 14
Agencies are increasingly engaging in entrepreneurial or
commercial activities to replace or enhance traditional sources of
revenue. They are selling their traditional services (such as
counselling) to those who can afford to pay.
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For instance, the Saskatoon Family Service Bureau’s earned income
accounted for 10 per cent of its revenue in 1993. In the fiscal year
ending March, 1999, earned revenue accounted for 37 per cent
its revenue. Increasingly, nonprofits are competing with for-profit
businesses that, recognizing increased demand for such services in
the community, are entering fields traditionally the domain of
the nonprofit community. This, too, forces charitable agencies to
demonstrate competitive outcomes and to operate as efficient and
effective social purpose businesses that can compete in
the marketplace.
All the challenges Saskatoon’s nonprofit agencies—community
economic conditions, changing demographics, increasing demand
for services, reduced government support, keen competition in
fundraising, and increased accountability—indicate that the
agencies must adapt and make changes that will sustain them into
the future. “The continued success of an organization’s mission no
longer depends on fresh, new programs and the extension
of services, but on innovative management and revitalized
organizational structure. The time has come for all nonprofits to
consider mergers and alliances in their strategic plans.” 15
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Anticipated
Benefits of the
Community
Service Village
The following are Village project’s benefits and outcomes as
envisioned by the partner agencies.

Joint Programming, Planning,
and Policy Dialogue
One of the obvious advantages of co-location is the benefit derived
for clients when agencies work together to improve services through
joint program planning and delivery. This advantage was recognized
during the Phase 1 study, and then discussions began about the
many possibilities for program integration. McLaughlin writes,
“Integrated service delivery has its own special logic. When a
variety of services are put together in an integrated fashion, things
happen differently.” 16 It was recognized immediately that, given the
mix of partner agencies in the Village project, programs can be
holistic: addressing mind, body, and spirit. They can provide a
continuum of services and link sequential services, including crisis
response, preventive programs, therapeutic counselling, and
rehabilitative services. For instance, women and children
experiencing family violence will have access to emergency shelter,
crisis counselling, ongoing gender and age-specific rehabilitative
counselling, recreation, and programs for reintegration
into the community.
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As well as synergy of services, joint programming will result in
opportunities for more policy dialogue among agencies and
increased client advocacy.
Co-location can allow agencies to expand and innovate their
entrepreneurial activities. For example, Employee and Family
Assistance Program counselling services (now jointly planned by
the Family Service Bureau and Catholic Family Services) can
include the YWCA and fitness and lifestyle services to enhance
traditional talk therapy. There are many debates about the wisdom
and capabilities of nonprofit agencies choosing to compete with forprofits and about whether the nonprofit goals of social advocacy and
community building are compatible with the goals of successfully
competing in the marketplace. However, as Ryan states in the
Harvard Business Review, “nonprofits are now forced to reexamine
their reasons for existing in light of a market that rewards discipline
and performance and emphasizes organizational capacity rather
than for-profit or nonprofit status and missions. Nonprofits have no
choice but to reckon with these forces—forces that were unleashed
and that continue to be shaped not by the private sector but by
government itself.” 17 Co-location, the mere fact of living together,
also will result in increased accountability and transparency
in program operations and outcomes. Agency operations will be
scrutinized readily by peers and by the major funder, the
United Way.
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What one agency does will in some way reflect on all the agencies.
Beyond that, partner agencies have agreed to inform one another of
all new programming initiatives, to review each from the perspective
of potential shared programming, and to incorporate evaluative
criteria and processes for new initiatives.
Learnings from other joint ventures, instinct, and legal advice
indicate that entrenching joint programming in legal agreements is
unwise. Arsenault cautions organizations to think through the
potential impacts if a joint venture initiative succeeds and to proceed
with caution if the range of possible effects cannot be determined
fully.18 Concerns about binding agreements were evident in three
areas. One, early in the planning process, was great concern about
loss of identity and the need to maintain and protect agency
missions. This concern lessened as plans developed, trust grew, and
interests were clarified. Two, the agency directors were aware of the
complexity of the tasks necessary for program mergers, especially

ones which involve intersectoral innovation. To be successful, such
changes should be client-driven, tested, and modified over time.
Without the joint facility actually existing and the directors’ energy
being expended in the organizational development initiative, it was
impossible to focus simultaneously on major program initiatives.
Third, staff and clients have natural anxieties about the
consequences for them of program changes and of the blending of
organizational cultures. These anxieties must be respected.
To solidify discussions, preserve verbal intentions as agreements,
and address concerns of potential funders, particularly The Muttart
Foundation, the “Memorandum of Understanding” was signed.
(See Appendix 2.) It outlines a process and a timetable for joint
program development. LaPiana identifies roadblocks to strategic
restructuring. He clearly outlines the concerns identified by the
Village partners as the three themes which contribute to resistance to
restructuring—autonomy, self-interest, and culture clash. He writes,
“An understanding of these three critical issues, their interplay, and
the varied ways in which they manifest themselves in the strategic
restructuring process will explain most negotiations stumblings.
Early identification and ongoing attention to these potential dealbreakers is essential to successful outcome.” 19

Space, Equipment, and
Technology Sharing
The Phase 1 study identified the potential for cost savings because
of shared common space, capital equipment, and technology. The
common and primary reason for interest in the Village project by
partner agencies (other than the YWCA) was the need to
secure affordable, appropriate space with cost controls. After the
partnership solidified, work started immediately to calculate space
requirements and identify what elements could be shared. These
elements included meeting and program space, counselling rooms,
staff lounges, washrooms, administrative supports areas, reception
and waiting areas, and library/resource rooms. Estimates of space
requirements were necessary in order to estimate building costs and
develop the financial projections that determined the projected persquare-foot occupancy costs. (See Appendix 3.)
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These costs had to be both comparable with the agencies’ current
occupancy costs and but below current market rates in order for the
project to be viewed as viable by business-oriented potential
funders. Since none of the partner agencies were in a position to
cope with unforeseen expenses, occupancy costs also had to
include common area maintenance, facility management, tenant
improvements, insurance, parking, and reception services. It was
possible to establish that per-square-foot occupancy costs in the
Village would be a minimum of $1.10 less than current market rates,
and that the space requirements of each agency would be less than if
they were seeking individual office space. Immediate savings of
$120,000 per year would be realized, therefore, by Village
occupancy as opposed to occupancy at market rates for each agency.
Simply reducing occupancy costs is not enough to improve agency
effectiveness unless the savings are translated into enhanced
fulfillment of mission. For instance, a co-location project in Ann
Arbor, Michigan, Nonprofit Enterprise at Work, Inc. (NEW),
estimates that since its start 10 years age, 19 nonprofit organizations
have been able to shift $300,000 from rent and utilities to
program budgets.20 The Richmond Caring Centre in Richmond,
British Columbia, claims to have sustained occupancy costs of onethird of the market rate for 16 agencies over five years.
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The Village partner agencies intend to realize similar benefits from
occupancy cost savings. The executive director of The Muttart
Foundation challenged this intention, however. In a letter dated April
19, 1999, Bob Wyatt said that The Muttart Foundation believes it is
“counter-intuitive to assume that government will not reduce core
funding even if agencies have lower operating cost.” This view
made partners take a hard look at the intention of enhanced program
resources resulting from occupancy cost savings. All Village partner
agencies rely on funds raised in the community to cover most
occupancy costs. Year-to-year government contracts to provide
specific services do not provide for core occupancy costs, although
some government program contracts provide compensation for
program space rental.
The partner agencies received the following assurance from
Robb Watts, community outreach manager, Department of Social
Services, Saskatoon Region, in a letter to Bob Wyatt of The Muttart
Foundation dated June 22, 1999: “Our interest would be to enable
the partners in the Community Services Village Model to realize cost

savings through an integrated services approach. Those cost savings
then would be redirected towards program development .… If
savings result through this development, it would be our intent to
renegotiate the Service Agreements with the four agencies funded by
the Department and realign their budgets. The funding base would
remain the same.”
Co-location with the YWCA will bring added space benefits to the
other partner agencies that could not affordably be duplicated at
another site, including the gymnasium, swimming pool, day
care facilities, and residential shelter. While these benefits are not
essential to successful programs, existing services can be greatly
enhanced because of them. For instance:
• Programs with recreational components can be designed
to effectively engage hard-to-reach high-risk youth and
young offenders.
• Clients attending parenting programs have repeatedly requested
on-site day care.
• An on-site safe shelter would aid counsellors working with
family violence.
• Traditional talk therapy can be enhanced by physical therapy,
both in individual and group programming, as it is a wellknown fact that physical exercise combats depression and
increases coping skills. This enhanced service will provide a
competitive advantage in marketing Employee and Family
Assistance Programs.
The researchers of the Phase 1 study started discussions about the
sharing capital equipment and technologies, and discussions among
the partner agencies continued throughout planning. Again, it was
difficult for agencies to firmly commit to sharing without firm
design plans and the experience of living together. Examining other
co-location experiences indicated that the extent of capital
equipment sharing varied a great deal and was dependent on many
factors, including the size and individual resources of the tenant
organizations. Sharing of equipment actually decreased in the first
five years at the Richmond Caring Centre, a co-location of 16
community organizations. Other than the Centre’s centralized
telephone system, no other sharing of equipment is occurring five
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years after opening. As the Richmond agencies secured resources of
their own, they purchased their own equipment. In other co-location
ventures, however—particularly those that incubate fledgling
agencies such as The Manitoba Clearinghouse Concerning
Disabilities Inc.—significant sharing of equipment takes place.
The Village partner agencies did agree to immediately establish a
joint mail and photocopying room and enter into a bulk-buying
agreement with the City of Saskatoon. Immediate savings of an
estimated $14,800 will be realized by eliminating eight equipment
leases, and the joint purchasing will save $2,500. As well, the
“Memorandum of Understanding” commits the agencies to
developing a shared resource library and database. The Family
Service Bureau and Catholic Family Services currently cooperate in
a computer-based outcomes evaluation program and are developing
a joint client data base program which may be expanded to include
other partner agencies. The YWCA has obtained a technology grant
from The Muttart Foundation to develop a computer training centre,
which will benefit all in the Village.

Human Resource Benefits
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Specialized professional expertise on clinical issues may be shared
among agencies both by client referral and by shared training
opportunities. Intersectoral training may take place as physical
fitness expertise informs mental health expertise and vice versa. The
“Memorandum of Understanding” commits partners to explore
shared staffing and staffing exchange models. There are immediate
plans for the YWCA and Crisis Intervention Services to cooperate in
providing night-time services. Night-time staffing is difficult
because of cost and safety concerns for staff working alone.
Joint staffing will result in immediate savings in excess of
$50,000 per year.
Partner agencies use approximately 1,400 volunteers a year
in a wide variety of activities. Therefore, volunteer training and
recruitment are significant and onerous tasks for all of the partners.
Cooperation in volunteer recruiting, orientation, and training will
provide cost savings and program enrichment. In 1997-98, the
United Way community consultation determined the need for a
centralized volunteer resource centre to serve all types of
community charities. The Village is seen as an ideal location
for this centre.

Administration and support staff efficiencies also can be realized.
Arsenault outlines the advantages of an entity created to provide
management and administrative services—a management service
organization. Typically management service organizations provide
a menu of services for member organizations including personnel
management, facilities management, fiscal services, fundraising,
strategic planning, contract management, marketing, and quality
assurance in the form of ongoing quality improvement efforts and
outcome studies. She says, “I consider the management service
organization to be one of the most effective tools to link small
organizations and to improve the quality of management
infrastructure.” 21 The “Memorandum of Understanding” commits to
planning for financial management services, joint communication,
and marketing resource development. Joint initiatives already are
underway in the areas of evaluation and outcomes studies.

Building Design and Location
As well as benefits derived from the facilities of the YWCA, the
Community Service Village will benefit from specifically designed
office and program space, and from the centralized location. Offices
will have the size and specifications necessary for maximum
efficiency. For instance, counselling offices will be soundproof and
suitably sized. There will be appropriately designed and equipped
rooms for play therapy and “body” therapy, as well as an Aboriginal
healing room. The location of the YWCA, including proximity to a
large park, river walks, public transportation, ample parking,
capacity for expansion and future housing development, and
public visibility are important to the other partner agencies. Most
importantly, partner agencies will not have to purchase the land. The
value of the YMCA’s land contribution has been appraised at
$250,000—the value of the refurbishing the YWCA will
gain during construction.
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Broad Community Partnerships
and Continued Community
Leadership
Due to the inclusiveness of the Phase 1 study and the continued
dialogue with interested organizations, government entities,
potential funders, clients, and boards of directors throughout the
planning process, the Saskatoon “helping” community is well aware
of the Village project. It is anticipated that the larger community,
beyond the partner and tenant agencies, will continue to be involved
in the Village activities. For instance, in a letter dated October 9,
1999, Dave Scott, chief of police, outlines seven areas of possible
involvement of the Police Service in the Village. Chief Scott wrote,
“There are several immeasurable benefits for our organization,
including the ability to work closely together to build improved
working relationships.”
The YWCA has been a gathering place for community initiatives
and events since the 1984 construction of the present building.
It hosts events as diverse as the December Memorial
commemorating the Montreal massacre, summer camps for kids,
and meetings of various special interest groups. The Village
component will provide more meeting and activity rooms in order to
expand community use.
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It is hoped that donors and funders will see their contributions
applied in an integrated community model. The United Way hopes
to benefit from both the visibility of their office space and the
proximity to programs it funds directly. Not only will this increase
the service providers’ accountability, but it also will provide a
convenient forum to showcase community contributions at work for
the many drop-in donors and volunteers.

Mentoring and Incubating
The Village plans to have the ability to provide a range of services
to new, fledgling nonprofits. In addition to lower than market rate
occupancy costs, the Village can easily provide services ranging
from a simple post office box, telephone services and occasional
meeting rooms, to more extensive services contracted from partner
agencies) such as administrative support). “Incubators” let new
organizations focus on building their programs rather than
expanding scarce resources on support services, and it lowers
expenditures on ideas, which prove unviable.22 The Calgary Old Y
Building, owned by the City of Calgary, has provided incubation to
new and/or small organizations since 1973. Space, equipment, and
reception services are provided, but a great deal of networking
and collaboration takes place in the supportive environment. The
Richmond Caring Centre plans to offer postal box and telephone
services to those small organizations that have been unable to keep
their offices in the Centre open regular hours, rather than continue to
rent space to those organizations as the demand for space is great. In
Los Angeles, civic leaders identified the need for startup support
services for nonprofits. Community Partners of Los Angeles offers
financial and administrative services, management training, and
technical assistance. It also builds community alliances and avoids
duplication of services.
Small community organizations have expressed interest in the
Village. Despite the inability to confirm the amount of available
space, the completion date, and the final cost per square foot, 12
diverse community organizations have provided letters of interest
in locating in the Village. All can see the financial and program
benefits of association with the partner agencies.
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Chapter 4
Membership

Membership
Phase 1 Study and
Recommendations
“The YWCA decided to study co-location because of the
opportunities it might offer to strengthen itself and other
community-based organizations in the city, and to improve
the services offered to the community” (See Appendix 1.) Using
member organizations of the Saskatoon Women’s Resource Centre
as a starting point for identifying potential partners, the YWCA Colocation Study determined strong interest in co-location from 10
community organizations, including one for-profit chiropractic
group. Three of the final six members of the Village partnership
were identified in the initial study as potential partners. One of the
critical success factors cited in the study was “involvement of
organizations representing a full continuum of services.”
The study also stated “the involvement of the Department of Social
Services is considered critical to the success of the project. The
involvement and support of the provincial government would fulfill
one of the requirements of gaining public support and add a stable,
well-funded partnership to the venture.” It was the Family Support
Centre’s programs and services and the Department’s voluntary and
supportive family programs which were identified in the Phase 1
study for location in the facility. At the same time as the partners
were being determined, the future of the Family Support Centre was
jeopardized by budget reorganization. For approximately one year,
community members—including representatives of other identified
partner agencies of the Village—lobbied for reinstatement of the
Centre’s funding. This instability, coupled with the initial plans to
finance the project by housing development profits, excluded the
Department of Social Services. More importantly, as the partnership
evolved to include principles of equality and consensus decisions, it
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became apparent that it would be difficult to include government in
the partnership given the inherent power imbalances. As stated by
Torjman, “A potential problem in working with governments is that
their reporting lines tend to be structured, hierarchical, and mandatespecific. The strength of partnerships, by contrast, is that they
can employ more comprehensive and holistic solutions. They allow
parties within the partnership to step outside their narrow
mandates and single-sector approaches which often stifle
creativity and innovation.” 23 Municipal and government officials
were informed of all stages of the project, however, and their advice
sought throughout. Rental of space within the Village to government
entities providing complementary services to the community is
possible and desirable given their relative financial stability and
ability to enter into long-term leases.

Solidifying the Membership
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Determining the member agencies in the partnership was not a clear,
time-limited process. The suggestion to finance the co-location
project by developing and selling housing units on land adjacent to
the YWCA property was proposed in consultations during the Phase
1 study. Inherent in the idea was both a great deal of work in
planning and development and some degree of financial risk for the
agencies. Although careful and creative planning mitigated the risk,
some potential partners were initially dissuaded by their
limited financial and human resource capacity. Those agencies
which proceeded to plan the housing development were willing to
commit energy to the project and look critically at financing
proposals, and their need for success was sufficient to proceed with
what appeared to be a daunting task.
McLaughlin has said that it may be difficult to tell which
organizations count themselves as members and which do not as
alliances develop. “Inevitably, some early planners will want to be
highly inclusive and free-flowing, while others will want structure.
In any event, different participants will go through their internal
decision-making processes at different times and in different ways.
The question of who’s in and who’s out may be answered quite
differently at different times, depending on where participants are in
their decision-making processes.” 24 This was certainly true in the
early phases of the planning. The membership’s final composition

was determined only in late 1998 in a final consultation with
agencies that had initially expressed interest, but had not continued
at the planning table when the partnership to enter into contractual
arrangements necessitating financial commitments. It was at this
time that Crisis Intervention Services joined the partnership and
Tamara’s House left.

Role of Individual Agency
Self-interest
As well as a realization of the challenges common to all nonprofit
agencies that necessitate collaboration, the Village partner agencies
had compelling individual reasons to proceed with the project.
These follow:
• The YWCA building, constructed in 1984, required remodeling
and upgrading valued at approximately $250,000. Having recently
eliminated its debt and operating deficit, the YWCA saw the
project as a viable way to accomplish the refurbishing. The Y’s
residence facility was originally designed for traditional use
as temporary housing for single women. It is now overcrowded
primarily with women and children in need of a safe environment
because of complex, interrelated issues of violence, homelessness,
mental health, and addiction. The YWCA also requires enhanced
counselling and outreach resources in order to provide effectively
for these clients.
• The Saskatoon Family Service Bureau owns a 4,000-square-foot
building in north downtown. The agency staff has more than
doubled in size, and the client base more than tripled, since the
building was purchased in 1990 for $230,000. Its current market
value is estimated to be $165,000. The agency cannot afford to
purchase or to rent an adequate amount of space, which would
offer the accessibility, and the central location of the
current premises.
• Catholic Family Services rents very affordable fifth floor office
space in a centrally located downtown building, having moved
from similar space in June, 1998. The agency recognizes its need
to secure long-term, affordable premises in the face of projected
increases in downtown rental rates.
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• The Sexual Assault and Information Centre rents space in the
north downtown area. The present premises are poorly suited to
the agency’s functions, but adequate. However, the landlord has
served notice that the lease will not be renewed.
• The United Way has had a history of moving frequently,
approximately every five years. The organization requires
community visibility and easy access for donors and volunteers.
Donors, especially senior citizens, express unhappiness with
frequent moves. The current offices are too small, and the other
tenants have indicated to the landlord that they would like the
United Way space.
• Crisis Intervention Services initially rejected partnership in the
project. Board and staff felt that the agency was important to the
residents of the inner city community in which the agency is
located and that it would not be in the agency’s self-interest to
move from the inner city. However, when approached by the
initial partnership members for the second time in the fall of 1998
to again consider joining, Crisis Intervention Services conducted
an analysis of the walk-in users of their services. They discovered
that less than 3 per cent of their walk-in clients are in crisis, and
most use the facility to access washrooms or to warm up. They
also did not find strong evidence of support of the local
community association. The agency then looked at the advantages
of joining the partnership. These included:
- ending isolation felt by the staff, particularly night staff
working alone
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- increased security for staff and premises
- increased space
- separation from a difficult absentee landlord
- the potential to be seen as a community-based organization
rather than a government agency, a common misperception.
• Tamara’s House, a support service for adult survivors of
childhood sexual abuse, was an original partner in the project but
withdrew in December, 1998. Tamara’s House was incorporated
in 1993. Since that time, it has been struggling to secure core
funding. The advantages of Village partnership for Tamara’s

House included positive program connections with the other
Village partner agencies and the possibility of affordable office
space in the future. The organization, however, had not secured
core funding by the time the partnership needed to enter into legal
commitments. Tamara’s self-interest was not served by staying in
the partnership, and they did not strengthen the partnership in the
fundraising phase of the project.
The fact that all interested agencies, other than the YWCA, had a
compelling need to relocate, collaboration without co-location
was never seriously considered by the agencies, even though
many of the Village benefits could be realized without agencies
living in the same structure. As Winer and Ray state, it is not
necessary to create organizations complete with board structures if
organization takes place to change the way people
exchange information, make decisions, and allocate resources.25
Many advantages of information and resource sharing could be
realized by creating a “virtual agency” which would use
technology such as e-mail, intranet, on-line databases, etc. to
connect organizations. These models of collaboration need not be
ruled out for the future, and the Village benefits may be extended
to other agencies not housed in the facility.

Partnership Profiles
Catholic Family Services
Mission: “...exists to enhance the quality of life to all community
members through counselling, caring, commitment and service.”
Catholic Family Services was founded in 1940 by members of the
Catholic community who wished to ensure that family services with
a religious orientation were available in Saskatoon. It now serves
people of all faiths through individual, couple, and family
counselling services; family life and children’s services; Family to
Family Ties mentoring program; a Child Care Centre for teen
parents; and employee and family assistance programs.
The 1998-99 operating budget of Catholic Family Services was
$610,460. Major revenue sources include: Saskatchewan Social
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Services, United Way, Diocese of Saskatoon, City of Saskatoon,
community service clubs and Foundations, agency fundraising
activities, fees for services, and program contracts.
The agency employs 26 people in full-time, part-time, and contract
positions and has 100 volunteers.

Saskatoon Family Service Bureau
Mission: “...works to develop and support communities
where all persons have safe, healthy, and respectful relationships.”
The Family Service Bureau was founded in 1931. It has provided a
various services to the community for almost 70 years, including
“relief” before government financial assistance programs emerged.
Current activities of the agency are individual, couple and family
counselling services; family life education; teen parent counselling;
a Young Offender Volunteer program; domestic abuse programs; and
employee and family assistance programs.
The 1998-99 operating budget of the Family Service Bureau was
$730,722. Major sources of revenue included Saskatchewan Social
Services, United Way, City of Saskatoon etc.or services and program
contracts, community service clubs and Foundations, and agency
fundraising activities.
The agency employs 28 people in full-time, part-time, and contract
positions and has 116 active volunteers.
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Saskatoon Sexual Assault and
Information Centre
Mission: “...to promote a community free of sexual violence and its
effects. To promote healing and empowerment for those who have
experienced sexual violence.”
The agency was founded in 1975. It offers crisis intervention,
individual and group counselling, public education, advocacy, and a
24-hour crisis phone line. It responds to over 22,000 crisis situations
a year and provides ongoing assistance to approximately 200 highrisk individuals.

The 1998-99 operating budget of the Centre was $194,564. Sources
of revenue included Saskatchewan Justice, Saskatchewan Social
Services, and the United Way. The agency employs five full-time
and part-time staff and has 35 volunteers.

Saskatoon Crisis Intervention Services
Mission: “...safety and crisis resolution for people in distress.”
Founded in 1980, Crisis Intervention Services provides 24-hour
crisis services of intervention, information, and referral; problem
gambling help; seniors abuse and neglect intervention; mental health
crisis intervention, coordination, and management; and tragic events
response. The agency responds to over 22,000 crisis situations a
year and provides ongoing assistance to approximately 200
high-risk individuals.
The 1998-99 operating budget was $1 million. Major revenue
sources are Saskatoon District Health, Saskatchewan Social
Services, Saskatchewan Health, United Way, Department of Indian
and Northern Affairs, and the City of Saskatoon. The agency has 29
full-time and casual staff.

United Way of Saskatoon
Mission: “...to promote the organized capacity of people to care
for one another.”
Founded in 1959, the United Way of Saskatoon was preceded by the
Community Chest and the Red Feather Campaign. The United Way
currently conducts an annual fundraising campaign to support 30
member agencies. The United Way also has a labour-union
counselling program and a gift-in-kind program, and is active in
volunteer development and community planning and development.
The 1998-99 operating budget of the United Way was $306,500.
There is a staff of seven and 1,000 volunteers.
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YWCA of Saskatoon
Mission: “...to meet the changing needs of women
and their families.”
Since its founding in 1912, the YWCA has been highly visible in the
community. It currently operates a 40-bed emergency and crisis
shelter, 56 low income housing units, two community kitchens, a
licensed child care centre for 58 children, and a drop-in creative play
centre. Programs include employment services; specialty programs
for the physically challenged; aquatic, physical health, and wellness
programs; social and recreation programs; international, social, and
affirmative action programs; and the Women of Distinction
Awards Dinner.
The 1998-99 operating budget of the YWCA was nearly $1.84
million. Major sources of revenue are fees for service, the United
Way, Kinsmen Club, and fundraising activities. There are 145 fulltime and part-time employees and approximately 150 volunteers.
The six partner agencies have 321 years of collective service to
the community.
All partner agencies have histories of solid governance and
demonstrated fiscal responsibility. All have reached a point in their
life cycles where their level of organizational can handle
complex issues.
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History of Working Together
The Saskatoon community has a rich history of cooperation among
agencies. In the past five years, interagency and intersectoral activity
has increased significantly because of community development
initiatives of the Department of Social Services; the establishment
of a Regional Intersectoral Coordinating Committee with
representation from senior managers of the provincial and municipal
governments; and the realization of agencies that funders,
particularly the United Way, view cooperative endeavors most
favorably. All partner agencies are involved with community interest
and advocacy groups and in various joint initiatives in program
delivery and fundraising. Arsenault stresses how necessary a high

degree of intimacy and harmonious working relationships
among partner agencies are.26 Himmelman states that networking,
coordinating, and cooperating all lead to collaborating. They build
on each other to develop increasing commitment.27
Specifically, the partner agencies are involved with each other in the
following ways:
• Five agencies are United Way member agencies and, as such, have
regular dialogue with the United Way about programming and
governance issues. Staff and board members attend quarterly
agency meetings and campaign activities where people share
news and network.
• Catholic Family Services and the Family Service Bureau have
cooperated in program planning and service delivery for many
years, most notably since 1993, when the agencies began joint
programming for children who experience violence in the home.
Both agencies are members of Family Service Saskatchewan and
Family Service Canada, organizations that advocate on behalf of
families and agencies that provide services to families.
The Family Service Employee and Family Assistance Program
(EFAP) administered by Family Service Canada necessitates that the
two agencies jointly bid on and deliver EFAP program contracts.
Many referrals are made between the agencies for individual and
family counselling requests and for requests for family life
education programs. The agencies have made joint applications for
program funding for the children’s programs and for an outcome
evaluation project. They have jointly addressed mutual concerns
with government. In 1996, the two agencies signed a Memorandum
of Agreement about joint program planning. Contact and
cooperation between the two agencies is constant and ongoing in
both administration and program areas.
• Crisis Intervention Services provides essential after-hours crisis
response to clients of the Family Service Bureau and Catholic
Family Services.
• The Sexual Assault and Information Centre provides a 24-hour
services crisis phone line, often providing service to persons also
using the services of the other partner agencies. The agency
cooperates with Catholic Family Services, the Family Service
Bureau, and the YWCA to provide specific counselling for sexual
abuse victims and conduct public education and advocacy
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• The YWCA and the Family Service Bureau worked together in
1997-98 to develop a holistic EFAP program, incorporating
traditional talk therapy with physical therapy and
lifestyle programs.
• Five partner agencies each deliver some form of service in the
area of domestic violence. Interagency referrals for crisis services,
counselling, and shelter are common. The Family Service Bureau
and the YWCA also participate in an Interagency Committee
on Family Violence and in the Women’s Inter-service
Partnership Project, which serves women with multiple issues
including violence.
The interests and activities of the partner agencies are
complimentary and not so broad that collaboration is difficult.
Nevertheless, a broad cross-section of community members will be
affected by the project’s potential benefits.

Involvement of Aboriginal
Organizations
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Throughout the planning process, those at the table were aware
of the desirability of participation by Aboriginal-governed
organizations. Large numbers of First Nations and Metis persons,
particularly women and children, receive services from partner
agencies. As well as the original inclusive invitation to become
involved which was issued to all community agencies during the
initial study, several subsequent overtures were made to Aboriginal
leaders, in particular the Saskatoon Tribal Council. The Department
of Social Service Community Development Manager attempted to
facilitate discussions regarding involvement and, although leaders
expressed interest, no follow-up occurred.
Ongoing discussions with a major funder, the Saskatchewan Indian
and Metis Gaming Authority, will continue to ensure that the
Community Service Village serves the needs of First Nations
and Metis persons, particularly youth, in appropriate and
meaningful ways.

Chapter 5
Leadership

Leadership
The Partner Agencies as
Community Leaders
The United Way is the perceived leader of the nonprofit community.
Its strong, well-organized board of directors represents a crosssection of prominent community leaders. Its long history in the
community, high visibility, and recent successful annual campaigns
lent credibility to the project and influenced boards of other partner
agencies to support the project. Since participation in the Village
capital campaign represented a significant risk for the United
Way (the campaign’s possible negative effect on the United
Way’s annual campaign), the United Way’s commitment was
particularly significant.
The YWCA also plays a significant leadership role in the nonprofit
community. It is respected by other agencies and by the community
at large because of its interests and activities in recreation, social
service, education, and advocacy. Its annual Women of Distinction
Dinner, December Memorial activities, and national YWCA “special
interest” activities have enhanced its community profile and
reputation as a leader in women’s issues. The YWCA has also
conducted one of only two successful non-hospital capital
campaigns in the community when it built its present building. The
YWCA board of directors is strong, well-organized in a policy
governance structure, and composed of prominent women leaders of
the community. The Board had the foresight to promote the Village
concept after the initial study and to stay committed to it despite the
numerous challenges and comprises required.
The Saskatoon Family Service Bureau has a history of innovation in
the community. The agency was the first Saskatoon agency to
employ professionally trained social workers. It developed Home
Care Services, Meals on Wheels, and the first parent-run day
care centre.

39

In the past 10 years, the Bureau has developed innovative programs
for women and children who experience violence at home for which
it has received national recognition. The Bureau also has taken a
leadership role in developing the Interagency Council on Survivor
Services, the Women’s Inter-service Partnership Program, and
supported the establishment of Tamara’s House.
Catholic Family Services was founded in 1940 to provide assistance
with understanding and sensitivity to Catholic faith issues. It now
serves people of all faiths, but it has continued to play an
unobtrusive, but important, leadership role within the Catholic
community. The agency has addressed contemporary family issues
with that community and shaped the ways the community has
responded to those issues. In the past five years, the agency has
assumed an expanded role in interagency endeavors, and its
executive director has been a leader in addressing work and
family issues.
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Saskatoon Crisis Intervention Services offers leadership in the areas
of crisis services and community mental health outreach. The
agency was created through cooperation among health, social
services, and police interests, and it serves as a model for other
communities. Its services are not based in the formalized health
system and are professionally staffed with outreach capacity. Most
other communities have crisis services, which are solely volunteer,
telephone-based services. This unique, hands-on model is very much
appreciated and relied upon in the community by related agencies
and by the Police Service. In recent years the professional Crisis
Intervention Services staff have taken a leadership role in
committees and interest groups addressing issues related to
health reform.
Since its establishment 25 years ago, the Saskatoon Sexual Assault
and Information Centre has led the community in recognition of and
response to sexualized violence. It has provided public education,
volunteer training, training for professionals, and a wide variety of
innovative victim/survivor services, including a telephone crisis
line. It has worked closely with other agencies, particularly with
police-based victim services, to ensure that victims receive
competent, appropriate assistance.

Individual Leadership
“A few characteristics will often be typical of a nonprofit manager
who initiates an alliance development project. The first and most
important is personality. It takes a certain kind of person who makes
the first move. In addition to being comfortable with what others see
as a risky situation (a perception they do not always share), alliance
initiators are often innovative thinkers with a great deal of initiative.
They tend to be young, or if older, relatively new to their field.
Either characteristic helps them avoid seeing things in
predicable ways.” 28
Anne Campbell, YWCA executive director, fits McLaughlin’s
description of an alliance leader. When Campbell joined the
organization in 1994, she faced a $500,000 deficit and a building in
need of refurbishing. Prior to employment with the YWCA, she had
had experience leading a collaborative process of establishing
school resource centres in Newfoundland. She intuitively knew that,
in order to achieve sustainability, the YWCA needed to expand
community partnerships. She understood the significance of the
work already done by the Women’s Resource Centre and was aware
of the Muttart funding available for merger and alliance initiatives.
She acted on the suggestion of Arla Gustafson, United Way
executive director, that the YWCA would be a good place for the
vision of the Women’s Resource Centre.
Campbell understood that any process she set in motion could not be
“owned” by the YWCA. She crafted a wide-open, inclusive process
that encouraged broad-based community discussions during the
initial co-location study so that the research performed as part of the
study took place alongside the process of developing a vision.
Campbell invited a range of expertise from outside her organization
to help develop the vision. From the very beginning, the project was
a shared one, but one with enlightened individual leadership.
Campbell’s personal leadership qualities include an ability to
recognize and respect the capacities and circumstances
of each agency and individual, and the ability to keep a longterm perspective on the development process. She assumed
responsibility for keeping the project focused and on track, and she
used her agency’s administrative resources to assist the process.
Other executive directors and various committee members also took
responsibilities as appropriate given their individual expertise or
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competencies, and available time and energies. All were consulted
and kept informed of activities at all times. While Campbell
assumed major responsibilities for the coordinating functions no
major decisions were made or activities undertaken without
consultation and consensus decision-making. Clearly, the YWCA,
specifically Anne Campbell, provided leadership but did not
take ownership.
The inclusive process was strengthened by the executive directors of
the partner agencies throughout. (One executive director changed
roles to that of a Muttart Fellow and the interim executive director
of her agency also became involved.) Because of their extensive
history of working together and with other community
organizations, the executive directors possessed what LaPiana terms
a “basic level of strategic sophistication,” a perspective he says is
necessary if any alliance is to succeed.29 Each was willing to yield
some of their autonomy, risk vulnerability, and open organizational
cultures to outside influences. This spirit of cooperation and risktaking was due both to experience and to strong feminist influences
in the partner agencies. The feminist influence grows from the
nature of social service activities and leads also to inclusive, trustbased staff operations. The feminist influence is limited in Crisis
Intervention Services, not because of the gender of the executive
director, but because of the mandated nature of much of their work
and the fact that the unionized staff act as government officers
operating under provincial legislation.
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Board Leadership
The YWCA board of directors recognized, as did their executive
director, the need for community partnerships to sustain the
organization. The board operates with a policy governance model
that includes a solid strategic planning process. In accordance with
their strategic plans, the board supported the application for the
initial study. It then had the determination to stay with the project
despite the unworkability of the housing development concept and
the very lengthy and complicated planning process. Individual
YWCA Board members gave freely of their time and professional
expertise in financial and legal planning, facility management,
and fundraising. The YWCA Board also provided leadership by
sharing the organization’s clerical and administrative capabilities
and donor contacts.

The boards of the other partner agencies also contributed talented,
knowledgeable, and committed people to the project. Three board
members with legal training worked on the by-laws committee and
assisted with research into tax issues. Several with expertise in
financial matters assisted with review of financial projections.
Representatives from each partner agency’s made up the fundraising
team and enlisted the help of other members of their respective
boards. Boards were kept well-informed by the executive directors
and by their representatives at the planning table and, later, by the
Village board of directors’ table. Good news and bad news was
shared and analyzed.

Role of Funders
There are many examples of alliances, mergers, and co-location
projects initiated by or primarily supported by key funders. For
instance, the successful Rotary Community Resource Village in
Kitchener, Ontario, was initiated by the Kitchener Conestoga Rotary
Club, which saw a real need in the community to have a debtfree sustainable facility for nonprofit groups. The Richmond Caring
Centre was founded when one individual, John McIntyre,
envisioned the benefits of a permanent, easily accessible home for
community services. He subsequently led the fundraising campaign
to establish the Centre.
The Muttart Foundation’s priority area of funding, “A More
Effective Charitable Sector,” which provides support for significant
changes in the way agencies operate, was the impetus for
project exploration in Phase 1. The Muttart Foundation continued
its leadership and support in Phase 2 and through the
Muttart Fellowship. The Fellow’s work on the project was essential
to moving it forward, providing assistance in coordination, research,
and fundraising. Although it chose not to contribute to the capital
campaign, Muttart leadership in the sector was critical to the project.
The reason for its decision not to contribute to the capital
campaign was the catalyst for additional attention to outcomes
planning and measurement.
Efforts to engage The Saskatoon Foundation in a leadership role
failed. The partner agencies hoped that the Foundation would wish
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to be part of a project that the agencies saw as being innovative and
valuable to the community and believed that the local foundation
could play a significant advocacy role with The Muttart Foundation,
an anonymous donor, and potential local donors to help leverage
other contributions. Co-location endeavors had been given attention
by community foundations in Vancouver and Calgary, both of
which supported studies of collaboration models.30 Therefore, The
Saskatoon Foundation was invited into discussions early. LaPiana’s
paper “Beyond Collaboration,” which was written specifically for
funders, was shared with Foundation representatives and potential
location within the Village discussed.31 The Foundation agreed to
participate in funding the Phase 2 technical study.
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Rather than seeing ongoing discussions as an invitation to leadership
and partnership, the Foundation chose to remain detached from the
process and expressed the feeling of being pressured for
a commitment of support outside its normal granting routine. There
was no apparent recognition of the unprecedented collaboration
neither by the six partner agencies, nor of the extensive planning
and research, which preceded the grant application. Although the
Foundation’s grants committee did meet with project representatives
and requested written responses to questions, meaningful dialogue
never took place. The Foundation’s executive director made it clear
that she did not wish to discuss the project further. Following the
Foundation board’s decision to give $20,000 for one year only, with
no ongoing commitment (when the six agencies normally received
individual grants totaling twice that amount), project representatives
again asked to meet with Foundation board members to ascertain the
reasons for their views and how the process failed to develop in a
satisfactory way for all concerned. No explanation was given for the
funding decision other than a reference to opinions that perhaps the
agencies “could not afford the Village.” No explanation was given
for feelings expressed by the Foundation through a letter that Village
representatives had acted inappropriately.
The whole effort to engage the Foundation resulted in ongoing
frustration, leading to anger for Village board members and for the
campaign team. Those feelings have spilled over into the boards and
staff of the partner agencies and other community supporters of the
project. The result has been general community criticism of the
Foundation and questions about its membership, competencies, and
understanding of emerging trends and issues in the charitable sector.
A process of reconciliation among the agencies and the Foundation
is now required.

Chapter 6
Working Together
—Process Elements

Working
Together—
Process Elements
“Collaboration is the act (or process) of ‘shared creation’ or
discovery. Collaborative people are those who identify a possibility
and recognize that their own view, perspective, or talent is not
enough to make it a reality. They need others views, perspectives,
and talents. Collaborative people see others not as creatures who
force them to compromise, but as colleagues who can help them to
amplify their talents and skills.” 32

Nature of the Partnership
For the purpose of describing the work and the process,
“partnership” refers to an arrangement in which the organizations
agree to cooperate in order to achieve the common goal of creating
the Community Service Village. The terms joint venture, alliance,
or collaborative endeavor also could be used. “Partnership” also has
a specific legal meaning, but all work done towards the creation of
the Village entity was done without a legal partnership, simply with
the agreement to cooperate to reach the common goal. The
Saskatoon Community Service Village’s incorporation documents
define the legal nature of the relationship among the
partnering organizations.
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The nature of the partnership was a direct result of several factors:
• the strong feminist influence of the original group
of organizations
• the history of the organizations working together in the
community
• role of the initial stud
• the length of the planning process
• strength of leadership.

In keeping with the feminist influence, inequality of participation
and contribution were not issues within the Village partnership, and
decision-making and “power” were shared as much as possible.
Each partner recognized that its maximum contributions alone
would not be enough to reach the goal and that the contributions of
every partner were important. It was also recognized from the start
that partner agencies did not have equal assets, although they all
brought value to the endeavor in some form. The YWCA had the
greatest resources, both capital assets and human resources, and it
contributed both in greater proportions than the other partners.
Other significant examples of accommodation for individual
capabilities include:
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• structuring the financial plan to include tenant improvement costs
in order to accommodate partners and potential tenant
organizations without sufficient financial reserves
• addition of Crisis Intervention Services to the partnership late in
the planning process without compensation for previous work and
expenses by the other agencies.
• recognition that the fundraising capabilities of the boards of
directors varied greatly due to the size and composition of
the boards.
One of the most common types of co-location models is that in
which a large, or lead organization, becomes the landlord, either
through lease of purchase of the co-location facility, of the other
agencies. This relatively simple model does not involve legal
agreements and is straightforward in operation and decision-making.

It does, however, vest unequal power and unequal liability in one
agency. The nature of the Village partnership precluded the model
of one dominant landlord agency.

Role of Phase 1 Study
The methodology of the Phase 1 study set the tone and the direction
for the working relationship of the partnership. First, the study
defined co-location/collaboration and its possible advantages for the
YWCA, the community, and other possible partners. The YWCA’s
expectations were defined clearly from the start: why the YWCA
was undertaking the study and what it hoped to gain by it.
Second, the study identified the following factors as important in
identifying potential partners:
• compatible missions
• operating philosophies which support inclusiveness
• stability and fiscal viability
• compatible programming and the ability to realize
operating synergies.
Third, the researchers surveyed the following community entities
about their perceptions of community needs and the potential
benefits of co-location:
• the 16 member agencies of the Saskatoon Women’s
Resource Centre
• the YWCA board and staff
• community representatives including city councillors, MLAs,
MPs, board members of several community agencies, service
providers, corporations, service clubs, and academics
• clients of agencies, which initially indicated interest.
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Fourth, a wide-ranging consultation in the form of a community
“charette” was held. Traditionally “charette” is the name used to
describe a building design process. In this charette, representatives
of 30 agencies were informed about the co-location concept.
This information was followed by group discussions about
community needs, and how and if some form of co-location
/collaboration could meet those needs. It was a design exercise to
build the concept of the project.
Fifth, the charette was immediately followed by a working session
with executive directors and any interested board Members of the 10
agencies that had expressed serious interest to the co-location
researchers. During this facilitated follow-up meeting, a mission
statement was drafted, the name for the project suggested, and
principles of equality and consensus agreed upon. It was collectively
decided that the YWCA submit another proposal to The Muttart
Foundation to continue the planning process. At this time the
YWCA began to share “ownership” of the project initiative with the
wider community.
The initial study, therefore, ensured that potential partners
understood the YWCA’s motivation and were comfortable with it,
and had compatible mission statements and programs. From the very
beginning of their involvement, potential partners were engaged
in a working relationship, which involved consensus decisions,
inclusively, equality, and respect. Winer and Ray outline
the importance of this careful and inclusive start to the
collaborative process.33
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Role of Architect
As application was made to The Muttart Foundation for the Phase 2
technical study, the architect of the existing YWCA building and the
firm of AODBT Architects were invited to tender. A principal of
AODBT Architects, Charles Olfert, had inquired about the project
because of his personal interest in special needs housing
developments. He was immediately captivated by the many
opportunities that the project presented. His firm put forth the
accepted proposal for the Phase 2 technical study to include
the following:

• site analysis—key issues in development such as zoning, use of a
adjacent city property, parking requirements, pedestrian and
vehicular circulation, etc.
• updated drawings of existing building to include modifications
made since original construction
• schematic building concept and design based on program
component needs of potential partners
• target markets for residential component
• cost estimate and revenue potential analysis for entire project
and components.
Funding was secured for the Phase 2 study as proposed. Olfert and
his staff entered into discussions with each potential partner and
key stakeholders, including Saskatoon’s planning department,
transportation department, and housing facilitator, and the
potential property development company. The feasibility study
focused largely on resident scenarios for marketing, construction,
financing, and marketing strategies.
After the housing component was deemed unfeasible, Olfert’s
activities lessened for a period; however, he continued to be
involved in the project and was consulted as required until of the
capital campaign progressed sufficiently to renew design activities.
He was integral in advising the partnership on the “Construction
Management Agreement.”
Olfert became an integral part of the project’s working committees.
He directed and advised, not only in design and technical matters,
but also in the timing and oversight of the project’s ongoing
activities. For instance, elements such as basic design, real estate
analysis, and corporate and management structure had to be
completed before determining the cost estimates. Partner agencies
could not commit until cost estimates were known. Many
components of the project were such “chicken and egg” questions.
They required patience, understanding of individual needs,
specialized knowledge, and financial resources. Olfert’s personal
commitment to the project and his generosity of time and expertise
enabled the project to move forward with considerably more ease
and less financial strain than would have been the case otherwise.
Olfert’s participation in committee meetings and consultations with
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individual staff and directors, and his understanding of and respect
for the partnership’s consensus decision-making model, served to
build trust in the technical process and strengthen the confidence of
the project partners.

Role of Facilitators
It is important to develop clear, concise guiding principles and
values for collaboration, especially when proceeding with a project
as complex as establishing a new organization which will require a
solid working relationship well into the future. As Arsenault states,
“It makes it very easy to place the new venture in the context of the
mission statements of the partnering organizations and can form the
basis of assurance of the individual boards that this is, in fact, a
mission enhancing endeavor.” 34 Facilitators were used twice during
the project planning to assist with developing vision and values.

50

The services of two trained facilitators were donated by the City of
Saskatoon in January, 1997 during the follow-up meetings
immediately after the charette. During those meetings, interested
potential partners drafted a mission statement and principles of
equality and consensus. The facilitators were used again in two
November, 1997 meetings after partnership members had been
constant for over six months and after that group determined that
partnership agreements needed to be solidified in order to
better address very practical organizational and structural issues.
The facilitators provided the following discussion guides prior to the
November meetings and asked agency representatives to consult
with their respective colleagues prior to discussions.

Guiding Principles/Values
• What guides your actions?
• What does collaboration mean to you? How would you describe
it in terms of actions or behavior?
• Will the intentions of your collaboration be clear to those who
are here 10 years from now?
• What will your relationships with one another look like?

• In your absence, how would you tell someone what the principles
are that you believe should guide his or her actions?
• Think ahead 10 years to the people who are now making the
decisions for the proposed corporate entity. What values and
belief will help guide their decisions and actions?

Visioning
• What is the driving force for your organization to collaborate
with others in the community?
• Collectively, how can you make a difference?
• What difference can you make five or 10 years down the road?
• What basic social, political, and community needs or problems
did we successfully meet or solve?
• How did we recognize, anticipate, or respond to the needs of
our community?
• How did we respond to our key stakeholders?
• How are we known or seen by the community, staff, and
stakeholders?
• What made us distinct or unique among similar organizations?
Following two facilitated discussion sessions, small working
groups refined the suggestions and drafts for the “Vision
Statement” and “Guiding Principles” and tested them once again
with the large group of partner representatives before the final
adoption by the large group. (See Appendix 4.)

Agency Representation
Throughout planning, the partner agencies had various
representatives at the table. The executive directors coordinated the
representation from their respective agencies, with the exception of
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Tamara’s House. When that organization was part of the partnership,
it had no executive director and was represented by board members,
with one member coordinating. Although there were countless
planning meetings with various membership configurations
because of the many issues over time, the following were the
core working groups:

• Overall Planning Group with two or more representatives
of each partner
• By-laws Committee
• Communications/Public Relations
- later replaced by Fund Development Committee
- later replaced by Capital Campaign Team
• Finance Committee
• Building Construction.
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Membership in the working groups varied over two-and-a-half years
of planning and included 44 different people, accommodating many
necessary individual skills and collective competencies. The
executive directors were constant participants, with board and staff
members participating as appropriate or as available. Working group
members were selected for their individual knowledge and skills,
and often they participated only for a short period while focusing on
specific tasks or issues. For instance, the YWCA’s director of
housing took a leadership role in the Building Committee due to her
experience with construction and management of housing facilities.
Board members with legal expertise in corporate law participated
in the By-laws Committee. Board members with finance and
accounting expertise participated in the Finance Committee and
those with fundraising experience took leadership roles in the
Capital Campaign.
The changing and widely varied working group memberships had
both strengths and weaknesses. Busy professional board members

would have been unable to devote extensive time and energy to the
entire planning process. It provided for a high level of knowledge
and expertise on specific issues and enabled a broad range of
participants to develop significant commitments to the project.
However, it made coordination and communication challenging.
“Who’s doing what?” was a constant concern. “The more people
involved, the greater the number of communication bonds; the
greater the intensity; and the greater the difficulty of learning about
each other, balancing power, having time to speak, scheduling
meetings, sending our meeting summaries, creating ownership,
being productive, and so on.” 35 Meeting times were partially
devoted to providing background material to participants and
updating them on activities before addressing agenda items. Anne
Campbell largely provided the coordination, assisted at times by the
Muttart Fellow and by other executive directors.

Professional Consultants
Despite the expertise of contributing board members, planning
required professional consultation for the following:
• AODBT Architects for the Phase 2 technical study
• The Wolfe Group of Companies for the marketing study of
possible housing development.
• Ernst and Young for corporate tax planning. Ernst and Young was
engaged at two different times—first, to plan the proposed
condominium development and second, to plan the nonprofit
corporation structure without the development.
• Barbara Klassen, principal of Klassen and Associates, for the
business plan and financial projections. Ernst and Young
reviewed and approved financial projections and later issued them
as Ernst and Young documents because of possible conflict of
interest concerns, as Klassen is a YWCA board member. Klassen
provided her professional services pro-bono.
• Pamela J. Haidenger-Bains, Q.C., for legal advice. HaidengerBains was first selected for her expertise in condominium law.
She and her partners later provided legal services for by-law
development, partnership agreements, and incorporation.

53

They donated a portion of their professional fees to the
project pro-bono.
• TAP Communications for fundraising campaign print materials
and campaign planning advice.
Arsenault provides clear direction on the hiring outside experts.36
She suggests that experience in working with alliances is of primary
importance, as is the professionals’ ability to recognize that the
decisions belong to the partnership. She cautions that clear estimates
of time, tasks, and costs are required and that caution is needed when
hiring legal advise from a lawyer who already represents one or
more of the partners. The Village partnership heeded all of
Arsenault’s advice. All the professional consultants were chosen
because of their expressed interest in the project and for their
previous experience working with nonprofit organizations.
Decisions remained with the partnership as evidenced by the
decision not to proceed with the capital campaign plan initially
proposed by TAP Communications. Where appropriate, clear cost
estimates were obtained. Finally, as Pamela Haidenger-Bains is the
lawyer of record for the YWCA, as well as the recognized local legal
authority on condominium development, discussion took place with
her about conflict of interest issues.
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Organization, Roles and
Responsibilities, and
Communication
The organizational structure adopted during the planning process
was “flat,” or non-hierarchical, and group-centred. No one person
or organization was a singular authority. However, Anne Campbell
accepted a great deal of responsibility for keeping the planning
process alive and on track. Campbell, assisted by the Muttart Fellow
and the YWCA staff, compiled agendas, sent out meeting notices
and preparation materials, prepared and circulated meeting minutes,
etc. She made sure that tasks were completed, from big decisions to
routine clerical and maintenance responsibilities. Her office was the
centre of information exchange outside of group meetings. The other
executive directors helped Campbell and distributed essential
information to their agency representatives and boards of directors.

After the Village board of directors began meeting, the board
president took responsibility for some of their functions.
Chairing meetings was shared among partner organizations, usually
by an executive director, depending on such factors as the
composition of the group on a particular day, a specific area of
interest or level of involvement, or the participants’ energy level.
Likewise, minute taking was shared as deemed appropriate for
each meeting.
“The key, say those who have successfully managed change, is open
communications.” Communication was open and frequent, formal
and informal.

Decision-Making and Trust
All decisions were consensual, as was determined early in
the facilitated meetings during the initial study. A “culture of
collaboration” was established in which partner agencies agreed that
they live with an agreed-upon solution, even though it may not
be their most preferred solution.38 Wide consultation and information
sharing took place if a decision was required between meetings.
Because of the nature of work done by the partner agencies, similar
organizational cultures, and their history of working together before
the project, a high level of sharing and comfort existed within the
working groups. Among the staff representatives, there was a new
context for existing relationships and an attitude of welcoming and
sharing with new board representatives. They possessed the skills
necessary for consensual decision-making, particularly sensitivity
and an ability to encourage active participation at all meetings.
Many guides to collaborative business endeavors provide a great
deal of information on handling difficult people and difficult
conversations. These are skills that leaders of social service agencies
have honed for years and know intuitively. These skills were key to
the project’s success.
Bergquist, Betwee, and Meuel point out that “covenants not
contracts lie at the heart of successful partnerships.” They describe
the three components of covenants as information sharing, goal
clarification, and collaborative models for problem solving.39
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Although trust levels were high from the beginning of the project
because of community experience, trust continued to develop
throughout planning because of:
• the length of time the process took
• the high level of knowledge each organization had about the other
partners because of their history of working together, particularly
United Way’s intimate knowledge of the other partners
• clear and early disclosure of each organization’s individual
self-interest
• clear and early determination of guiding principles, particularly
the principles articulating collaboration, partnership, and
responsible participation
• leadership skills, particularly sensitivity to individual feelings
and capacities
• willingness to compromise and to be flexible.
The willingness to compromise and to be flexible was demonstrated
by each organization during the process, and examples abound.
Throughout the process, new options were invented to break
logjams. Two examples are significant.
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The first major compromise was made after realizing that the
housing component could not proceed. Partner organizations viewed
the housing component as a valuable asset for the community and as
the most desirable way to raise capital for the office building. None
wanted to embark on a time- consuming and difficult capital
campaign. Nevertheless, after two months of rest and respite after
the disappointment, the partners’ flexibility and commitment was
demonstrated by their decision to continue.
Another example of major compromise occurred during the design
phase when Crisis Intervention Services clearly stated ground floor
space with outside access and parking immediately adjacent to the
door was necessary. Since the Family Service Bureau and the United
Way had also requested ground floor space and all three agencies
could not be accommodated within the new structure, the YWCA
agreed to move its ground floor administration offices from their
building to the second floor of the newly constructed building.

This increased building costs and necessitated further creative
planning of legal agreements. Accommodations were made in order
to ensure that all were satisfied.
When disagreements arose within the group, every effort was made
to discuss them openly. The most significant example of dissension
and tension concerned partnership with Tamara’s House. Although
Tamara’s House operates a drop-in and program centre, the
organization was founded with the primary goal of establishing a
safe residential refuge where women can experience quiet normality
as they heal from childhood sexual abuse. Tamara’s House’s
motivations to belong to the Village partnership were an interest in
the housing component and a desire to strengthen associations with
related community agencies. When the housing component was no
longer possible, Tamara’s House was not as strongly vested in the
Village vision as the other partners were. Without core funding and
with the primary goal of establishing a residence, the organization
did nothing to strengthen the partnership. Community consultations
with potential funders and with government representatives raised
the issue of the viability of the partnership with Tamara’s House.
Representatives of the other partner agencies met with
representatives of the Tamara’s House board of directors. That
organization’s commitment to their primary goal of establishing a
residence was clearly articulated, as was the difficulty their lack of
core funding posed to the partnership. This frank but amicable
discussion led to the decision of Tamara’s House to leave
the partnership.
Recognizing that the nature of the relationship among the partner
agencies will necessarily change when the building is completed,
when an independent board of directors of the Village becomes
responsible for decision-making, and when tenant agencies are
added to the mix, it was necessary to address the process of future
dispute resolution. McLaughlin’s guide for when to consult was
used as a basis for discussion.40 As a result, Article Three, Section
3.7, of the “Unanimous Members Agreement” states when and in
which instances members shall advise the Village board of directors.
Article Four of the “Unanimous Member Agreement” outlines the
process for alternative dispute resolution. The “Tenant Lease
Agreement” also will contain dispute resolution provisions.
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As the partnership developed, principles emerged as a framework
for building a new human service culture. These principles,
developed over time and embodied in behavior, are an alternative to
conflict resolution procedures:
• Understand the vision and the sense of the greater good.
• Link the history of the partners to the spirit of the vision.
• Understand the value of the strength in the diversity of skill
and knowledge within the partner agencies.
• Observe that the partners’ skills and knowledge
are complementary.
• Honor the value of collective vision and responsibility.
• Trust the partners’ skill and knowledge.
• View problems and issues as challenges.
• Agree to risk bringing issues to the table.
• Practise excellent communication with respect, listening,
and reflection.
• Accept the Villagers’ responsibility for being self-directed—an
attitude of shared ownership and shared responsibility.
• Create an environment that supports healthy individual growth
and development.
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Personal Relationships
The partnership recognizes that personal relationships were very
important to the project’s success. Certainly, during the long
planning process, friendships grew and strengthened among all
those involved. There is joy and satisfaction in creating with other
people something which one could not create on one’s own and
which will have a significant community impact. There is
excitement in bringing together people from differing backgrounds
and disciplines with differing competencies to face challenges and
overcome obstacles.

The executive directors all knew one another to some extent at the
beginning. The similarities in their leadership styles, previous
positive joint work experiences, and commitment to the guiding
principles were important to sustaining progress. The trust level
among the directors grew over the course of the planning as
demonstrated by the evolution of program planning within the
Village. The benefits envisioned at the beginning included the
advantages of joint programs but did no more than focus on
generalized advantages for program delivery. In the beginning,
concerns were voiced about possible loss of agency identity,
particularly loss of identity to the YWCA, as it is the largest
organization with high visibility. As time passed and advantages and
opportunities of joint programming became more obvious, the
directors had many discussions that resulted in creative possibilities
and intentions. These discussions were solidified when the specific
challenge by The Muttart Foundation to do more resulted in the
“Memorandum of Understanding.” The memorandum outlines a
joint program development process and timetable. Most notably, the
agencies agreed in the memorandum that any future program
development or expansion by any agency must be done in
consultation with the other partners. Coincidentally, when a senior
management position was vacated at the YWCA, hiring was done in
consultation with the partner agencies with a focus on skills to
initiate inter-agency services.
The importance of executive director compatibility is demonstrated
by the experience of the Unison Place, Kingston, Ontario. The
building is co-owned by three resident agencies and houses three
other tenant agencies. One of the original executive directors did not
subscribe to collaborative ways of working. Program synergy and
cost sharing arrangements did not develop for two years until his
departure, but since then have progressed rapidly with very
positive results.
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Chapter 7
Financial Planning
and Governance

Financial
Planning and
Governance
A strong financial and business plan is critical to the project’s
success. It is necessary for potential major donors and to secure
mortgage financing. The financial planning process is not, however,
straightforward. One task does not necessarily follow the next, and
all are interrelated. Critical factors, which affect partnership
composition—such as occupancy costs and financial risk—are
determined by design and financing. Design depends on partnership
composition. Financing is determined by construction costs,
fundraising outcomes, and partnership stability. It is all “chicken and
egg” questions: what to do first and how much to do in order to
proceed with the next task. The lack of substantial working capital
complicated the tasks. The project could not have proceeded without
professional pro-bono work from a financial management
consultant, the architect, and lawyers.
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The Condominium Phase
Planning of the project’s finances really began when the vision was
formed and work of the initial Phase 1 study done. Arising from
initial planning was the goal to finance the project with profits from
the sale of condominium housing units. Phase 2, the feasibility
study, focused on identifying program components and related space
requirements, preparation of initial design, cost estimates, and
revenue projections. At this point the composition of the partnership
was not solidified, and approaches were still being made to and

received from a variety of nonprofit and business organizations.
To begin, the project architect, Charles Olfert, and his staff met with
each potential partner agency in May-June, 1997 to determine its
specific needs for the design concept necessary for financial
projections. Following preliminary meetings with those
organizations that had expressed interest at this point, Olfert
prepared preliminary site drawings, estimates of construction costs,
and financing options. On the basis of these estimates the housing
component was deemed key to financing the office space. The
housing component was, therefore, designated to be constructed
first, and the city was requested to set aside the necessary land which
bordered on the YWCA property and was being used as a parking lot
for the police service.
The first volunteer committees were formed in July, 1997 with
representatives from interested organizations to work on finance,
building, and governance models. All the committees began their
inter-related work with the condominium project as a basis for
planning. Integral to finance and building plans was the
determination of the ownership model and related operating
structure. Complicating factors in determination of the model were:

• the Planned Unit Development Agreement (PUD Agreement)
which provides for YWCA control, or effective ownership, over
the land on which the Village is to be built
• the desire to maintain the YWCA’s property tax-exempt status on
the Village land
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• the need to compensate the YWCA for the value of the land
• proposed construction utilizing the YWCA’s
infrastructure which was originally built for expansion

existing

• the difficulty which physical integration poses for separate
legal title
• the YWCA’s need to maintain control of its assets, particularly
during project construction
• the necessity of the YWCA to limit legal liability should the
project fail.

• the partnership’s guiding principles which value equality
• the impossibility of determining circumstances far into the future,
but the requirement to create a legal structure to deal with
future circumstances (i.e., generation of revenue after mortgage
financing is paid; failure of a partner agency)
• possible tax implications due to profit realized from the sale of the
condominium units.

Pamela Haidenger-Bains, acting as the YWCA lawyer, outlined a
proposed legal structure for the development of both the residential
condominium units and the shared facilities office structure in
opinions dated August, 1997 and October, 1997. She proposed
incorporation of a new nonprofit company as the most effective and
the most common way to limit liability for the YWCA and for
partner agencies. She also proposed that the entire project be formed
as a condominium plan with separate units composed of the existing
YWCA building, the housing units, the office structure, and the
parking area. Under this plan, the YWCA could retain ownership of
its building, and the new company could own the other
condominium components. She further proposed that the YWCA
have controlling interest in the new company in order to protect its
assets. Her opinions provided a framework from which to work, but
created some difficulty for the potential partners as the opinions
were framed from the perspective of YWCA control and ownership
of the entire project. After facilitated discussion and further
consultation to clarify the YWCA’s partnership intentions and to
revisit and renew the nature and spirit of the partnership, the
collective vision was again defined and the respective positions of
the YWCA and the other potential partners were understood and
accepted. It was largely these legal opinions, together with the
architect’s estimated construction costs and financing options, on
which interested organizations based their decision to commit to
ongoing involvement in the Village project. The partnership
stabilized after these developments.
In September, three local developers were invited to submit
proposals outlining their services and costs to develop and market
the condominium units. One developer, Wolfe Group of Companies,
responded with enthusiasm, and partners agreed to engage that
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company to conduct a viability/marketing study to determine the
target group for condominium sales, price range, and marketing
strategies. Working in consultation with the architect, Wolfe Group
determined that market conditions were favorable for initial
development of 31 multi-family, low-rise condominium units in the
$100,000 to $130,000 price range and that the potential for profit
from the project was $163,000, if the land could be purchased for
one half of the fair market value (estimated to be approximately
$355,000). The study indicated that high rise, higher density
development was too risky.
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Efforts next were concentrated on educating City Council and
administration on the value of the project and on attempting to lower
the purchase price from the $500,000 originally estimated by the
City Land Manager. City Councillors were invited to a presentation
about the project. After the presentation, a letter to Council
requested that the land be purchased for $1 with the expectation that
Council would consider fair market value and perhaps a grant to
cover some portion of the cost. When considering this request,
Council relied on a report from the General Manager, Planning and
Building Department, which stated that the land was purchased by
the City for $830,000. It generates $68,700 per year as a parking lot
for the police service and is capable of being developed for highdensity use of 175 dwelling units. He recommended that if the land
were sold for less than market value that the project have a minimum
of 106 dwelling units. City Council decided to offer to sell the land
for the project with the selling price to be determined after an
independent appraisal. Council also recommended exploring other
options by which the City could help facilitate the project.
Independent appraisal set the land value at $800,000. That appraisal
effectively killed the idea of financing the Village office structure
through condominium development, and other options for City
support were pursued.
Coinciding with the process of dialogue with the City, the
partnership sought further opinions from lawyers and accountants
about the condominium development’s tax implications. Tax experts
were unable to see any way to circumvent taxes on the profits from
the sale of the housing units, given that the purpose of the
development was to make profit. The independent company formed
by the partnership to develop the condominiums and the office
structure would be considered to be carrying on a trade or business

in competition with taxable entities carrying on the same business.
It would be difficult to differentiate the business of the independent
company from that of other property development businesses.
Assuming that the company was incorporated and divided the
maximum amount of earnings among the charitable partner
agencies, the net tax rate applicable to the company would likely
have been 13.2 per cent, leaving 86.2 per cent of profits available for
development purposes by the charitable partners. (Ernst and Young
opinion letter dated January 22, 1998.)
The possibility of structuring the independent company as a business
trust also was explored. The trust would have the advantages of
being tax-exempt if all its income were distributed to beneficiaries,
and the trustee would have the discretion to allocate income to
beneficiaries in the most advantageous manner. The trust was
deemed to be unworkable, however, because a trust must realize
capital gains on its assets every 21 years and the trustees will have
personal liability for the actions of the trust unless a corporate
trustee is used. The independent company would hold illiquid assets
appreciating in value that would be subject to tax in the 21st year of
the trust. (Ernst & Young letter of January 22, 1998)
Regardless of the land value, the tax issues may have halted the
condominium development plans.

Ownership, Management and
Governance Issues
Determining the ownership, management, and governance structure
of the Village entity was necessary as a basis for formulating
financial projections. Ownership determines the uses of any
potential profit, risk, and liability issues; management and control of
the entity; and the public identification of it. There are many issues
related to risk and liability that must be considered in the
ownership/management structure. Key issues include: managing
occupancy, vacancy, capital costs, operating costs. All these issues
directly relate to the ownership being able to meet its financial
obligations. Some questions for consideration include:
• What if a tenant organization (founding partner or renting agency)
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in the building were unable to meet its financial obligations due to
funding cuts? Who will decide when a tenant should be removed
due to inability to meet rental obligations?
• Who will pick up the shortfall if a tenant is unable to meet a
monthly commitment? How will a contingency fund be formed?
• What if the project is unable to draw full occupancy due to low
occupancy costs available elsewhere in the city? Who will bear
the financial risk?
• Who will make decisions regarding tenancy and cost per square
foot? Will all tenants contribute equally to occupancy costs? If
not, how many rate structures will there be?
• What happens when a founding partner agency decides to leave?
The outcome is different depending on the ownership model.
• At what point does the project not become viable from the
partners’ perspective? What is the maximum cost per square foot
partners are willing to contribute to the project? What is the
maximum mortgage the partnership is willing to assume and,
consequently, what are the minimum capital donations required to
make the project viable?
• If the project proceeds, and the partners were unable to meet their
financial obligations to the mortgage holder, whom would the
mortgage holder turn to for security and asset protection? Are all
partners equally at risk on a foreclosure or would some be more
adversely affected than others?
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• What are the key decisions associated with building and operating
management?
• Who will preserve the assets and what management values and/or
operating principles will be used? Who will set limits on the types
of activities that take place in the facility? Do all partner agencies
want responsibility of management? What time commitments are
associated with management?
These questions were addressed in part by the visioning process and
the resultant guiding principles in which the partners determined that
they would strive for equality whenever possible. As outlined in the
previous section, legal opinions were sought about liability and

ownership issues. As well as opinions from the YWCA lawyer, other
partner agencies relied on the resources of their boards of directors
to seek independent legal opinions. All agreed on the advisability of
incorporating a separate, nonprofit entity to develop, own, and
manage the office building. All agreed that the YWCA would have
to retain ownership and control of its existing building because of
existing CMHC mortgage debt and property tax exemption.
Crafting the structure of the separate, nonprofit entity was a multifaceted process.
Following the facilitated discussions conducted after the initial legal
opinion about structure, a working committee on management and
governance drafted a letter of understanding, which formed the basis
for further discussion among partner agencies. They agreed that:
• Two representatives from each agency will sit on the new entity’s
board of directors with executive directors sitting as ex officio
board members.
• All partners will share incorporation costs and benefit from any
positive cash flow of the operation.
• In considering any benefits to be distributed, such factors as
contributions to the establishment and ongoing operation of the
Village and the amount of space occupied in the Village should be
taken into account.
• Issues concerning interest, control, and vision should be
revisited two years after construction and every five
years thereafter.
Questions that were posed,
working committee, were:

but

not

answered

by

the

• Who can join the entity and what investment is needed to do so?
• How would membership be terminated, both voluntarily and
involuntarily?
• Should the YWCA maintain controlling interest in the entity in
order to protect its assets and address liability issues, and, if so, by
what means?
• How will the equity that the YWCA contributes (the land)
be valued?
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Further opinions were sought from Ernst and Young. Ernst and
Young explored appropriate structure for the Village entity, effect on
member agencies, use of future funds, exit strategy, and the issue of
land use transfer by the YWCA.
The options explored for appropriate structure included a
business trust, legal partnership or joint venture, charitable
foundation, charitable corporation, nonprofit corporation, and
taxable corporation.
• Business Trust: This option was rejected because of the tax
liability that could result in the 21st year of the trust.
• Legal Partnership or Joint Venture: A legal partnership or joint
venture would pose undue risk for two reasons. First, the agencies
would share liability with one another. Second, the member
agencies could be seen as carrying on an unrelated business
through the partnership and, therefore, jeopardize their individual
charitable status.
• Charitable Foundation: A charitable foundation must operate
exclusively for charitable purposes and may not incur debt except
for those incurred in connection with the purchase and sale of
investments, for current operating expenses, or in the course of
administering charitable activities. It is unclear if a mortgage
incurred to build its own building would fit into any of the
exceptions.
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• Charitable Corporation: What constitutes charitable activities is
based on statute and case law. Charitable activities are broadly
defined by Revenue Canada as being relief of poverty,
advancement of education, advancement of religion, and other
purposes of general benefit to the community that are of a
charitable nature.
• Nonprofit Corporation: The Income Tax Act [149(1)(1)] outlines
the criteria for tax-exempt corporations. They are organized
exclusively for social welfare, civic improvements, or any other
purpose except profit and operate exclusively for the same
purpose for which they were organized in each year that it seeks
tax exemption. They are not charities in the Minister’s opinion.
They are not operated for profit at any time, and income is not
payable or otherwise available for the benefit of any member or
shareholder at any time.

• Taxable Corporation: If a corporation does not operate according
to the nonprofit criteria and loses its tax-exempt status, it would
likely be deemed to be a “specified investment business” and be
taxed accordingly.
On the basis of Ernst and Young’s opinion and further legal
consultation it was decided that:
• The Saskatoon Community Service Village would be incorporated
as a nonprofit and would apply for charitable status. If charitable
status were not granted, however, the organization’s aims still
could be met.
• The Village would operate on a break-even basis.
• Tenancy would be restricted to nonprofit organizations and likeminded government organizations. The Village could not be
perceived to be carrying on a business competing with other
taxable entities, but fulfilling its mission of sharing resources to
provide community services.
• There would be no equity associated with membership in the
Village corporation. Founding partner agencies and tenant
agencies would benefit in the same ways.
• Any excess of funds in the future or any assets upon liquidation
would be donated to a charitable foundation, The Saskatoon
Foundation. Members of nonprofit or charitable organizations
cannot receive proceeds as a result of membership.
69

Construction and Building
Operation Issues
Barbara Klassen, a financial management consultant and member of
the YWCA board of directors, became involved in the planning. She
reviewed all of the partnership’s previous work and determined core
questions, apart from the ownership and governance issues, that
each stakeholder (partner agency, financial institution, donor,
government funder) would want answered:

• What are the sources and uses of funds?
• What information supports the ability to pay mortgage
(financial viability)?
• What information offers solutions for business risks?
What are these risks and how will they be mitigated?

In order to answer the questions related to sources and uses of funds
and financial viability, partners needed to determine:
• What will building cost?
• What percentage of costs are banks willing to mortgage?
• What are partner agencies currently paying annually in their
current facilities for:
- utilities (heat, water, electricity)
- rent/lease or mortgage payments
- property taxes (if not included in rent/lease)
- parking
- repairs and maintenance
- security
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- janitorial
• What can agencies afford to pay without changing their current
financial situations?
• What size of mortgage would be required to achieve space
affordable to the agencies?
• What individual equipment and furniture needs do the agencies
have? What is the current lease payments or purchase price?
What equipment can be shared and what is best owned and
maintained independently? How will joint assets be funded?
• What will it cost to operate and maintain the building? What will
tenants pay for jointly and independently?

• Are all partners financially secure or do some have long-term
funding issues? Will they be able to commit to payments required
for project success?
• What is the project’s ability to replace tenants and keep the
building 100 per cent occupied?
In order to answer these questions, the following information
was collected:
• The architect’s best estimate of building costs (preliminary
estimate of $2 million)
• The commercial mortgage rate anticipated by bankers involved in
the volunteer finance working committee (8 per cent)
• Current agency occupancy costs, including the expenses outlined
above ($147,800)
• Financial statements from each partner agency, including
statements of reserves
• Analysis of available rental space in downtown core (average per
square foot cost of $14, or $266,123, if adequate space was rented
at market value)
• Estimates of maintenance/operating costs on buildings of
approximately the same size and of another similar co-location
project, the Richmond Caring Centre.
It was determined that the partner agencies do not have sufficient
financial resources or reserves to sustain occupancy costs in excess
of $12 to $13 per square foot. The financial plan would have to be
structured to bring occupancy and operating costs into this range,
including common area maintenance costs. Further, some partner
agencies have insufficient reserves to finance their own tenant
improvements. Tenant improvements also would entail member
equity in the building, thereby complicating the tax and legal issues
of incorporation. Therefore, the financial plan must also include
leasehold improvements such as painting, window coverings,
carpeting, signage, etc. Also essential to the financial plan was
payment to the YWCA in some form for the land value, adequate
capital reserves, furniture and equipment requirements, and start-up
professional fees.

71

Barbara Klassen crafted the three-year financial projections that
were reviewed by Ernst and Young and issued by the accounting
firm. (See Appendix 3.) The financial projections calculate
occupancy costs to the agencies at below market rate and within the
parameters of what the agencies stated they could afford, while
indicating that the Village can operate on a 100 per cent cost
recovery basis.

Elements of the projections included:
Revenue Assumptions:
1. Occupancy fees equal the amount of the annual mortgage
payments (principal and interest) and are paid by the tenant
agencies on a square foot basis.
2. Common area maintenance (CAM) fees are determined at the end
of each month and equal the remaining expenses associated with
owning, operating, and maintaining a building.
3. In order to maintain nonprofit status, net revenue represents less
than 20 per cent of the total revenue. Net revenue is equal to the
annual principal payment on the mortgage.

Expense Assumptions:
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1. Cost is estimated as accurately as possible for all building
operation and maintenance expenses based on experience of other
buildings of similar size and function.
2. Expenses of financial management (audit, insurance, banking,
accounting) and legal fees are included.
3. Facility management and reception services are included.

Asset Assumptions:
1. All building costs, including architect fees, consultant fees and
construction management fees, are included.
2. All tenant improvements are included for both common areas
and tenant areas.
3. Amortization on building and capital assets is included (furniture
and start up costs at 8 per cent, building at 2 per cent).

Financing Assumptions:
1. Occupancy (rental) costs are due on the first of each month.
2. CAM (common area maintenance) costs are billed as receivable
within 30 days. All are payable except amortization and reception
services.
3. Mortgage is amortized over 25 years, presuming an 8 per cent
interest rate.
4. Capital reserve is established.
5. In return for the land lease, the YWCA will be given $250,000 of
the $2 million raised through mortgage financing and capital
donations. The YWCA also will receive common space in the
Village at no cost.
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Securing Financing
The financial projections were updated several times as a third floor
was added and design and construction details finalized. The
following documents were submitted to major financial institutions
with an invitation to partner in the Village venture:
• updated financial projections and related assumptions
• conceptual site plan
• each agency’s profile and audited financial statements
• information on the management model
• incorporation documents and by-laws
• capital campaign literature.

Four financial institutions responded to the invitation. The Royal
Bank offered the most favorable terms. After the Royal Bank’s offer
was accepted, the bank’s account manager became an advocate and
valuable resource for the project. She became familiar with the
partner agencies’ activities, followed the capital campaign’s
progress, worked closely with legal counsel, and helped solve
problems whenever possible (including strategies for financing
tenant improvements for the third floor—expenses which were not
in the original financial plans).
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Chapter 8
Legal Agreements

Legal
Agreements
The project’s governance options, legal agreements, and financial
planning are inextricably linked. Arsenault states that in a very real
sense, the most important decision is that of the legal structure.
Great care must be taken to build a thorough understanding of the
implications of the available options.41

Role of Phase 1 Feasibility Study
In many ways, the foundation of the legal arrangements among the
partner agencies was laid during the Phase 1 study. The study’s
recommended structure for the co-located facility included
the following:
• A separate nonprofit organization would own and operate
the facility.
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• Most positions on the board of directors of the nonprofit
organization would include all stakeholders that agree, in some
fashion, to bear the risks and benefits of ownership.
• The facility would be located adjacent to the YWCA.
• Co-located organizations would share capital equipment, space,
and program elements.
Community consultations during the initial study raised issues about
legal agreements, including the maintenance and autonomy
of participating organizations, control and leadership, the decisionmaking process, conflict resolution, and management of risk
and exposure.

Role of Phase 2 Technical Study
In order to proceed with the Phase 2 technical study, basic design
work was required. In order to proceed with basic design, however,
some management and governance issues needed to be addressed.
For instance, the design of mechanical systems would be influenced
by whether each organization would pay its own utility costs.
The amount of sharing and the form of property management
would influence design of common space. Sharing and property
management would depend on the management and ownership
structure that requires legal agreements. Further, the technical study
included the vision of condominium housing development and the
use of profits from the development to construct the office structure.
Determination of the legal structure was necessary for this phase of
the planning.
On behalf of the developing partnership, the YWCA sought the first
opinion about legal structure in August, 1997. As outlined in the
description of financial planning, complicating factors in
determining the legal structure were:
• A Planned Unit Development Agreement (PUD Agreement)
between the City of Saskatoon and the YWCA states that the land
must be occupied by and used exclusively for the purposes of the
YWCA until the year 2004.
• The desire existed to maintain the YWCA’s property tax exempt
status on the land for the office structure.
76

• Proposed use of the YWCA’s existing infrastructure and physical
integration poses difficulties for separate legal title.
• The YWCA needs to maintain control of its existing assets.
• The YWCA needs to limit liability in case the project fails.
• The project’s guiding principles value equality.
• It is impossible to far into the future, but a legal structure must be
developed to deal with future circumstances.
• If profit is realized, possible tax implications occur.

After plans for the housing component were abandoned, legal
planning continued in early 1999 with the following elements that
had been agreed upon by all parties during Phase 2:
• A nonprofit corporation governed by an independent board of
directors would operate the office structure.
• The YWCA would retain land ownership according to the PUD
Agreement and would be compensated in some form for the use
of the land.
• The YWCA would require some form of control over its assets,
which would be placed at risk during the office’s construction and
initial operations.
A working committee on by-laws and incorporation, including two
agency representatives who are lawyers, and legal counsel retained
initially by the YWCA and later by the partnership, worked on
agreements. Seven separate agreements were deemed necessary.
(See Appendix 5.)

1. Bare Land Condominium Concept
It was necessary to craft a vehicle for the YWCA to transfer use of
the land to the Community Service Village. The City originally
agreed to a land lease arrangement under the mistaken assumption
that the YWCA would own the new building and that the
Community Service Village would lease both the building and the
land. The YWCA was not interested, however, in undertaking
construction and ownership of the building on its own and then
leasing it back to the Village for a number of reasons, notably
financial and liability risks and the spirit of the Village partnership.
A land lease would have required subdivision approval under the
Urban Municipality Act, and the requirements for approval require
adequate access and parking for the subdivision. The City would not
approve a clear subdivision since the new building would not have
adequate parking on its own land, and the possibility would exist
that the new building, or the YWCA building, could be sold in the
future and parking access denied to the Village. A land lease with
irrevocable parking rights and easements was considered. However,
such an arrangement would have in effect granted the Village rights
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to land for which the YWCA should be further financially
compensated.
Legal counsel suggested and negotiated with the City and the Chief
Surveyor that a “bare land” condominium agreement be approved
and registered. In the agreement the YWCA building, surrounding
green space, and parking area forms Unit #1 with ownership by the
YWCA, and the bare land for the footprint of the Village space and
adjacent green space forms Unit #2 with ownership by the
Community Service Village. The YWCA, therefore, will retain
ownership of the parking space. The City will approve future use of
the space by way of development permits.

2. Easement Documents
Reciprocal easement documents, party wall agreements, and parking
agreements are required to allow the owners of Unit #1 and Unit #2
access to shared portions of the buildings, any shared mechanical
systems, and to allow Unit #2 use of parking space.

3. Amendments to the Planned Unit Development Agreement
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When the YWCA obtained its land from the City of Saskatoon in
1984, a Planned Unit Development Agreement was signed. This
agreement states that the YWCA cannot part with ownership of the
land for 20 years from the date of signing (until 2004). The
agreement also states that the land must by occupied by and used
exclusively by the YWCA. The City agreed to amend this agreement
when it agreed to the Village concept.

4. Articles of Incorporation
Incorporation gives an organization legal status. An incorporated
organization is recognized as having the status of a legal person,
possessing rights and responsibilities. The following are advantages
of incorporation:
• As an incorporated organization, the Village can enter into
contracts, open bank accounts, etc.

• Members of the organization are not personally liable for the
corporation’s debts and obligations.
• Continuity of the organization is assured while the membership
changes.
• The organization can own property in its name regardless of
membership changes.
• The organization can bring a legal action in its own name (an
action in rem).
The articles of incorporation identify the unique characteristics of
the corporation. They state:
• the name of the corporation
• objectives of the corporation
• number of directors
• classes of membership.

5. By-laws
By-laws are the rules and regulations that govern the activities of the
organization. They clarify the conduct of the corporation.

6. Unanimous Members Agreement
The “Unanimous Members Agreement” acts as a mechanism to
restrict the rights of the directors and is required in the Village
corporation for three reasons:
• It serves to protect the YWCA’s assets. Any action which is
defined or deemed to be “materially detrimental” to the YWCA
shall require approval of the majority of members of the board of
directors, including at least one of the two members nominated by
the YWCA. The agreement outlines some specific actions that
would be defined as materially detrimental, but because the future
is unpredictable, the agreement states that other actions which
affect the YWCA’s goodwill, reputation, or property may
be considered.
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• It outlines instances in which the member organizations are
required to disclose information to the Village board of directors.
They include instances that would affect an organization’s legal
and financial viability, or community identification.
• It outlines alternative dispute resolution mechanisms agreed to by
all member organizations.

7. Tenants’ Agreement(s)
This is a standard lease outlining agreements governing the rental of
specific space within the Village. Tenant Agreements will be
finalized upon leasing of completed space. Agreements also will be
required regarding allocation and maintenance of the parking space.
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Chapter 9
Fundraising

Fundraising
Following the conclusion that financing of the Village from
proceeds of condominium housing development was impossible, the
partnership evaluated the feasibility of proceeding with a capital
campaign. The three major considerations in the decision to
proceed were:

1. The possibility of a major grant from the City in lieu of the
previously requested donation of land for the housing
development was discussed. Given both the support expressed for
the project during initial discussions with City Council, and the
Council Executive Committee decision on February 18, 1998, to
request the YWCA “to provide further information with respect to
what is needed to facilitate the administrative office for the groups
involved, including a feasibility study as to the cost and the
funding required,” partners it worthwhile to pursue a grant from
the City. It was identified as the initial and key task
of a campaign.
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2. The effects of a capital campaign on the ongoing fundraising of
the partner agencies and the capacity of the partnership to mount
a campaign were assessed to each partner agency individually.
Despite the chronic difficulties of fundraising for small
organizations and the obvious implications for the United Way,
the need to secure permanent and affordable accommodation,
enhance the YWCA building, and embark on collaborative
programming remained high. Each agency realized that the
chances of success were greater together, especially given their
individual limitations of time and expertise.

3. Other current major fundraising campaigns in
assessed. Major capital campaigns infrequent
A successful $15 million campaign to build a
addition was just concluding, and no others were
knowledge of the partnership.

the city were
in Saskatoon.
nursing home
planned to the

Initial Campaign Planning
A working committee on fund development embarked on initial
campaign planning with consideration of the following key
components:
1. Funding Needs: The financial projections described in detail the
funding requirements for the Village.
2. Case Statement: The following key points were to be made clear
to all potential funders:
• Large numbers and diverse socioeconomic groups will benefit
from the Village.
• The partner organizations have history and stability in
the community.
• The organizations have high quality, high impact programs
and services.
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• The partner organizations need to define their futures and
operate as efficient, social purpose businesses.
• Careful planning and feasibility studies have taken place, and
the project is responds to clearly perceived needs.

3. Identification of Potential Donors: Potential donors were
initially identified as follows:
A. Major Potential Donors:
- City of Saskatoon
- Saskatoon Foundation
- Kinsmen Club of Saskatoon
- Saskatchewan Indian Gaming Authority
- Province of Saskatchewan
- Alberta Anonymous Donor
- Canada Millennium Fund
Other corporate, private, or family foundations which contribute to
social service charities in Saskatchewan and which support capital
campaigns.
Discussions had taken place with the first five of the major potential
donors listed during the course of the Phase 1 and 2 studies. Partners
felt that a good base for support had been established.
B. Corporate Donors:
- Companies that have contributed to partner agencies in the past
- Companies represented on our Boards of Directors
- Companies with which partner agencies hold contracts
- Companies with staff, volunteer or client contacts
- Companies appealing to agency interests in their advertising
C. Board Members of Partner Agencies.
D. Traditional Supporters and Contributors to Partner Agencies.
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4. Fundraising Methods, Organization and Leadership: The working
committee discussed a cost-efficient and results-oriented
campaign organization, one that would respect the guiding
principles of the partnership. They considered:
• The need for professional fundraising staff or professional
consultation. The need for professional fundraising expertise was
recognized and the cost of engaging a professional explored.
Given the cost, the lack of discretionary financial resources of the
partner agencies, the strength of the pre-campaign work, and the
size and commitment of the partnership, it was decided that a full
time professional would not be engaged.
• Development of a campaign team. It was agreed that each partner
agency would participate to the full extent of their individual
capability in the campaign. It was recognized that the capabilities
differed greatly due to staffing resources, previous fundraising
experience, composition of boards of directors, and technical
support capabilities. A campaign team was formed with deputy
chairs representing each partner agency. The deputy chairs’ job
description was as follows:
- Mobilize resources from their respective agencies.
- Take leadership roles in solicitation requests.
- Share the responsibility of the overall capital campaign with the
agencies involved in the Community Service Village.
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- Develop and implement strategies to ensure an effective fund
raising canvass of the community.
- Recruit volunteers and provide leadership to the volunteers
- Community presentations and financial requests will be a
necessary component of this position.
It was further agreed that the executive directors and the Muttart
Fellow would coordinate the team.
• Leadership. It was considered necessary to identify campaign
leaders with significant community profile, current contacts, time,
and willingness to lead the campaign. The committee selected two
prominent community leaders to act as honorary co-chairs of the

campaign, Walter Podiluk, CM, a retired provincial deputy
minister, former school board superintendent, and leader in the
Catholic community, and Shelley Brown, local managing partner
of Ernst and Young and former United Way campaign chair. Both
had been involved in the working committees and had
enthusiastically supported the Village vision. Their campaign
roles were to provide significant personal credibility, attend at
presentations and funding requests as required, assist with
fundraising requests and presentations as appropriate, and help
evaluate the campaign.
• The impact of initiatives on individual agencies. Partners
recognized that campaign timing was important and must not
overlap greatly with the United Way’s annual campaign. They also
recognized that partner agencies needed to proceed with
individual fundraising efforts necessary for operating revenue.
The distinction between the Village request for funds and those of
the partner agencies would have to be clear. Coordination and a
protocol for solicitation were necessary for the United Way.
• Donor Recognition: The matter of what recognition is most
attractive to targeted donors and what are the most appropriate
methods to acknowledge donors was discussed as part of the
strategic marketing plan. Variations on the theme of a village were
judged to be most appropriate and the final form of the
recognition was left for the strategic marketing plan and the
design architect.
• Administrative Systems and Procedures: The United Way as a
fundraising agency has the staffing and technology capacity to
process contributions (banking, acknowledgments, tax receipts,
etc.) and agreed to do so on behalf of the partnership.
• Fundraising Materials and Media Contacts: Without a
professional fundraiser, partners engaged the services of a local
public relations firm, TAP Communications Inc., to prepare
campaign materials (presentation folders, stationary, and
brochures) and to assist with a marketing plan. (See Appendix 6.)
TAP Communications was selected due to its long-time
association with the United Way and its reasonably
priced services.
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• Fundraising Budget: Due to the lack of financial resources, the
fundraising budget was kept to the lowest cost estimate provided
by TAP Communications for its services. The partner agencies
agreed to share the cost of campaign materials equally.
The purchase of media advertising was recommended, but not
accepted due to cost.

City of Saskatoon
In May, 1997, City Council adopted a recommendation from its
Administration and Finance Committee “that the City of Saskatoon
respond to the community’s request for assistance in addressing
social issues by expanding its role in community development. This
would encompass developing a proactive process of community
coordination for the purposes of providing support services to nongovernment social serving agencies within our community.” It was
within this policy context that a delegation representing the
Community Service Village met on June 4, 1998, with City
Council’s Executive Committee to discuss the Village concept
and request a grant in lieu of the land originally requested for a
housing development.
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The Executive Committee asked “that the Administration prepare a
report on the impact of the City being involved in an initiative such
as this.” The City’s Leisure Services Department was charged with
preparing the report and recommendations for City Council. Leisure
Services staff clearly stated that in order to receive support the
project would have to:
• document clear cost savings in operation and occupancy
• prove benefits for the total community, not just for the
partner organizations
• support the City’s current initiatives on prevention, specifically
crime prevention and “Safer City” initiative.
Concurrently with the discussion with city officials, the following
activities took place that influenced with City’s decision:

• A comprehensive paper outlined the challenges facing nonprofits
in the community, the concept of the Village, how the Village
concept addresses those challenges, the proposed ownership and
management strategy, and descriptions of the partner agencies.
This paper, used as an attachment to the report of Leisure Service
staff to City Council, also was used extensively as a basis for
public presentations, for the concept paper developed for the
presentation folder, and for solicitations of support.
• The financial plan was developed and the financial projections
prepared.
• Work continued on the by-laws and legal incorporation.
Understanding the legal structure of the Village was important to
the City and to other funders. They needed to be assured of the
project’s overall viability and future.
• Extensive consultations were held with various community
leaders that related to city development and planning.
Discussions with the Saskatoon Police Chief, the constable in
charge of the Police Service’s planning section, and the Director
of Victim Services, resulted in a letter outlining the advantages of
the Village to the Police Service. A presentation was made to the
Regional Intersectoral Committee on Human Services comprised
of local senior officials of the City, the Health Board, and
provincial departments of Social Service, Health, Justice, and
Education. Numerous consultations were held with Saskatchewan
Social Services’ regional director, community outreach manager,
and the coordinator of the Regional Intersectoral Committee.
They were involved very early in the development of the vision
for the Village and continued to be supportive throughout the
process. They emphasized their beliefs in the community-based
decision-making and support of organizational development
initiatives such as the Village. The Saskatoon Urban Tribal
Council, specifically the general manager for urban services, was
consulted. The Tribal Council voiced support for the Village, but
declined active involvement in the planning process. Finally, a
meeting was held with the local Chamber of Commerce’s
president and executive director about their concerns with
construction of a new facility instead of using an existing building
and with the possible effect of agency relocation on the downtown
tax base.
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• During the fall of 1998 when the various aspects of the Village
planning were being addressed concurrently, the YWCA faced a
crisis in provision of night-time staffing at their emergency shelter
when the Corps of Commissioners decided to abandon night-time
security services. The YWCA, therefore, entered into discussions
for bridge financing to hire interim overnight staff with the
Department of Social Services.This crisis precipitated its
Regional Intersectoral Committee on Human Services to “map”
citywide shelter services. Between November, 1998 and June,
1999, an inventory and report was completed which indicated the
high demand for interim shelter for many people for a variety of
complex reasons. The report outlined that family violence,
homelessness, addictions, and/or mental health issues are the main
reasons 547 women with 421 children were sheltered at the
YWCA in 1997. While the final report was not ready for City
Council’s decision about the Village, the issues facing the YWCA
and the advantages of the Village model in addressing those issues
were brought to the community’s attention.
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• At the same time as the Village’s request was pending before City
Council, there was an ongoing community debate about the
advisability of the Public School Board’s plans to construct a new
administrative centre. Concerns were expressed about the actual
need for and the proposed cost of such a centre. In the light of that
debate, and in order to address concerns of the business
community, such as those voiced by the Chamber of Commerce,
a “fact” paper was prepared entitled “The Importance of Local
Support for the Saskatoon Community Service Village.” The
paper, presented to business representatives, City Councillors, and
City administration, expanded on the following:

1. Rationale for Location:
- The YWCA cannot move to a new location.
- The chosen location provides a means for the YWCA to remain
financially viable.
- The Village will not have to purchase land.
- Owning versus renting existing space provides agencies with the
ability to control occupancy costs well into the future.

- The Village will have minimal impact on current building vacancy
in Saskatoon.
2. Importance of Support from the City of Saskatoon and the
Saskatoon business community:
- Local and municipal government financial support is needed to
leverage money from outside the province.
- The City of Saskatoon and the Saskatoon business community
have always acknowledged the linkage between the quality of life
in Saskatoon and its ability to retain and attract business
to the community.
- City Council in May, 1997 adopted a recommendation to expand
its role in community development.
- The Village’s desire is to model the behaviors of city
entrepreneurs.
- The boards of directors of the participating agencies are wellrepresented in the business community.
- The cost to the community of doing nothing of a preventive nature
is high.
• Information was gathered concerning specific savings to be
anticipated in occupancy costs and was incorporated into the
report for City Council. It identified annual occupancy savings
of $120,000.
• The Muttart Fellow researched other examples of co-location
endeavors and collected specific information on occupancy and
operating savings. Although there are many examples of colocation, all with claims of cost and program efficiencies, few had
quantified their savings over time. A proposal for funding of a
study of strategic alliances among nonprofit social service
organizations in the United States states: “Like LaPiana, Kohm
found a growing interest in strategic alliances among nonprofits
but very limited information for those considering such alliances
to use in their decision making and planning.” 42
• Discussions continued with City planning and transportation.
It was critical to have their support and assistance in resolving
issues necessary to qualify for development permit approval.
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These issues included: lane closure on the west side of the YWCA
property, rezoning of the property in accordance with the PUD
Agreement and subdivision legislation, and parking allocation.
Other issues of a bus access indent and a bulk-buying agreement
with the City were discussed with city officials. In April, 1999, the
City agreed to extend its bulk-buying agreement with the YWCA
to include all agencies in the Village.
Despite opposition to the proposed nonprofit sector development of
housing on land adjoining the YWCA property, city officials
embraced the idea of housing in that location. The “Downtown
Housing Study Final Report.” released in September, 1998, made
the following recommendation: “initiate a proposal call for
residential development on the City owned ‘Y’ parking lot site.
Write down the land value in exchange for conditions ensuring that
public purposes (e.g., affordability for middle income households)
are met.” 43
• Members of the partner agencies’ boards of directors lobbied
individual City Councillors whom they knew personally.
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After completing the tasks outlined above, the executive directors of
the partner agencies met with the General Manager of Leisure
Services on March 10, 1999, to review the information provided to
him and discuss options which would be recommended to City
Council as vehicles to provide funding. At the City Council meeting
of March 30, 1999, Campaign Co-chair Shelley Brown, made a
presentation directly to City Council during deliberations of the
Budget Committee. On April 12, 1999, City Council adopted a
recommendation of its Budget Committee that $238,747 be
provided to the Community Service Village as a one-time gift
towards construction of the facility. The amount represents the
surplus of funding in the City’s 1998-99 operating budget.

Marketing Plan
The marketing plan was prepared in consultation with TAP
Communications Inc. It included the following elements:

Target Market—Key Audience
Primary Audience: Decision-makers within charitable foundations,
civic government and corporate board rooms. Primary target
audience characteristics: male, 40+, married with children, and
concerned with enhancing the public image of the organization
they represent.
Secondary Audience: Members or stakeholders of the six
participating community agencies and the general public.
Secondary target audience characteristics: 60+female/40+male,
employed, married with children, and supportive of
community programs.

Key Messages to Audience
Primary Audience: Contribute to the Saskatoon Community Service
Village capital project and the public will perceive your organization
as supportive of Saskatoon, as a strong community leader, and as an
organization that believes in helping children and families. This is
an economically sound business decision made in a true spirit of
caring. You will choose to support this capital venture, because you
believe in a caring civil society with a healthy quality of life for
our community.
Secondary Audience/Agency Stakeholders: Contribute to the
Saskatoon Service Village and you will support the future prosperity
of the agency.
Public: Contribute to the Saskatoon Service Village, and you will
play an important role in support of children and families through
the services provided by the member agencies. This is a cost
effective and sustainable method to operate the agency.
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Campaign Implementation—Strategic Time Lines
Tap Communications proposed timelines were proposed for
distribution of printed materials, campaign team member training,
kickoff event, media releases, contribution announcements, sod
turning, etc. These proposed timelines served as guide for planning,
but were not adhered to, initially because of the timing of City
Council’s decision and the unexpected rejection of the funding
request to The Muttart Foundation and the need to take time to
reflect on the rejection. All tasks outlined took longer than
initially anticipated.

Contributor/Sponsor Recognition
In keeping with the Village theme, contribution levels were
determined to be:
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Neighbour

$ 10 - $ 999

Friend

$ 1,000 - $ 9,999

Citizen

$ 10,000 - $49,000

Builder

$ 50,000 - $99,000

Leader

$ 100,000 +

All contributors will be recognized by newspaper advertisement and
by recognition on a Community Village Donor Clock, a pedestal
clock to be constructed at the Village entrance. Leaders and builders
will receive customized donor clocks. Leaders may have some room
or facet of the Village named in their honor.

Media Opportunities
Due to lack of financial resources, it was decided not to purchase
media advertising. Rather, every opportunity would be secured to
take advantage of free media interviews and stories, and media
sponsorship would be requested whenever possible. The campaign
benefited from print media stories about the Village and features
articles on the Anne Campbell, YWCA executive director, the
Muttart Fellow, and Shelley Brown, honorary campaign co-chair.
Media sponsorship provided for a large donor recognition
advertisement in the newspaper and for radio advertisements.

Campaign Launch
The campaign launch event was planned after the City’s contribution
was confirmed, and the first major corporate donor was confirmed.
News releases succinctly described the project and named the
partner agencies and honorary campaign chairs. Media invitations
were delivered directly to media outlets along with potted daisies to
attract attention. Invitations were also issued to agency board
members and personnel of related community organizations. The
campaign was launched with confirmed contributions of $461,000.
The launch generated publicity throughout the local media.

Donor Contacts
The capital campaign team met to brainstorm potential corporate
donors in the categories previously outlined. Team members with
obvious knowledge of, or connections to, donors made those
contacts. Presentations were made both by individual team members
and by team members accompanied by an executive director or by
another key member of the planning group. The campaign team met
bi-weekly from May through October, 1999 to review progress.
Between meetings, information was coordinated through the
Muttart Fellow.
The United Way contacted potential donors who also contribute to
the United Way annual campaign, and a protocol was developed for
the joint contribution request. A mid-campaign analysis of the
United Way Campaign indicated that the Village campaign had not
affected traditional United Way contributions from major donors.
A data base search of foundations was purchased from the Canadian
Centre for Philanthropy and approaches were made to all
foundations which were identified as contributing to capital
campaigns in the Saskatoon region and which supported United
Ways, YWCAs, and social service agencies.
Partner agencies solicited individual donors through letters of appeal
or newsletters.
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Annual meetings of the partner agencies and individual agency
fundraising events, i.e., YWCA’s Women of Distinction Dinner,
United Way Campaign Launch, Family Service Bureau’s dinner and
auction, incorporated a presentation of the Village project.
Deloitte & Touche and The Body Shop sponsored events featuring
the Village and donated proceeds to the campaign.
Campaign team members made presentations to various service
clubs and business clubs in the city.
Several newspaper articles featured the Village, and several radio
stations broadcast public service announcements.

Analysis
The campaign was successful and benefited from the partnership’s
planning and cooperation. However, it lacked efficiency and took
longer than initially anticipated due to the following three factors:

1. Campaign organization
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Clearly, the organizational structure of the campaign was unusual,
given the partnership’s nature and lack of a designated manager.
Poderis provides a framework for assessment and review of a capital
campaign.44 He states that the best way to determine the
effectiveness of the campaign’s organizational structure is to look at
its interim progress reports and interview those who took part in it.
Two important facts were thus identified.
One, the roles and responsibilities of the various campaign team
members were not always clear. The Muttart Fellow agreed to act in
the role of coordinator, in order to facilitate exchange of information
concerning assignments and results. The role was not that of a
campaign manager, however, who assigned tasks and took control of
the process. The campaign co-chairs and executive directors
assumed varying amounts of activity and responsibility; however,
the expectations for their involvement were unclear.

Two, the partnership’s consensus decision-making process
continued, with the result that those who were most willing and had
the resources to commit to solicitations did so. Tasks were not
assigned equally, or strategically in many cases.

2. Major Potential Donors
One of the partnership’s important considerations when proceeding
with the campaign without ongoing professional fundraising
assistance was the emphasis put on potential funds from major
donors. After securing the lead gifts from the City of Saskatoon and
The Frank and Ellen Remai Foundation before the campaign was
announced, the partnership pursued applications to those identified
as other potential major donors. However, three other major
approaches failed for various reasons. Most significant of these was
the rejection of the application by The Muttart Foundation. In a letter
dated April 19, 1999, the executive director of The Muttart
Foundation stated that the Board of Directors “concluded that no
additional value would be realized by the residents of Saskatoon as
a result of the proposed co-location.... We define an alliance as a
situation in which those involved will operate in a significantly
different way than they did before the alliance was formed. That is
not present in your proposal.” The partnership subsequently
revisited plans for joint programming and services and requested
that the Muttart Board of Directors reconsider their decision.
They did so, but did not change their minds.
The effects of the Muttart decision on the partnership were both
positive and negative. Positively, the decision highlighted for the
partners, and for other potential donors, the importance of careful
planning of future behaviors. It engaged the partners in examining
their limits with regard to joint behaviors and setting a timetable for
program development. An increased awareness of the importance of
planning outcome measurements and integration of organizational
cultures developed. As a result, additional resources are being
solicited for planning agency integration during the construction
period. Negatively, there was dismay and initially some anger at the
decision, especially since the letter was copied to The Saskatoon
Foundation. The independence of the local foundation was thereafter
called into question by many of those involved in the project.
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The decision of The Saskatoon Foundation to provide only minimal
support to the project was a huge disappointment to the partnership.
(See Chapter 5, “Leadership.”) The Foundation provided no official
feedback on the reasons for its decision.
The Canada Millennium Fund was cited as a potential source of
major funding, and considerable efforts were made to secure
endorsements of federal politicians for the project. The Millennium
Fund grant criteria were changed, however, to exclude
capital grants.
The Province of Saskatchewan’s major contribution came late in the
campaign after intense efforts to engage the interest of local MLAs.
Although government members voiced support of the Village
throughout the process, the challenge was to secure an appropriate
vehicle for providing capital grants to a community-based nonprofit
organization. Several potential ways of directing funds to the capital
campaign were proposed, including location of government offices
in the Village with subsidization of rental costs, funneling a grant
through a Crown Corporation, and including the grant in the capital
budget of a government department. Exploring these vehicles took
time, coordination, patience, and the support of local senior
government bureaucrats. During the campaign, a provincial election
was called, further delaying the process. A solution was found when
a Centenary Fund was established for provincial support of various
projects related to the 2005 provincial centennial.
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Finally, the Kinsmen Club, a traditional major supporter of the
YWCA Crisis Shelter was cited as a potential major donor.
Meetings were held with the club’s leaders and a presentation was
made to the membership in May, 1999. A motion for a major grant
followed the presentation. Voting on the motion was delayed until
November, however, following the club’s annual home lottery and
determination of their annual budget. The motion was defeated.
Feedback from club members indicated that the impact of the
presentation had faded by the time the vote was taken, different
members were present, competing request for assistance had come
forward, and a prevailing feeling among the members was that it was
yet another grant to the YWCA.
Individual and small business donations became more important,
and more successful that anticipated. Disappointments for the
capital campaign team were offset by a steady stream of individual
donations, indicative of broad community support for the project.

3. Construction Costs:
During the course of the capital campaign, the decision to add a third
floor was finalized, and the architect and the construction manager
made final building cost estimates. The final total cost estimates
were significantly greater than the original estimates and raised the
minimum goal of the campaign to $1.8 million. The original
campaign goal was realized by October, 1999, but the campaign had
to be extended in order to keep the mortgage within the limits set by
the financing bank.
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Chapter 10
Design and Construction

Design and
Construction
Design Process
Architectural services were engaged through an invitation to tender
in April, 1997, for the Phase 2 study. Charles Olfert and Leslie
Blacklock, AODBT Architecture and Interior Design, began
working on the project with the mandate of completing a technical
study of the co-location idea focused on the property available at the
YWCA. This “design process” proceeded as follows:
• The planning group and potential partner agencies held initial
meetings. It was necessary for the architect to know the agencies’
work, their physical requirements, and their expected outcomes of
the project. The architect made on-site visits to the agencies and
held discussions held with their staff. Discussions and program
reviews also were held with the YWCA staff
• The YWCA building was visited to confirm conditions, and
existing drawings were obtained.
• In order to determine development potential, preliminary zoning
and code reviews were conducted.
• The architect interviewed key stakeholders identified by the
project planning committee to confirm and expand on the
information gathered, and to identify and describe issues relating
to the organization and delivery of their programs and services,
which might be incorporated in the project.
• A draft functional plan was prepared based on the information
gathered which describes the program spaces and their
relationship to services. Concept sketches were presented
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outlining the options for development of a complex to meet the
needs of the partner agencies and other potential participants.
(See Appendix 7.)
• After selecting a general design approach, estimates of capital and
operating were developed including: capital costs; structural,
mechanical, and electrical engineering reports; and possible
scenarios of revenue to be obtained from sales or rentals of
various areas.
• Charles Olfert presented the Phase 2 study report, including issues
and options, to the project planning committee. This led to a
general consensus on the programs and services to be provided in
the Village and an agreement to pursue the development of the
condominium housing project adjacent to the Village.
• Invitations were issued for development proposals, including the
marketing study of the condominium housing development.
The Wolfe Group of Companies responded favorably and
commenced the marketing study. The inability to secure the land
for the housing development, however, resulted in a decision to
proceed only with the Village office building.
• Earlier cost estimates and revenue projections were refined
through additional consultation with property management firms
and with the project financial consultant, Klassen and Associates.
Based on this information, partner agencies committed to specific
amounts of space within the building.
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• A further joint meeting was held with agency representatives to
solidify key requirements and common function needs.
Preliminary locations for each agency within the Village
were assigned and a number of opportunities for shared
space identified.
• The architect then met individually again with each group to
confirm their requirements and to develop a floor plan for review.
In each case, the agencies were challenged to consider the floor
plans of their neighbors in the building and in all cases shared
space opportunities were further developed. The process was
viewed as integrating the entire building complex, and creation of
an overall design required several visits to each group.

• A three-storey concept design was developed accommodating all
agencies’ individual requirements along with a number of
shared spaces: common meeting rooms, washrooms, volunteer
centre, joint staff room, shared resource room, and common
reception/copying centre. An allocation for future development
and a number of internal linkages between the agencies to allowed
for joint programming.
• After completing the concept design, the architect engineers and
construction manager began to define the building systems and
project budget. This involved comparisons of various ways to
construct the building. They compared various types of
construction and different methods of providing for the heating,
cooling, and air distribution. The building will be of steel
construction with a pre-cast floor system. Mechanical systems
will be located on the roof, and there will be no basement space.
To meet the unique requirements of the counselling
agencies, partitions will be steel-studded and all individual
offices soundproofed.
• After evaluating and discussing these with project planning
committee members, a basic approach was developed and a
construction budget prepared. This formed the basis of the
project specifications reflected in the contract documents.
These drawings and specifications were used by the construction
manager to obtain competitive bids for the construction work.
• Approval of the concept and the design by the Meewasin Valley
Authority, a regional planning commission with authority over all
forms of development within the South Saskatchewan River
valley areas, was required. Presentations were made to the
Development Committee and the Board of Directors of
the Authority.
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Construction
Following the decision to abandon plans for the condominium
housing development and proceed with the Village office building, a
decision was made to continue to work with the Wolfe Group of
Companies. As the only developer who responded positively to the
invitations for proposals, Wolfe had demonstrated personal and
financial support for the project and had worked closely with the
architect. A Contract Management Agreement was entered into with
Wolfe Management Ltd. This agreement is a standardized document
whereby the construction manager acts in the capacity of agent for
the owner (the Community Service Village Inc.) rather than as an
independent contractor, and the traditional roles and relationship of
owner and general contractor disappear. Under the terms of the
agreement, Wolfe will work in conjunction with the Village, as
represented by a building committee, and with the architect in a
Construction Management Team.

The construction manager’s major tasks were to:
• serve as an advisor and agent
• provide site management, administration, and technical services
• oversee construction scheduling
• recommend and order equipment or materials required
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• prepare and administer a construction budget
• coordinate trade contract documents
• review insurance and bonding requirements
• assemble and make recommendations on bid documents
• pay trade contractors
• inspect the work of trade contractors
• submit written progress reports to the construction
management team
• assist in post contraction phase with warranties of the
trade contractors.

The Building Committee’s major tasks were to:
• attend design meetings and communicate agency requirements
to members of the construction team
• assist in development of overall concept
• review design alternatives with team members
• mediate conflicts between competing interests and communicate
results to construction team
• communicate with agencies regarding design concepts, budgets,
and schedules
• approve selection of sub-trades as recommended by the
construction manager
• approve bonding of sub-trades as recommended by the
construction manager
• attend construction meetings as required
• monitor construction progress in terms of budget and schedule
and report back to agencies periodically
• authorize payments to suppliers, sub-trades, construction
manager, and architect as recommended by the
construction manager
• receive warranty information
• identify maintenance personnel to be involved in operations
training and turnover procedures
• report warranty issues to the construction manager.
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Completion and Occupancy
As the construction neared completion, maintenance and operations
personnel will become involved in order to be trained in the building
systems. Agencies will develop furnishing and move-in plans.
There will be a fine balancing of mechanical systems. Eleven
months after final completion, there will be a warrantee
inspection to identify and repair any defects covered by
construction warrantees.
An evaluation of the efficacy of the building from a design
perspective will be conducted after approximately two years of
operation. As programs and facilities experience inevitable change,
agency requirements will change. New groups will move into the
building, and new partnerships will likely emerge. The site has been
identified as having the potential for further development, both for
additional community services and for some forms of special needs
housing. In the future, the Village partnership will assess further
development opportunities to enhance and support their work.
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Chapter 11
Preparing to
Live Together

Preparing to Live
Together
In order to fully envisage and actualize the potential of the
Saskatoon Community Service Village, a great deal of work will be
required before construction is completed. The partner agencies’
executive directors fully realize that successful outcomes will
necessitate a process of change for the individual organizations, the
partnership, and the community at large. To prepare for this, as soon
as sufficient funds were secured to begin construction, the executive
directors committed to an ongoing process of discussion and
planning which will build upon the “Memorandum of
Understanding.” Since success of the project may be defined
differently for each stakeholder, measuring satisfactory outcomes
for the wide variety of stakeholders, including clients, board of
directors, staff, donors and funders, related agencies, and the
community as a whole, will be a challenge.
The aim of preparation is to move from an individual frame of
reference to an interdependent, or collective, frame of reference.
The tasks of a successful nonprofit alliance, which were addressed
in the developmental phase, such as learning, synthesizing,
planning, developing working committees, and developing an
operational structure, need to be repeated on a new level. This new
level of planning and activity will build upon the lessons of alliance
development learned to date.
The process began with re-visiting the project vision to ensure that
all partners continue to hold a common one. It was felt that the
description of the facility should be enhanced to adequately reflect
the evolution of the planning. The amended vision statement is:
The Saskatoon Community Service Village is a vibrant,
collaborative Centre, which enhances capacity for individual,
organizational, and community well-being. Through collaboration,
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co-operation, sharing of resources, social responsibility, and mutual
respect, members seek effective and sustainable means to provide
quality community service.

Lessons to Date
To begin the process, a facilitator helped executive directors and key
staff reflect on primary lessons learned during the planning stages.
The following key areas of learning, all of which are interrelated,
were identified:
• Environmental scan: A shared assessment of the prevailing trends
and forces facing the community and the partner organizations
was necessary for commitment to the project. Although partner
agencies were motivated in part by self-interest, they went further,
committing to responding to the changing environment together,
recognizing that the result may not be as originally anticipated.
• Trust: A high degree of trust among the partner agencies was
critical to the success of the project so far. Trust and respect were
based on the history of mutual association, a compatibility of core
competencies, and a readiness to work together. Trust was
enhanced during the course of the community building. Further,
community trust in the partnership allowed planning and
fundraising to proceed.
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• Vision and values: Articulation of vision and values early in the
process was the basis for planning and interaction among the
partners. Vision and value statements enhanced the development
of trust, the equality of membership, non-hierarchical leadership,
and the acceptance of differing capacities of partner agencies to
contribute resources to the project.
• Risk-Taking: A high level of risk-taking was necessary for the
project to move forward. Risk- taking is inherent in the operation
of human service agencies and those who fund them. However,
increased risks were acceptable because of clear values and high
trust.
• Assistance and feedback: Appropriate use of supporters’ skills
and competencies was very important to accomplish the project’s

technical work. Feedback from project champions and allies
provided a necessary sense of success and helped maintain
momentum. Feedback from critical friends precipitated
examination and modification of some plans and processes.
• Communication: Continuous and intense communication among
all persons involved in the project was crucial for success.
Maintaining the flow of information among committees, board of
directors, staff units, and other stakeholders was very difficult
and time-consuming. Continuing communication during the next
phase of development will be even more challenging and will
require additional resources.

Tasks Ahead
The executive directors and key staff members identified strategic
and developmental priorities to be addressed in preparation for
successful collaborative living and in order to meet the needs of
collective stakeholders. These include:
• developing and implementing a comprehensive communications
strategy: Ongoing communication is required with all
project stakeholders. Since they have varying understandings and
expectations for the Village, each requires a specific
communication strategy. The continuation of the capital
campaign, ground breaking, and opening celebrations will be part
of the communication planning.
• finalizing building design decisions: Many aspects of building
design will influence the development of joint programming,
client services, and sharing of resources within the building.
Conversely, commitments to cooperate in these areas made prior
to construction will influence building design. Recognizing that
many of the project’s benefits will be evolutionary, it is necessary
to achieve agreements about design that will foster joint usage,
maintain an adequate amount of autonomous space for each
agency, allow for growth in each area, and satisfy those
stakeholders who are most concerned with occupancy cost
savings. Decisions regarding the utilization of shared space and
resources, the use of technology, tenant agency space,
environmental efficiencies, common area furnishings, parking,
and security are all aspects of this task.
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• joint programming and service delivery: The “Memorandum of
Understanding” outlines a process for planning of joint client and
administrative programs and services. The memorandum must be
implemented and issues integral to the memorandum which
require attention, such as confidentiality and conflict of interest,
issues related to treatment modalities, and the inclusion
of differing organizational cultures, must be addressed.
Relationships must be managed, rather than boundaries created.
• outcome measurements: Success of the project will be defined
differently for different stakeholders. Outcome expectations need
to be identified clearly and measurements determined.
• tasks related to construction: Terms of reference of the building
committee have been determined. Other tasks related to
construction must be addressed, including building interiors and
fittings and move planning and co-ordination.
• issues of ongoing building operations and management:
Agreements are required for facility management and
maintenance. These include developmental work with the Village
Board of Directors, determination of an ongoing building
management structure and policies, selection of tenant agencies,
and finalizing of leases and contracts.

Addressing the Tasks
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The enormity and complexity of the tasks were obvious to the
Village Board of Directors. Given the already overwhelming duties
of the executive directors and the end of the Muttart Fellowship,
they decided to hire a project coordinator on a contract basis for one
year. It was further decided that the project coordinator’s role was
important enough to warrant the use of capital campaign revenues to
fund the position. The executive directors jointly determined the job
description and participated in the hiring process.
To develop a comprehensive communications strategy, professional
consultation was obtained pro-bono from Points West
Communication. The strategy developed by communication
professionals in consultation with the executive directors cited
three objectives:

• primary objective: To establish the Community Service Village as
“The Village”—symbolizing sharing and social action in
Saskatoon.
• secondary objective: To establish the Village as a leading model
of innovation of community agencies operating efficiently and
delivering enhanced human services.
• tertiary objective: To establish the Village as a meeting place for
community groups.
Points West noted the attractiveness of “the Village” as a
brand name.
“Community” is the symbol.
“Village” is the brand
“Service” is the key positioning element.
Using these concepts, the Points West strategy identified key
messages and target audiences. A framework was also provided for
a “leadership database” which identifies, by category and name, a
comprehensive listing of all stakeholders. The database was to
become the central, computerized clearing house for managing
both stakeholder relations and communication activities.
Properly developed and maintained, it could become a simple and
effective foundation on which to build a leading-edge
communications program.

Committee Structure
To adequately involve stakeholders in addressing these tasks and
foster broad engagement in the ownership of the project, the
executive directors recommitted to a committee structure involving
staff, boards of directors, and volunteer community consultants. The
directors set broad terms guidelines for the committees, but left the
details of organization and goal definition to committee members.
The executive directors agreed that both the committee process and
the end product(s) are equally valuable. That is, the interaction that
connects committee members prepares them for living together is as
much as the decisions and action, which they may take. The
committees were asked to use a collaborative approach in order to
learn more about partner agencies, examine many possibilities,
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determine collective priorities, plan joint endeavors, and make
recommendations to the executive director group. Each committee
was requested to start form the perspective of the ideal.
The committees included a minimum of one representative from
each agency. Community volunteers and consultants were invited as
required. Each committee included at least one executive director.
The following committees were formed:
• Program Development Committee
This committee, charged with planning joint program and service
delivery, formed three sub-committees:
- Library/Resource Centre
- Innovative/Integrated Programming
- Communications/Team Building
• Technology Committee
The Technology Committee considered joint endeavors in computer
technology (software, hardware, internet), telephone systems,
photocopiers, etc. They addressed technology needs, which could be
planned and implemented during the construction phase, as well as
ongoing planning and direction of technological innovations for
the future.
• Tenant Committee
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This committee was charged with promoting third floor rental space
and liaising with perspective tenants.
The following committees remained active during the “construction
phase:”
• Finance Committee
• Capital Campaign Team
• Building Committee.
As well, the executive director group continued weekly meetings to
oversee the entire process and to provide direction to the project
coordinator. Monthly meetings to reflect on the overall process with
a view to ensuring overall project excellence also were held.

Conclusion

Conclusion
The Community Service Village project has been an adventure—an
exciting, frustrating, exhausting, and exhilarating one. It has been a
process of inquiry, planning, reflection, and learning. For those
intimately involved in the process, it has permanently changed the
way they will work in the future. The act of creating, arriving at new
insights, and setting goals in cooperation with other people is
powerful. It is fitting that they acquire this power at a time when the
community is most in need of new approaches and new solutions,
and as we enter a new millennium.
Construction began in the spring of 2000. Timelines have
continually been pushed back. Every aspect of the project has taken
longer than estimated. Time has been a big factor, however, in
building trust among the partners, reaching consensus, and building
a sense of ownership. Partners have taken the time to listen to each
other, to the community, to the funders, and to think creatively.
Many formal and informal links have been created. Successful
collaboration needs patience, creativity, and great people skills.
The adventure will not be over simply by moving into the building.
The more challenging collaboration will occur when the agencies
begin to live with one another and the concrete plans, as well as the
good intentions, for significant changes will be addressed. The
Saskatoon Community Service Village is a unique co-location
project. It has been driven proactively by community agencies, not
in response to crisis nor direction by funders, but by foresight. It has
been a uniquely long planning process with many problems to solve
and obstacles to overcome, with the result that working relationships
and the ambition to succeed among the executive directors and the
boards of directors are exceptionally strong. Our hopes for the future
are uniquely ambitious and we look forward to realizing them.
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