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We are grateful for the support of the Government of Canada and  
Stratford Perth Community Foundation to develop this business case. 

 

The Community Renewal Company (“CRC”) facilitates and 
activates place-based community renewal projects through 
multi-sector partnerships that accelerate local access to 
affordable housing and social service providers in the Perth-
Huron regions. 
 
 
Focus – The Community Renewal Company will focus on 
developing and operating affordable rental supply, 
supportive housing options and innovation in social service 
access and delivery. This includes the development of 
community hubs to combat inequitable access to social 
services and the development of housing across the 
spectrum to support our neighbours. 
 
 
Impact – Imagine a community where everyone lives in a 
home that is affordable, adequate, reliable and safe. A 
place where everyone has access to the social services 
they need. And a society that validates that the people 
living in our community are worth investing in. 
 
 
Areas of Service - The CRC will play a critical role in the 
community development ecosystem, as an intermediary 
supporting a web of relationships that both binds and 
strengthens connections between non-profit service 
providers and supporters in the public, private, and 
philanthropic sectors.  
 
 
Purpose - We want to fill a void in the development of high 
need projects in our community. Our entity is willing to take 
the risk for these efforts including liability of financing and 
delivering on community renewal projects.  
 
 
Based on our research efforts and co-creation with the 
local community, we anticipate the Community Renewal 
Company can align with local municipalities, other 
government agencies, social service providers, non-profits, 
community champions and residents. This represents an 
opportunity to engage residents in the co-creation of a 
vibrant, safe, and sustainable region for all. 
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Preface - In 2020, United Way Perth-Huron partnered with Impact Consulting to commence a 
feasibility study that would explore the possibility of a Community Development Corporation 
(“CDC”) operating in Perth and Huron Counties. Following this feasibility study, we moved 
forward on a business case for a Community Renewal Company – which was language that 
aligned more closely with our local communities values and understanding of the solution. 
 
United Way Perth-Huron has a mission to improve lives and build community by engaging  
individuals, mobilizing collective action and investing in programs that make our community 
vibrant and safe. As an organization, United-Way consistently explores avenues to create 
opportunities for individuals, families and neighbourhoods. This includes a focus on improving 
access to social and health-related support services as well as supporting community 
integration and engagements. 
 
Impact Consulting is the consulting arm of Pillar Nonprofit Network based in London, Ontario. 
Our agency designs, implements and scales social impact initiatives in the nonprofit, charity, 
social finance, social enterprise and social innovation industry. Our expertise includes real estate 
and social finance through developing and operating Innovation Works, a 32,000-square foot 
co-working and collaboration shared space and VERGE Capital, an impact investing 
intermediary which has facilitated over $4M of community finance across southwestern Ontario. 
 
Business Case - Based on the recommendations of the feasibility study, which states that a CDC 
model would have merit and application in the local regions, the next steps were to include: 
developing a working group; identifying the possibility of incubation of the initiative; determine 
3-5 development projects and to select a business model from three options that emerged from 
the feasibility study and to wrap all these steps and exploration in a business case. 
 
This report titled “Business Case” has been prepared by Impact Consulting through the 
leadership of United Way Perth-Huron and in collaboration with the Community Renewal 
Working Group. The purpose of this business case is to develop partnerships, access funding 
and build community support for a Community Renewal Company in the Perth-Huron regions.   
 
Working Group - We completed this business case using a participatory research approach that 
included local partners and regional supporters. A team of supporters became part of the 
Community Renewal Working Group that hypothesized, tested, and validated our research, 
business and financial modelling methodology. This group featured an array of expertise 
including local municipal staff and leadership, architecture, development and construction, 
construction management, banking and finance, philanthropy, local community context, local 
community research and senior leadership of social service organizations. 
 
Members of the Working Group include: 
 
• Amanda Langis, United Way Perth-Huron; 
• André Pawan Vashist, Impact Consulting; 
• Brian Elliot, Habitat for Humanity Heartland; 
• Chuck Meyer, Meyer Construction Management Group; 
• Dawn Rasenberg, Rasenberg Willis Consulting + Design Inc. 
• Geoff Love, Social Research and Planning Council; 

Approach & Acknowledgements 
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• Heidi Culliton, Stratford-Perth Community Foundation; 
• Howard Minett, Perspective Information; 
• James Thompson, New Path Foundation; 
• Joelle Lamport-Lewis, Social Research and Planning Council; 
• Kriss Snell, Municipality of North Perth; 
• Marty Rops, Libro Credit Union; 
• Mike Ennis, YMCA of Southwestern Ontario; 
• Nick van der Velde, Impact Consulting; 
• Ryan Erb, United Way Perth-Huron; 
• Shannon McGavin, Tanner Steffler Foundation. 

 
This process formed a recommendation to the operational model and implementation process 
for a multi-stakeholder community renewal initiative.  
 
Goal of this report - To share a common understanding of the local challenges, an assessment 
of potential projects, a willingness to demonstrate possible solutions and a recommendation for 
a potential business model held by an incubation partner and to indicate tangible next steps in 
the development of the CRC. 
 
With the right implementation strategy and resources, the CRC model may have the ability to 
bring together people, partnerships, expertise and capital to make increased affordable and 
supportive housing projects and shared social service delivery a reality in the regions. We hope 
this document enhances our dialogue around shared interests and look forward to our 
continued collaboration. 
 
For more background on the research and feasibility study completed prior to this business case, 
please visit: https://perthhuron.unitedway.ca/research/community-renewal-company/ 
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Executive Summary 
 
 
 
 
There is a significant demand for affordable rental supply, supportive housing options and 
innovation in the social service access and delivery model that exists in both communities of 
Perth and Huron Counties. Through research and consultation, it has been determined there is 
no singular entity mandated to develop community hubs and/or affordable housing in the 
regions.  
 
In 2020, United Way Perth-Huron partnered with Impact Consulting to commence a feasibility 
study that would explore the possibility of a Community Development Corporation (“CDC”) 
operating in Perth and Huron Counties. The result of that study was the United Way Perth-Huron 
approving the development of this business case for a Community Renewal Company in the 
region to address these challenges around housing and access to health/social services.  
 
This business case for the Community Renewal Company (“CRC”) is grounded by the mission to 
facilitate and activate place-based community renewal projects that accelerate local access 
to affordable housing and social service providers in the Perth-Huron regions. 
 
The consulting team proposed pathways to start answering the question “how can we start a 
CRC that serves the Perth and Huron regions?” Based on review of other successful solutions 
and models and several focus groups on the local level, the team recommends setting up the 
Community Renewal Company as a program incubated by an existing organization in the 
Perth and/or Huron Counties.   
 
Incubation Approach and Organization - Based on focus group results and interviews with 
local community stakeholders, the consulting team also recommends that United Way Perth-
Huron becomes the incubation partner for the Community Renewal Company. The evaluation 
of this recommendation is established using the following criteria: mission aligned infrastructure 
including incubation experience; ability to manage assets with strong balance sheet; cost 
effective scaling due to fundraising excellence; innovative leadership willing to take risks; 
community support and ability to mobilize across regions and wiling to invest in hiring new 
team members to implement this initiative.   

Demonstration Projects - To illustrate how the CRC may be able to achieve its desired 
community development, social impact and financial sustainability goals, the following land 
and properties have been selected for further exploration by the CRC: 

·    A 17,860 f2 affordable housing development, featuring 29 units with a mixture of one and 
two-bedrooms in Goderich, Huron County; 

·    A 11,550 f2 supportive housing development, with mid-acuity supports featuring 20 one-
bedroom units in Stratford, Perth County; 

·    A 2,000 f2 community hub in Milverton, Perth County; 
·    A 29,940 f2 community hub and affordable housing development, featuring a 12,000 f2 

community hub and 30 units with a mixture of one and two bedrooms in Listowel, Perth 
County. 

 
Service Areas - The CRC will play a critical role in the community development ecosystem, as 
an intermediary supporting a web of relationships that both binds and strengthens connections 
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between non-profit service providers and supporters in the public, private, and philanthropic 
sectors. The CRC will be offering four key areas of services: 
 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
The Revenue Model - Attached to these service categories are potential revenue 
sources. Although these may not be all activated at once or in the same project, this is the 
combination that is possible in the long-term to enhance sustainability and community 
sufficiency. Revenue sources include grants; fee-for-service; community wealth through equity 
of assets owned; residential tenants and commercial leaseholders providing rent as recurring 
revenue source and fees from managing a community finance product. 
 
Target Customers - Local resident groups, which could be grassroots, formal associations and 
individuals interested in community renewal or specific projects; nonprofit, government and 
private sector organizations with a vested interest in a particular community challenge, 
geographic catchment and/or are part of offering a solution, and tenants and leaseholders of 
managed projects and impact investors. 
 
Community Finance - A key leverage point for the CRC will be access to community capital 
through what is described as social finance, impact investing and community wealth. In 
Canada there is enabling policy such as the announced $750 million Social Finance Fund.  
Many organizations across Ontario have attracted local community investors through social 
finance vehicles that provide a pathway to active local economic capital and accelerate 
project development for community solutions.  

Financial Viability - The CRC will not achieve financial self-sustainability through earned 
revenue in the near future. Therefore, a mix of traditional start-up capital, philanthropic 
investment and earned revenue can be attracted from community members, partners, and 
governments through its convening, support, development and management services. 

Short-term Financial Needs – $3.690M will allow the CRC to start and operate for at least three 
years while advancing four development projects (affordable housing, supportive housing and 
two community hubs), contingent on further financial costing and assessment of the selected 
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projects. $2.611M will cover cost for the organization and the development monies required for 
the four projects its looking to advance. 

Long-term Financial Needs –$27.158M will allow the CRC to operate for at least three years in 
which it will develop four projects contingent on further financial costing and assessment of the 
selected projects. These financial needs include contributions, philanthropic fundraising, access 
to financing and on-going operational support.  
 
• Pre-Development Capital - In total, $2.611M in development capital is required to move the 

desired projects forward in the due-diligence and design stages prior to accepting land 
donations or purchasing the land (if that would be required). Development capital includes 
soft costs, site and legal costs; 

• Total Contributions – Excluding the value of land, the total contributions in the form of fees 
waived and donations that were integrated into the financial model are $4.538M including 
rezoning application fees, local development charges, property appraisal, appliances and 
HST rebate during construction; 

• Total Philanthropic Fundraising Requirement – A total of $14.037M is required to lower the 
project specific financing need. Lowering the specific project financing need will allow for the 
operational model to be able to take on the repayment of the stipulated financing 
requirement debt load; 

• Financing Need – The CRC will need $11.080M dollars in the form of patient capital to move 
the desired projects forward into the development and construction phase. However, under 
the assumption that $2.611M is raised in the start-up stages specific for pre-development 
expenses, the total financing requirement will be lowered by that exact amount to the total of 
$8.468M. Patient capital in this scenario refers to an amortization schedule of 50 years at 1.5% 
interest; 

• On-going Operational Funding Need – It is likely that the supportive housing project in Stratford 
and the community hub + affordable housing project in Listowel need on-going support due 
to the nature of the supportive housing operational model and the need for staff to administer 
supports and the fact that community hubs may have a challenging time generating enough 
operational revenues to sustain itself. The total on-going operational funding need would be 
$114,136 per annum to cover the specific deficits of the supportive housing and community 
hub + affordable housing projects. 

 
Milestones for next 12-24 months are: 

1. Formalize incubation of CRC, setup Advisory Committee and allocate staffing; 
2. Complete strategic plan and prioritize community projects; 
3. Develop communications and evaluation plans; 
4. Begin funding and financing development and campaigns; 
5. Deliver Convening & Development Services; 
6. Adjust operational model as projects progress. 

 
Conclusion - The CRC has an opportunity to aggregate relationships and capital by building 
trust and generating results from community-based solutions through financial and technical 
assistance. Based on raising $3.690M for the start-up budget and $27.158M for the long-term 
financial needs of the CRC, in total, the CRC or its incubation would look to raise approximately 
$30.849M to operate for the first three years and to advance four development project 
providing access to 74 affordable housing units, some with high acuity supports, and two 
community hubs effectively increasing the access to health and social services in the Perth and 
Huron regions.  
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Problem Statement - A literature review related to the province of Ontario and Perth-Huron 
region in the categories of housing priorities and human service priorities concluded the 
following: 
 

1. There is a real need to develop a significant amount of new affordable rental 
supply in both Perth and Huron Region; 

2. Supportive housing is needed as identified by local nonprofit agencies for the 
most vulnerable in both communities to ensure individuals can keep their homes 
and have the opportunity to thrive in community; 

3. An innovate social service access model is required to mitigate the social service 
delivery and access gap that exists in both communities. 

 
Most local economic development initiatives that the consulting team spoke to during the 
feasibility study process are not mandated1,2 to focus on affordable housing, nor carry in-house 
expertise, funding or human resource capacity to move affordable housing projects forward 
through the development and construction phases.  
 
Local Service Managers, their Social Services Departments and Housing Divisions which are 
mandated to build affordable housing acknowledge inadequate capacity and resources to 
sustain the current workload of affordable housing development and acknowledge that 
current affordable housing development will not suffice in responding to community demand 
for affordable housing.  
 
Local initiatives have demonstrated efforts to attract housing developers to the local 
ecosystem and seem to have difficulty in advancing affordable housing projects. Affordable 
housing projects seem to lack the profit margin or return on investment developers are looking 
for3. Additional arguments are that rural communities cannot support the size of 
developments4 required to yield appropriate return on investment and/or face local residents 
that will dispute development due to an unwillingness to have affordable/supportive housing 
projects in their local neighbourhood.   
 
Based on the research and findings of the Social Research and Planning Council and based 
on an ecosystem scan of organizations and initiatives in both Perth and Huron Region, the 
consulting team can conclude that there is no singular entity that has the mandate to 
specifically focus on developing community hubs or developing affordable housing in the 
local regions.5  

 
1 Welcome to FedDev Ontario, The Federal Economic Development Agency for Southern Ontario, November 2019 (attainable 
housing is mentioned, but not specificity is giving in terms of a housing mandate for CFDCs); 
2 The Community Futures National Program Terms and Conditions, effective October 3, 2010 also does not stipulate a specific 
mandate for a housing focus, although nothing in the document suggest that housing could not be part of the operating 
mandate – document provided by Diana Jedig, Executive Director, Community Futures Ontario; 
3 This statement was also validated by Mark Holmgren, Executive Director of Edmonton CDC during an interview with the 
consulting team on January 7th, 2021; 
4 This statement was also validated by Graham Cubitt, Director of Projects and Development at Indwell, a developer and 
operator of supportive/affordable housing in Southwestern Ontario during an interview on December 15, 2020; 
5 However, one municipal entity did mention that “big news was coming regarding housing” which is likely related to establishing 
a municipal corporation and/or an entity that can raise capital in community i.e. Community Economic Development Investment 
Funds or an Opportunity Co-operatives according to a study by Sean Campbell, Scaled Purpose Inc., titled “ COMMUNITY 
INVESTMENTS FOR AFFORDABLE HOUSING, Developing a Model for Huron County, April 9, 2019; 

Local Research & Problem Statement 
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Possible Solutions – in 2020, United-Way Perth-Huron completed a feasibility study to 
explore the use case of a Community Development Corporation (“CDC”) model. 
 
CDCs are typically not-for-profit organizations who provide programs, offer services and 
support community development in geographically specific locations such as 
a neighbourhood, town, or region. With a focus on serving lower-income residents or 
struggling neighbourhoods, CDCs can be involved in a variety of activities, 
including economic development, education, community organizing and real estate 
development. 
 
Based on a review of CDCs and similar models in Canada and United States, 
consultants with subject-matter expertise and several focus groups on the local level, 
the feasibility study provides us with the following learnings: 
 

• Community development models are very specific to the context of the local 
region, including needs and size of the communities, dependence on grants in 
relation to earned revenue, existence of other related agencies active in the 
region, governance models, start-up approach and available assets and 
resources during the start-up phase. 

• That there is no singular way to start a CDC, yet to be successful the CDC should 
be responsive to the external contexts and environments in which it will operate. 

• Critical success factors for a CDC or in this case a CRC include: being rooted in 
the community the CRC will serve; partnerships with patient and forward-thinking 
government and funders alike; an inclusive governance model; an 
entrepreneurial approach to the business and service model; activate unique 
partnerships; access to innovative financing; work on multiple projects at a time 
to increase visibility and to find a local organization to act as a lead or incubator 
for the CDC in convening; incubating, developing and/or operating the 
development projects. 

 
Evaluation Framework - Based on these learnings, the consulting team developed 
an evaluation framework (Figure 1) to assess the feasibility of launching a CRC 
centered on existing conditions.  The conditions presented below validate that the 
necessary conditions are present. Following, the team provided options on the 
appropriate model to launch the CRC, outlined in Model Options section. 

Possible Solutions + Model Selection 
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Model Options - Based on the above, the consulting team proposed three model 
options in the feasibility study. Effectively, these models are a start in answering the 
following question “how can we start a CRC that serves the Perth and Huron regions?”  
 
The three models are: 
A) Launch a new standalone organization 
B) Incubate as internal program of a local organization 
C) Partner with non-local organization to bring in needed support 
A detailed overview of these models is outlined in Appendix I: Models. 
 
Model Selection – the consulting team recommends pursuing Model B: “Incubate as 
internal program of a local organization” and to set up the Community Renewal 
Company as a program incubated by an existing organization in the Perth and/or 
Huron Counties.  These are the criteria that guided this recommendation:  
 

• Incubation Experience – Incubating programs requires a balance of many 
moving parts, including financial elements, human resources, and an approach 
to internal and external change management. There are local organizations with 
a proven track record of incubating programs. 

 
• Mission alignment – Mission, vision and core values are the foundation to any 

organization regardless of its intended impact. The CRC will stand at the 
intersection of community and economic development and will develop 
projects that have direct impact on the lives of our neighbours in the Perth and 

Figure 1: Evaluation Tool for Models 
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Huron ecosystem. No existing organization has a mission that is in direct 
alignment with the intentions and impact of the CRC. 

 
• Asset Management – Due to the impacts of COVID-19 on the local ecosystems, 

financial institutions are protecting their tier one capital and effectively are 
sharping lending conditions. This means that organizations without a track record 
or operational history and organizations that do not have any assets on their 
balance sheet will have an increased difficult time raising capital. The CRC 
requires connection to an organization with at least five-ten years of operational 
history, ability to illustrate consistent revenue generation and a healthy balance 
sheet according to the size and intention of the organization. 

 
• Cost Effective Scaling – Development and construction projects are complex in 

nature and require a degree of industry knowledge to honour oversight and 
understand possible future implications. The CRC will benefit being embedded in 
an organization that has at least one capital project in their portfolio, which may 
include a retrofit, renovation and or a new build of any size, shape, or intention. 

 
• Liability and Risk – As the feasibility study indicated and the business case 

outlines, a CRC comes with a significant level of risk. It is to be expected that 
new programs and developers face certain financial and operational risks that 
are common to all real estate and community development. The CRC requires 
established leadership willing to take on the risk profile this business case, which 
includes many complexities at the community and relationship levels, a 
significant capital raise and the challenges of moving forward development 
projects in a rural community.  

 
• Community Support – As risks emerge in the start-up and operational phases of a 

CRC, the networks of relationships in the community become vital in risk 
mitigation alongside the overall business model including accessing capital and 
financing, acquiring and retaining talent and navigating the various social, 
community and political ecosystems. Leveraging local organizations with positive 
relationships in the community that run deep and wide into the many different 
sectors will accelerate project development.  
 

• Team Approach – The incubation partner will also need to be able to integrate 
consultants, staff and community leaders into their workflow.  This includes 
allocating resources for staff time to undertake the following activities: 
fundraising, community engagement, business, and financial modelling. 
Leveraging staff of an existing organization will be advantageous in the start-up 
phase.  
 

Summary of Rationale for Model A & C 
 
Model A: High cost and slow moving in the short-term, yet potential use case in the 
long-term to provide local entity with necessary agility to implement solutions.  
Model C: Less local collaboration, less direct oversight, and Higher risk of misalignment 
with community values or project needs. 
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Incubating Organization – Based on the focus group results during the feasibility study 
phase and interviews with local community stakeholders, the consulting team 
recommends that United Way Perth-Huron becomes the incubation partner for the 
Community Renewal Company.  The following section outlines the reasons why United 
Way Perth-Huron is positioned to be the Incubation Organization: 
 

• Mission aligned infrastructure - United Way Perth-Huron started in 1959, has 
operational history and experience, and is mission aligned to strategic goals of 
the CRC.  Mission: “to improve lives and build community by engaging  
individuals, mobilizing collective action.” The United Way Perth-Huron has prior 
experience with both incubation and capital projects that require development 
and construction. A prime example would be the Community Food Centre6; 

• Asset Management - Has an existing balance sheet that displays multiple current 
assets, including cash, pledges received, land, building and various office 
equipment, hardware and software which can be leveraged to access long-
term, patient finance; 

• Cost Effective Scaling – United Way demonstrates operational excellence and 
consistent levels of fundraising through grants, donations and continue 
operational funding; 

• Liability and Risk – United Way demonstrates innovative leadership that is willing 
to explore solutions to tackle the big, audacious challenges experience by the 
community including poverty, homelessness, mental health, domestic violence, 
hunger and social isolation; 

• Community Support - Is one of the only organizations that provides services to 
both Perth and Huron Counties, which demonstrates an ability to navigate the 
fractional nature in service delivery in both regions; 

• Team Approach – Has indicated a willing to invest in a new full-time position 
within their organization to launch the Community Renewal Company in 2021. 

 
In addition, interview participants and focus groups at the local level indicated that 
United Way Perth-Huron would be an ideal partner for this initiative based on its 
innovative leadership, community engagement, current relationships including ties to 
local politicians, ability to procure donations and other capital and prior experience 
with incubation. United Way Perth-Huron would make an excellent incubation partner 
for The Community Renewal Company based on the argumentation described above. 

 
6 In 2009, the Perth County Food Security Coalition, in partnership with and via the United Way, applied for a pilot project 
to create the Nations 2nd Community Food Centre. The application was successful and a journey to incubate the 
program began with significant investment from the STOP Toronto (the precursor to the national umbrella now known as 
Community Food Centres Canada). In the early years, United Way provided back bone support, acted as the employer, 
volunteer coordinator, assisted with fundraising and capital development as the centre opened with 4 staff. Later, UW, in 
collaboration with Community Food Centres Canada, created a governance structure that would serve the 
organization longer term and continued supporting the project until it was sustainable. At that point, after more than five 
years of incubation, the Local Community Food Centre became an independent Charity with six staff members and an 
annual budget of just over $400,000. UWPH continues to provide financial support and advice, while the organization has 
nearly doubled its earned revenue from diverse sources and increased its impact in the community substantially.   

Incubating Organization and Approach 
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Incubating Approach  
 
The following section highlights the considerations7 the United Way Perth-Huron has 
examined to successfully launch and incubate:  
 
1) Mission Aligned Infrastructure 
Why does our organization want to incubate the CRC? 

• Remain competitive and collaborative in a changing market; 
• Tapping into an innovative and entrepreneurial culture in our community; 
• Create and diversify financial opportunities and revenue streams for resilience. 

 
The scope of incubation will include: 

• Providing internal expertise and develop best practice across sectors; 
• Access to knowledge and networks to support mission. 

 
Overlapping scope: 

• Social Research and Planning Council providing fee for service for convening and 
research services related to housing and community hubs; 

 
We are willing to branch out from our core mandate through following innovations:  

• Radical: Disrupt market by developing new services i.e. social finance; 
• Adjacent: Entering market by leveraging expertise i.e. community development; 
• Core: Optimizing services with existing stakeholders i.e. donors become investors; 

 
2) Team Approach 
What types of expertise do we need, and do we have the knowledgebase within our 
organization?  

• We have access to a mix of both internal intrapreneurs and we can bring in 
experts; 

 
Which resources may be allocated to strengthen the CRC? 

• Functional role involved: legal, research, marketing, partnerships; 
• Monetary resources available: Adding a staff member, consultants supported by 

Executive Director; 
• External sources of funding: outlined in financial plan; 
• Office infrastructure and equipment: Computer, Cloud, Data, other technology 
• Our balance sheet to leverage potential financing opportunities; 
• Current strategic partnerships spanning community, political, financial and other 

ecosystems. 
 
3) Community Support 
What incentives will motivate the success of the CRC within local community and cross-
sector cultures? 
 

 
7 The 10 Key Steps to Making your Corporate Incubator a Success, Bundl, https://www.bundl.com/articles/incubation-the-
10-key-steps-to-making-your-corporate-incubator-a-success 
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• We are willing to pilot community finance in the regions to mobilize new sources of 
capital; 

• We are willing to host a community table that covers both Perth and Huron 
regions to support coordination of projects; 

• We are willing to foster participation from residents and cross-sector organizations 
in the governance, operations and implementation of the CRC and projects. 

 
4) Cost Effective Scaling 
What criteria will help make decisions when refining the CRC? 

• Problem statement & solution fit; 
• Organizational strategy fit and team development; 
• Market validation, business and financial model. 

 
5) Liability & Risk 
Based on the outlined duration, process flows, milestones and deliverables of the CRC, 
how long are we willing to incubate before deciding which scaling pathway to follow. 

• 1-3 years 
 
6) Asset Management 
Key factors for determining if the CRC becomes a program of the Incubating 
Organization or spins out into a separate organization include: 

• Liability; 
• Developing additional legal structure per project and community ownership; 
• Insurance; 
• Ability to attract investment and/or place capital appropriately; 
• Influence of strategic partnerships and community needs. 

 
From Incubation to Program/Enterprise - Please note that at this time it is not required for 
United Way Perth-Huron to decide whether the Community Renewal Company should 
be a program of United Way or a new enterprise.  Here is further analysis of the strengths 
(green) and weaknesses (red) of either approach for future discussion: 
 

Comparison Program Enterprise 

Missing Aligned 
Infrastructure 

Pre-existing infrastructure may 
not fit operational 
requirements to move 
efficiently and with focus\  

Intentionally designed operations 
that fit organizational needs 

Team Approach Lower salary due to internal 
policy  

Can offer closer to market average 

Community 
Support 

Leverage Incubating 
Organization brand increases 
visibility & credibility  

Brand identity needs time to build 
awareness and trust with community 

Cost Effective 
Scaling 

Established organizational 
backbone, processes and 

Development of new infrastructure 
requires time and monetary 
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staffing investment 

Liability and Risk Desire to protect existing 
programs and brand from 
exposure to project and public 
relation challenges 

Although vulnerable at the 
beginning, distance from existing 
organizations provides risk buffer 

Asset 
Management 

New area of strategic and 
operational practice that 
increases pressure on team 
and governance  

Purpose built team to manage 
assets and aligned with strategic 
priorities 
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Mission - We are the only initiative facilitating and activating place-based community 
renewal projects that accelerate local access to affordable housing and social service 
providers in the Perth-Huron regions. 

 
Purpose - We want to fill a void in the development of high need projects in our 
community. Our entity is willing to take the risk for these efforts including liability of 
financing and delivering on community renewal projects.  
 
Guiding Principles 
 

• Deliver solutions aligned with community needs and priorities; 
• Concentrate resources in defined geographic areas to achieve impact; 
• Be agile, entrepreneurial and collaborative; 
• Deploy multiple strategies to address the complex challenges surrounding housing 

supply and access to (health) services; 
• Activate new and nurture existing partnerships to optimize resources; 
• Ensure projects leave smallest ecological footprint possible; 
• Be inclusive and overcome barriers of exclusion and belonging; 
• Promote community wealth approaches to share prosperity; 
• Celebrate and encourage cultural diversity with place and people. 

 
While the mission and scope are both ambitious, the Community Renewal Company’s 
community-based leadership and relationships with outside experts will allow it to start, 
learn and grow organically along with the needs of its (future) real estate and program 
delivery portfolio.  
 

“Creating solutions for our community from within the community”  
- Working Group Member 

 
A Primer on Models - According to the Government of Canada, social purpose 
organizations exist along a spectrum of organizations with a mission to advance social or 
environmental aims. Social purpose organizations (“SPOs”) straddle the charitable and 
non-profit sector (including registered charities, incorporated non-profit organizations 
and non-profit co-operatives), the private sector (including market sector co-operatives 
and private businesses advancing a social or environmental mission) and hybrid entities 
such as Community Contribution Companies and Community Interest Companies, found 
in British Columbia and Nova Scotia, respectively. 
 
The funding for this business case was in part funded by the Investment Readiness 
Program that was developed to support the start and scaling of SPOs. There is also the 
language of social enterprise, also defined by the Government of Canada as a revenue-

Mission + Context 
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generating organization whose objective is to have a social impact. Definitions of "social 
enterprise" vary, but there is no unified definition in Canada, again falling into a wide 
spectrum of business models. 
 
By leveraging for purpose entities to yield impact while successfully operating with 
economic market systems, the CRC has the potential to reinvest revenues and expertise 
back into the community.  
 
These models operate in the corporate form that suits best, whether it is more socially or 
commercially focused. And in the case of many other similar types of organizations, 
multiple legal entities are used to manage different projects. In the graph below, social 
enterprises fall anywhere between a "charity operating a related business" and a 
"business corporation with social purpose". 
 
 

 
Therefore, it is understood there is flexibility in the approach the CRC can take to 
develop its model. The following sections of the business case will detail the components 
of that model, including: Services & Revenue, Community Finance, Governance, 
Operations, Site Selection, Demonstration Projects, Financials, Risks and Recommended 
Next Steps. 
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Translating mission into operations requires an understanding of the proposed service 
and revenue model of the CRC. Each service area is illustrating the variety of value-add 
skills and service delivery that are currently in scope for the community to convene, 
support, develop and manage community renewal projects.   

Competition & Collaboration – The goal of the CRC’s model is to weave these concepts 
of “competition” and “collaboration” together. Competition, because time, money and 
attention are limited. Collaboration, because the CRC is designed as a multi-stakeholder 
community approach. Combine Competition and collaboration to create a tension 
where we strive to be clear, compelling, and catalytic to opportunity while taking time to 
nurture trusting relationships and co-create solutions. 

 
 
The Services Model - The above service diagram provides a holistic picture of the CRC’s 
service categories. It is important to note that the combination of services to be offered 
will be dependent on the context of community and project needs. 
 
The Revenue Model - Attached to these service categories are potential revenue 
sources. Although these may not be all activated at once or in the same project, this is 
the combination that is possible in the long-term to enhance sustainability and 
community sufficiency. The Financials section of the business case provides a narrow 
scope of revenue sources based on identified demonstration projects which will be 
unpacked later in the document.   

Services & Revenue Model 
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Convening 
 
Services in this category are focused on bringing together stakeholders in communities 
and around projects.    
 
Target Customers - local resident groups, which could be grassroots, formal associations 
and individuals interested in community renewal or specific projects; nonprofit, 
government and private sector organizations with a vested interest in a particular 
community challenge, geographic catchment and/or are part of offering a solution to 
these community challenges. 
 
Revenue Model – this will include grants, which may be received by the CRC or partly 
awarded to the CRC as a collaborative; and a Fee-for-Service model where a 
project/stakeholder may offer the CRC a contract to take one or more of these roles in 
the community: 
 
• Community Engagement - Engaging residents to work and learn together on 

behalf of their communities while taking ownership over the outcomes. This involves 
informing citizens about projects, inviting input, collaborating to generate solutions, and 
partnering from the beginning to tackle community issues.  

 
• Government Relations – Building relationships with government at all levels and 

associated agencies. This is multi-faceted, and includes program partnership, data, 
input, compliance, funding, etc. There are many existing relationships that need to be 
nurtured and the CRC will act as a representative for the communities. 

 
• Research - Focused on determining the viability of specific projects through 

research conducted directly with current and potential stakeholders. This will allow the 
CRC to understand the opportunities and make determinations on project feasibility.  

 
• Communications - In the feasibility stage of this project, the community clearly 

stated a need exists to make a stronger case for the challenges and opportunities 
being faced in the community. A targeted campaign could be focused on specific 
communities and projects as needed.  

 
• Partnerships - Building collaborative relationships between willing organizations 

to address shared objectives and leverage the strengths of each partner strategically 
to the issues at hand. It might take more work and it might take longer, but strong 
partnerships build the relationships, shared understanding, and collective focus to make 
lasting progress on issues related to community and economic development. 

 
• Stakeholder Coordination - Another key value proposition highlighted in the 

feasibility phase is stakeholder coordination. There is a strong interest for a coordinating 
body across both Perth-Huron to complement the existing working groups and task 
forces. This is to ensure strong community collaboration that will ensure efficient use of 
resources and mobilizing of social capital to push much needed projects forward.  
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Support 
 
Services in this category are focused on providing support services to projects aligned to 
the CRC, where the CRC is not developing or managing the projects.   
 
Target Customers are local resident groups, nonprofit and possibly government agencies.  
 
Revenue Model - The revenue model for this category will be filled by grants which may 
be received by the CRC or partly awarded to the CRC as a collaborative. A 
project/stakeholder may offer the CRC a contract to take one or more of these roles in 
the community.   
 

• Community Facilitation - Providing support to community/project to ensure good 
representation of community and stakeholder input, thus providing leadership 
without taking the reins. A community engagement facilitator provides the 
methods and means that enable groups and individuals to craft answers to 
complex issues facing the community without being a subject matter expert.  

 
• Project Design - Support the early phase of the project to help determine features, 

structure, criteria for success, and that major deliverables are all planned out. The 
aim is to develop one or more designs that can be used to achieve the desired 
project goals. Stakeholders can then choose the best design to use for the project 
and might generate a variety of different outputs.  

 
• Project Coordination - This relates to the pre-development phase and supporting 

projects between design and development.  Activities can include hosting 
meetings, documenting high level goals, tracking accountabilities, and may be 
small or large in scope depending on the project needs.  

 
• Business Planning - Further to project development, this is a particular activity to 

develop a comprehensive business case to get stakeholder buy in and prepare 
for fundraising.  This would help map out the benefits alongside assumptions, 
constraints and estimated resources required.  

 
• Fiscal Sponsor - There may be groups that do not have nonprofit incorporation or 

charitable status that are looking to access funds that require these 
structures.  The CRC can act as the legal applicant for these funds in partnership 
with the local group and take on fiduciary duty for the contract with the funder.  

 
• Community Finance - Support a project/community/organization to successfully 

raise and manage community capital through a product like a Community 
Bond.  The goal will be to help navigate the product development and investor 
relations cycle.  
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Development 
 
Services in this category are focused on moving development projects from concept to 
completion.  
 
Target Customers are local resident groups, nonprofit and possibly government agencies.  
 
Revenue Model - The revenue model for this particular category will be filled by grants 
which may be received by the CRC or partly awarded to the CRC as a collaborative.  A 
project/stakeholder may offer the CRC a contract to take one or more of these roles in 
the community. Access to financing is key in this stage and will be supported by a 
revenue model through the management phase. There may also be the opportunity to 
generate community wealth through equity of assets owned by the CRC at a later point 
in time. 
 
• Data Mapping - Collecting data to support the development processes in community, 

and complementing current datasets provided by local government and the ‘211 
database’. This can include knowledge of the services and programs clients use, need 
and want, and to allow service providers to see where existing programs are 
succeeding and where they are falling short. It can also include identifying problem 
properties and hosting a community database. 

 
• Needs Assessment - A community needs assessment is a dynamic and possibly 

ongoing process to identify the strengths and needs of the community in order to 
enable community wide establishment of priorities and facilitate collaborative action 
planning directed at improving community health and wellbeing.   

 
• Site Review and Selection - Completed after the need’s assessment, site selection is 

the process of examining multiple options and assessing their relative advantages and 
disadvantages. Exploring more than one site option provides an analysis of alternative 
site plans to compare costs and design features. 

 
• Project Management - Key function led by person/team with core competencies and 

broad understanding of the development process. This includes contractor 
procurement and management for following: Property Due Diligence, Concept 
Design/ Hub Modelling, Purchase and Agreements, Legal, Environmental Assessment, 
Planning and Environmental Approvals, Construction/ Renovations.  

 
• Community Consultation - It is expected that during the development phases, there 

will be a need to maintain communications with community leaders and members at 
large. This can include further consultation and feedback from the community as well 
as required meetings to ensure all concerns are being addressed during the process.  

 
• Funding Procurement - Added to this service category as it is the most capital intensive, 

yet funding procurement can occur and support other service categories.  This 
includes grant writing, sponsorships, donor campaigns, community finance, lending, 
and additional non-monetary resources to supplement financial goals.  
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Management 
 
Services in this category are focused on moving from completed construction/renovation 
towards operational status of projects with ongoing management.  
 
Target Customers are tenants, leaseholders and possibly investors. The revenue model for 
this particular category will be filled by grants which may be received by the CRC or 
partly awarded to the CRC as a collaborative.  
 
Revenue Model - Tenants and leaseholders will provide rent as recurring revenue source, 
alongside other possible revenue sources for the space i.e. events.  Finally, if managing a 
community finance product, management fees can be received.  
 

• Property Management - Responsible for the operation, maintenance, and 
oversight that includes collecting rent, clearing, repairs, tenant complaints and 
can vary in scope depending on project needs.  

 
• Back Office Support - This can include shared reception, mailbox, shared 

technology platforms, governance and financial accountability. The goal is to 
provide services that are shared among all tenants to support cost reduction and 
time efficiency.   

 
• Service Integration & Innovation - Integrated services provide comprehensive 

engagement and linkage across the continuum of support services, rather than 
working in “silos” which has traditionally been the case in many communities. 
Facilitating partnerships and collaboration across existing programs, services and 
organizations can reduce duplication of services and increase participation in 
service delivery from a variety of programs and organizations. In addition, a social 
innovation lens could include venture creation to scale services and generate 
additional sources of revenue.  

 
• Partnerships and Leasing - In some cases the project will be stewarded as a 

partnership between one or more organizations and will require major leasing of 
the space to a stakeholder. These types of agreements require special attention 
due to the materiality they have on the project and community.  

 
• Tenant Relations & Animation - Beyond collecting rent and addressing complaints, 

the offering is to engage tenants in other service areas such as service integration 
and innovation, and also ensure tenants are engaging with each other in order to 
foster a sense of inclusion and community. 

 
• Marketing - The success of community hubs requires a strong communications 

footprint to ensure the appropriate awareness and traffic to reach project 
goals. This can be an opportunity to create shared brands or promote shared 
campaigns.  
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Relevance - A key piece of feedback received from our community is the lack of capital 
to move projects forward. Due to reliance on granting programs which are highly 
competitive, limited in funding scope and not always aligned with the timing of projects; 
many local communities struggle to activate identified financing avenues. Community 
finance - also known as social finance, impact investing, innovating financing and 
community wealth – provides a pathway to active local economic capital to accelerate 
project development and community solutions.   
 
This approach is included in the Operational Model under Tools and is considered as part 
of the Financial Model.  For those not as familiar with the concept, here we provide a 
summary and case study. 
 
Summary - Social finance is an investment that seeks a measurable social, cultural, and 
environmental impact alongside a financial return for an investor. To access these types 
of investments, organizations explore business models that can generate impacts and 
returns to attract investment.  
 
Social finance may not appear to be radically different from more traditional 
investments, such as accessing a loan from a bank and paying back the principal and 
interest on the loan. One key distinction is that traditional investments tend to be focused 
solely on receiving financial returns, and do not require the investee to also produce 
social good. Another key distinction is that social finance is structured to be easier to 
access and manage for mission-driven organizations. For example, a repayable loan 
made available through social finance may come with features such as lower interest 
rates and more flexible repayment schedules. 
 
With social finance, organizations can acquire new assets, maintain positive cashflow, 
and develop new self-sustaining revenue streams. This can help diversify in flow of capital 
sources, thereby shielding from risks associated with reliance on a single source of capital.  
 
Market – Impact investment assets under management (“AUM”) in Canada as of 2018 
total $14.75 billion, up from $8.15 billion reported two years prior. This represents 81% 
growth over a two-year period, which is nearly double the growth rate of all responsible 
investment (“RI”) AUM, which grew by 41.6% over the same period.8 By the end of 2019, 
the global market was estimated at US$715 billion, according to the Global Impact 
Investing Network’s 2020 Annual Impact Investor Survey. 
 
To help accelerate that change, the Government of Canada has introduced social 
finance policy to make available up to $755 million on a cash basis over the next 10 
years for a new Social Finance Fund9 after successfully deploying a $50 million 

 
8 2018 Canadian Impact Investment Report, RiA, https://www.riacanada.ca/research/2018-impact-trends-report/ 
9 Backgrounder: The Social Finance Fund, Government of Canada, https://www.canada.ca/en/employment-social-
development/news/2018/11/backgrounder-the-social-finance-fund.html 

Community Finance + Case Study 
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Investment Readiness Program (“IRP”) to social purpose organizations to improve their 
ability to successfully participate in the social finance market. This business case was 
funded by United Way Perth-Huron, with a portion received as a successful recipient of 
funding from the Investment Readiness Program.  

The Social Finance Fund could generate up to $2 billion in economic activity and help 
create as many as 100,000 jobs over the next decade. In addition to these measures, the 
Government will continue to fund the Investment Readiness Program10 to support social 
purpose organizations as they contribute to solving pressing social, cultural and 
environmental challenges across Canada. Its goal is to help social purpose organizations 
build their capacity to participate in Canada’s growing social finance market and 
prepare for the Government of Canada’s broader investment in social finance via 
the Social Finance Fund.  

Case Study - The Mount 
Community Centre, 
Peterborough11 

The Mount Community Centre 
purchased a property and 
made plans for how to use it—
including the creation of 
affordable housing, a 
food centre, a co-working 
space for community 
organizations and community 
rooms for health and social 
services & arts, cultural and 
recreational activities.   

At this point, The Mount had 
spent all its capital to purchase the property and did not have enough capital to 
redevelop the space. This provided the opportunity for The Mount to turn to its 
greatest asset: its community.  

The Mount’s attracted local community investors through the issuance of a ‘Community 
Bond’, a social finance vehicle that has helped many local community real estate 
projects move forward across Ontario.  The investors provide $1,000 to $100,000 of 
investment, receive annual interest payments, in this case 3%, which was competitive 
with market rates at the time, over the course of a 5-year term. At the end of the term 
the investment matures, and the principal is repaid.   The Mount has the option to re-issue 
a new Bond, where some investors will renew, attract new investors, and based on the 
financial model shift their debt load.  

 
10 About irp-ppi.ca, Investment Readiness Program, https://irp-ppi.ca/en/about-the-program/ 
11 The Mount Community Centre, Case Study, Tapestry Capital, August 14, 2019, https://tapestrycapital.ca/the-mount-
community-centre-case-study/ 

Figure 2: The Mount 
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The community around the Mount enthusiastically embraced the Community Bond. 
Within seven months, 67 individuals and organizations invested $2 million. With this capital, 
as well as grants and low interest loans, The Mount Community Centre was able to build 
43 affordable apartment units and provide social, recreational, and 
therapeutic programming. At the time of purchase, The Mount’s property was valued at 
$5.2 million —today, it is worth $10 million.  

Leveraging Community Capital – Non-profit organizations are permitted to issue bonds, 
or an interest-bearing loan. Exemptions for non-profits in Ontario and Canadian securities 
legislation permits non-profits to sell directly to unaccredited investors without the need 
for a costly prospectus. The community bond model was pioneered by the Centre for 
Social Innovation in Toronto, a non-profit which offers co-working spaces to organizations 
with a defined social purpose. The Centre for Social Innovation has the following 
examples of community bonds issued in Ontario.12 

This case study illustrates the power of community with two key outcomes:  

1) The capital in the local community was able to be leveraged to move a mission driven 
project forward that was stuck due to limited economic opportunity from traditional 
revenue streams.  

2) The capital stayed within the local community, and the local organization managing 
the project now owns an asset that can be leveraged for future community projects.   

With enabling policy, there is a more opportunity for organizations to leverage these 
exemptions and learnings to unlock community capital and build community wealth.  

 

 

 

 

 

 

 
 
 
 
 
 

 
12 The Community Bond: An Innovation in Social Finance, Centre for Social Innovation: 
https://communitybonds.ca/shop/the-guide 
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A multi-stakeholder business model requires organizational structures that are diverse and 
nimble. This section outlines the components and considerations for progressing with the 
CRC as an incubated initiative.  In addition, there is further discussion on implications for 
moving the CRC as a program or an enterprise in the future.  
 
Governance - This includes legally required processes i.e. legal entity governed by a 
Board of Directors, alongside community centered approaches i.e. Advisory 
Committee. These governance processes will complement a clear articulation of 
management and operational responsibilities. In some cases, the CRC will partner with 
existing organizations, working groups and community tables.   
 

Legal Structure - Based on our research funding, similar models deploy multiple 
legal entities to manage a portfolio of projects to spread risk and liability, as well 
as manage organizational assets. In some cases, these examples replicate the 
governance model across these entities and in others they are distinct, 
depending on project and community needs.   

 
Representation - Representation in these processes should reflect a diverse 
population, including people with lived expertise; members from public, private, 
and nonprofit sectors; and professionals with an understanding of the 
development and construction process.  

 
Procurement – It is recommended that a procurement policy is developed as needed to 
create clarity, flexibility, and agility to make procurement decisions.  A social 
procurement approach is also recommended to ensure mission alignment.  
  
Strategic Plan – A strategic planning exercise led by an external consultant can provide 
clear, specific, and measurable strategic goals for a three-year period which can be 
developed into specific action and management plans. 
 
Collaboration Agreement - Agreements that outline the roles and responsibilities 
(including, responsibilities at exit, in case of failure) between the organizations that are 
part of the board, advisory committee and project working groups.   
 
Legal - In social purpose organizations, legal structure is the form that follows the function 
of the organization. Appendix II: Legal Structures describes the different legal options with 
advantages and disadvantages. Please note that further legal advice should be sought 
from a professional prior to making a decision of the legal structure of the entity. At this 
stage, arriving at a designated structure is not required yet. 
 
Many examples of community renewal initiatives indicate that the physical assets can 
operate as a program under the lead or backbone organization. However, from a risk 
and liability standpoint, it is suggested we form new legal entities to hold physical assets, 
owned by CRC.  In the case of setting up a new legal structure for the CRC backbone 
organization, here is an approach we are considering: 

Governance 
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Incorporation – Some projects may require a separate legal entity to be created. 
 
Service Agreement - a newly formed corporation would use service agreement to 
outline financial obligations and other needed clarifications. The following outlines the 
current model: Incubation, the future models, Program and Enterprise that could be put 
in place post-Incubation, and the relationships in each model.  
 
Incubation - In this phase of the work, the CRC is nested with the United Way Perth-Huron, 
the Incubating Organization.  The United Way provides the operational backbone 
alongside responsibility for legal, financial and risk related to the CRC’s projects.   
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Additional characteristics of this model include: Advisory Committee to maintain 
community connection to the strategic vision and goals; Local Committees can be 
developed as well on a project bases for delivering local community solutions; as 
needed, projects can be supported by local organizations, can be managed through 
separate legal entities to spread the risk, and also managed from within the United Way 
such as leveraging current balance sheet to access financing.  
 
From Incubation to Program or Enterprise – This process is outlined in the Incubation 
Framework section.  Once the decision has been made, the following are suggested 
models to manage the governance of the respective models.  
 
Program - In this model, the CRC becomes an official program of an organization and 
falls under the governance and operational policies and procedures of that 
organization.  There can still be a relationship to community for strategic input and 
partnerships.   
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Additional characteristics include: Community Renewal Company becomes integrated 
into United Way’s long-term strategic and operational plans; Advisory Committee is 
recommended yet could be dissolved in favour of the Board of Directors, while leaning 
into local working groups and community tables; and there is still a need to develop 
additional legal entities as needed for community projects.  
 
Enterprise - In this model, the CRC develops a new organizational structure that can be 
governed and managed independently of the Incubating Organization.  This includes 
setting up a parent legal entity which can include folding in the Advisory Committee into 
that governance model.  
 

 
 
Additional characteristics include: Deciding which parts of the operations will be scaled 
internally in the Enterprise, and which ones will still be deployed through partnerships; 
handing off legal and liability of current projects from Incubating Organization to this 
new entity; and working through developing charitable status or other legal statuses 
needed for the CRC.  
 
Note on Managing Complexity –Managing a multi-stakeholder and multi-project 
Community Renewal Company requires stepping out of traditional models and 
embracing complex solutions to complex challenges.  The good news, many similar 
organizations and communities have taken this path, and this provides an opportunity to 
reimagine resilience for equitable futures.  
 
We provide this note as there will be significant troubleshooting required throughout the 
process to address legal, liability, stakeholder, funding, and project variables.  Ensuring 
the people lead the CRC as volunteers, staff, partners, and contractors, should be 
prepared to be part of this complexity.   
 
We outline in the Operational Model ways the CRC can address key implementation 
areas to ensure consistent and collaborative ways of approaching this complexity. 
 
 



 
 

 30 

 
 
 
 
 
As an intermediary, the CRC plays a critical role in the community development 
ecosystem sitting at the center of a web of relationships that both binds and strengthens 
connections between nonprofit service providers and supporters in the public, private, 
and philanthropic sectors. The result is an entity with a lot of moving parts that require 
interoperability. This level of complexity can be streamlined through clear scoping, 
processes, and agility.   
 
Transforming the Operational Model - The following section describes how to move 
through the start-up phase, and provides considerations for scaling through the 
incubation phase and beyond. The goal is to organize and manage resources 
effectively to operate and deliver services as intended and meet goals.  
 
 
 
 

 

 

 

 

 
The CRC will see transformation in the first few years of operation including starting-up 
the actual incubation phase and scaling beyond incubation.  To illustrate the starting 
point and considerations for moving forward, we outline six key operational pathways: 
People, Tools, Process, Information, Marketing and Impact.   

Operational Model 
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People 
It is important to note that through community consultation with the Working Group, it 
was advised that our services model exclude providing a comprehensive suite of 
development services and a variety of subcontracting would occur sourcing planners, 
engineers, and architects, etc. Land developers & builders, unless significant in size and 
geographical focus, do not have access to these services in-house and typically rely on 
external contractors. As a result, we will be finding a balance between “in house” and 
“out of house” capacity and services for the CRC. 
 
Key Insights from Working Group - We heard various examples of projects where only the 
project management was in house and the rest was contracted out, for example: 

• $14M arena in North Perth had only a Project Manager and all other services were 
contracted out; 

• New Path Foundation outsourced 95% of tasks and focused on strengths of 
getting to know the community; 

• YMCA of Southwestern Ontario does not build often enough to have internal 
building expertise. 

 
Therefore, the key staffing that was discussed is a Project Manager that has a range of 
skills related to real estate development. In addition, there is a need for convening 
services that has someone who can steward collaborative processes and strong 
communications. Finally, we honour that this will be a difficult leadership challenge and 
acquiring talent that can handle this stage of the work will be critical to the success of 
the organization. 
 
Project Manager: The term project manager can feel broad and open to interpretation. 
Therefore, we have provided a sample job description in Appendix III: Project Manager 
to highlight key areas of focus and responsibilities.   
 
Key characteristics:  

• Offering average salary of around $80,000 + benefits per annum; 
• Need to have the competencies to operate across the spectrum to work with the 

contractors, such as vet documents from third parties ex: environmental 
assessment report; 

• Project & contract management experience to review and troubleshoot across a 
full slate of activities; 

• Hiring and managing a lead development contractor/consultant  
 
Skill Sets Needed 
  
The following will be needed at different phases in the CRC organizational development 
and project phases.  
 
Pre-Construction Leadership 
  

• Co-ordinate the involvement of the project team and volunteer committees; 
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• Proposed Project Team and/or Committees: Construction, IT, Space Design, 
Communications & Branding, Finance & Fund Development and Partner, Rental 
and Community Cultivation. 

  
Post-Construction, project dependent: 

• Facility operations; 
• Creating and managing leasing and/or rental agreements; 
• Maintaining partner, tenant and community relationships and internal 

communications; 
• Managing rent, rental payments and collections (accounts payable process) 
• Ensuring optimal space design and interior design; 
• Managing third party service liaison and oversight (e.g., plumbing, electrical, 

cleaning, security, etc.) 
• Team management; 
• Supporting event and program planning and management; 
• Day to day administration; 
• Community animation. 

 
Consultants 

• Predevelopment market research; 
• Concept design and hub modelling; 
• Purchase and agreements; 
• Legal; 
• Environmental assessment, planning and environmental approvals; 
• General contractor; 
• Construction and renovations. 

 
A note on contractors: 

• Some conditions of funding require specific trades/certifications; 
• There can be 20 different contractors (plumbers, painters, electricians) per project; 
• Short-term contracts are more cost-effective than putting people on payroll; 
• Volunteers: will be difficult to find a volunteer to take on professional liability / 

responsibility. Therefore, third parties mitigate long-term risk, yet with volunteers it 
falls on liability/insurance of our organization. 

 
Strategic Partnerships - The difference between a strategic partner and consultant may 
become grey as different relationships transform from long-term working relationships. At 
the outset, here is the distinction: consultants are transactional in nature, working based 
on a project scope that has an allocated budget; whereas a strategic partner is more 
likely to offer in-kind support and be connected to the project for reasons beyond 
financial, yet can still have a financial benefit alongside their mission alignment and 
community interests. Here are some possible partnerships: 
 

• Local convening organization and lead agencies; 
• Development partners i.e. Indwell; 
• Management partners i.e. United Way Perth-Huron or local municipality; 
• Marketing with Social Research and Planning Council; 
• Evaluation with Social Research and Planning Council. 
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RACI Model - A key condition in building a team is clear roles, which also helps manage 
a sensitive financial model. The following RACI model provides a snapshot of various roles 
team members take and their level of responsibility within that role. Any individual can 
carry more than one role at a time.   
 

(R) Responsible: 
Role: People who are the "doers”. Complete and report to those 
Accountable. 

 Decision making: Responsible for implementing decisions. 

(A) Accountable: 
Role: People who make(s) decisions and "own" the work. They ensure 
that responsibilities are assigned properly and monitor progress. 

 Decision making: Makes decisions about activities and approaches. 
(C) Consulted: Role: People who are expected to contribute as active participants. 
 Decision making: Need to give input before a decision is made. 

(I) Informed: 
Role: People who need to be kept "in the picture." They receive 
updates on progress or decisions. 

 Decision making: None 
 

Role Director Project 
Manager 

Incubating 
Organization 

Consultant Strategic 
Partners 

Governance/Legal R, C  A, R   

Finance A, R R A, C  I 

HR R C A, R   

Convening Services A, R C R R R, C 

Support Services A, R R R R R, C 

Development 
Services A, C R C R R, C 

Management 
Services A, R C C  R, C 

Marketing A, R C R  R, C 

Evaluation and 
Reporting A, R C A  R, C 
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Tools 
 
Innovative Financing - A key leverage point for the CRC will be to access community 
capital through what is described as social finance, impact investing and community 
investment.  
 

 
Source: https://gasocialimpact.com/investing-for-impact/resources-links/ 
 
As funding sources are a critical challenge to move projects forward, developing a story 
and product to mobilize capital can be the difference between success and failure for 
the CRC. Here are some considerations and it is recommended working with a social 
finance practitioner to deploy this approach: 

• Amount - Factors such as size of community, economic power, local champions 
and compelling opportunity help determine potential amount. Recently a 
community recreation centre positioned for a $1M capital campaign resulted in 
completing a $5M campaign (source: Working Group); 

• Timing - Align with market conditions, competing asks and stage of project; 
• Scope - Determine localization of the product based on initial community 

feedback i.e. Scoped based on project, community or regional; 
• Investor Mix - Institutional includes foundations, financial institutions, faith 

organizations, and nonprofits; individuals include high net worth and retail; 
• Capital Stack - Enable other layers such as loan guarantees and philanthropy; 
• Strengthen Ask - Leverage assets, other sources of capital/equipment and future 

revenue sources such as rent roll; 
• Collateral - Land provides collateral that can lower the risk of the investment; 
• Phased approach – Ensure connected to convening and development process. 
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Process 
 
There will be operational cycles based on community conditions, funding, projects 
phases and seasonality, partners, and staffing. Here are some considerations to support 
these areas within our service categories: 
 
Convening 
 

• Partnerships: Develop a process to intake and manage partnerships relate to 
communities and projects i.e., Expressions of Interest  

• Collaborative approach: Increase efficiency by overlapping activities across 
organizations - i.e., cross regional coordination  

• Lean into local partners with strong understanding of stakeholders and needs 
 
Support Services 
 

• Bundling projects: In the event there is small project scope, promote the services 
to attract similar stakeholders to generate economies of scale 

• Referrals: If the stakeholder demand feels out of scope, try and provide referral 
instead of stretching organizational capacity 

 
Development Services 
 

• Pre-development: Use the Location Matrix to streamline decision making and 
rationale to stakeholders 

• Project management team that can keep up with market and regulatory 
environment changes, which could include a health & safety coordinator 

• Have robust list of subcontractors to manage local projects 
• Finance team that can manage the fast pace and agility required for these type 

of projects 
 
Management Services 
 

• Similar to support services, take on project responsibilities that feel within 
organizational scope 

• Marketing team that can reflect the voice of community while influencing 
decision makers 

• Long-term relationships with consultants bringing different institutional knowledge 
to these projects 
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Information 
 
Geographic Focus - The CRC will partner with communities and organizations in 
neighbourhoods based on defined geographic or socio-economic boundaries. These 
boundaries need to be of a sufficient size to allow for development at scale, but small 
enough to allow for the concentration of resources to have a visible positive impact on 
the community.  
 
Data Enabled - Have the required data to be used in research, analysis and planning will 
be required to make decisions.  Data considerations:  

• Identification of surplus land or problem properties in a neighbourhood will provide 
superior development opportunities in the short to medium term, making it more 
likely the CRC will seek to take on a project there. 

• Market intelligence on earned revenue opportunities will be important to 
understand as those revenue can be invested in the purchase of privately held 
land for redevelopment. 

Performance Framework - Suggested strategic approach and operational adaptations 
as you go through various project phases and community development processes.  
 
High impact organization: 
A competent organization will attract both people and resources, by: 

• Board/Advisory group that functions in a comprehensive and timely manner; 
• Ability to attract funding, investments, and in-kind support; 
• Forming high leverage partnerships that expedite the work of the CRC; 
• Stellar stewardship of real estate assets. 

 
Results driven: 
Moving forward on initiatives which significantly benefit partners and communities, by: 
• Using effective project criteria; 
• Co-creating high demand projects and services identified as priorities by community; 
• Tap into the capacity of communities to guide future development. 
 
Human centered: 
Community engagement is the primary decision-making tool, by: 
• Implementation of transparent and inclusive processes; 
• Go beyond what is required by regulations; 
• Co-designing solutions to community problems. 
 
Brave: 
Acting as a leader on the forefront of system’s change, practice and discussion, by: 
• Bringing groups together to address persistent challenges and frame actions; 
• Mobilized efforts to identify new or better ways of advancing community renewal; 
• An advocate for the aspirations of community members. 
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Marketing Considerations 
 
Based on the identified gaps and local buy-in for developing a Community Renewal 
Company, this section will provide insights on the marketing opportunity from a 
perspective of competition and collaboration.  
 
Competitive advantages: 

• Target geographic concentrations of social and economic barriers; 
• Focus on community economic development as approach to shared prosperity; 
• Create new revenue and financing streams for community renewal. 

 
Collaborative advantages: 

• Community voice in local renewal and development projects; 
• Build on strong sectoral presence across business, nonprofit and government; 
• Streamline partnership development and service delivery. 

 
Launching a Campaign - a public relations program that communicates the benefits 
and positive conditions in the community through various platforms literature, advertising, 
community website, newsletters and news releases. The campaign speaks to the critical 
and cross-cutting issues being experienced by both Counties and with it, create clear 
and resonant language to appeal to broader community in order to build support for a 
more community driven business and fundraising model.  The campaign should tap into 
hot button issues, connect with emotions of residents, and mobilize neighbours into 
action. 
 
Marketing Positioning - A great position is occupying a central position within Perth-
Huron’s social innovation community and display a consistent ability to leverage core 
values in leading community development. Although high level, this is critical because of 
the multi-stakeholder approach. Having brand identity, value proposition and service 
offerings reach a wide appeal in community will help reduce resource requirements for 
targeted marketing.  
 
Multi-stakeholder approach - the collaborative journey to solutions delivery that 
optimizes resources while providing flexibility to be entrepreneurial in operations is 
essential.  Because current approaches in community are not moving the needle on 
shared challenges, the operational model should enable risk taking to protect the 
current landscape of organizations and enhance their ability to contribute through the 
CRC’s ability to manage liability and demonstrate viability of innovation approaches.  
 
Because we can’t scale our way out of addressing entrenched social problems, i.e. 
delivering social services is not like delivering pizzas: to go where there is market 
demand may not focus on solving the problem the market has created. Capital 
markets are designed to generate wealth and concentrate capital, while the 
populations and communities we serve exist at the margins of capital markets, where 
profits are fragmented, inefficient, and sometimes non-existent. Our marketing 
approach will also have to provide a narrative that redirects capital, wealth and 
resources into these projects.   
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Impact Model 
 
The following diagram showcases some of the value creation the CRC hopes to create in 
communities related to housing and social services.   
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Additional impact pathways 

• Organizational Development and Resilience 
o Moving from learning to practice over time; 
o Generating revenues to reinvest into community projects. 

 
• Market Making & Intervention 

o Creating the "in house" services that are more community aligned; 
o Approach systemic and institutions challenges with a social innovation lens. 
  

Suggested Impact Metrics 
• Number of development projects underway 
• Number of affordable and supportive housing units developed/renovated 
• Number of households provided housing in CRC projects 
• Number of sq. ft. developed 
• Number of community hubs opened 
• Number of services co-located in the hub 
• Number of individuals accessing hub service 
• Number of partnerships developed 
• Increase in clients served by community hub clients 
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The purpose of this tool, the location matrix is three-fold: 1) to assess the conditions 
related to proposed projects, 2) to identify a short list of preferred sites for further 
consideration to fully develop under the Community Renewal Company and 3) to 
provide a tool to shortlist future project opportunities. 
 
It is anticipated that the CRC will move forward on its first array of development projects 
in the next 12 - 16 months, depending on required development approvals, funding, final 
site selection and the ability to attract and cultivate resources to move the inception of 
the CRC and the development of projects along. 
 
There is a strong drive to choose sites within the core of major centres in Perth and Huron 
Counties in order to demonstrate and honour the CRC’s potential to bring community 
development, economic and environmental benefits to the regions. 
 
This location matrix has been prepared in order to assist further planning for the project 
engagement for the CRC. The scope of the location matrix addresses two aspects of site 
selection: 
 

• The assessment and selection of sites for the CRC to move forward on; 
• The analysis of potential sites, leading to a short list of preferred sites. 

 
While the requirements of potential sites may be significantly different based on region, 
location and specific community aspiration, there is an underlying ambition and 
conceptional grounding that will be common across all projects. The objectives of the 
CRC are absolutely linked to it potential site locations - it’s landscape, it’s aspiration and 
it’s economic well-being.  
 
The location matrix integrates the following principles: 
 

• Design within the context of the regions - through a focus on resources, landscape 
and local opportunity, the CRC will contribute to the development of community 
that is reflective of community context and address issues of direct relevance to 
the local residents; 

• Design in a post-carbon era - projects should aim to demonstrate highly efficient 
energy usage and minimize ecological footprints as much as possible. Systems 
and construction of projects should conform to high-level standard of 
sustainability, if financially feasible; 

• Community-centric - the CRC aims to establish a strong working relationship with 
local communities in the regions; 

• Locally relevant research and innovation - through community consultations, the 
CRC will seek to attract new forms of research, data and information that sets the 
local context and to foster innovative approaches to moving the dialogue and 
projects forward. 

 

Location Matrix & Site Selection 
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Conclusion - The Working Group and the consulting team reviewed and assessed the 
merits of many sites within the regions. In order to establish the CRC successfully, it is 
pertinent to select the first four projects with the highest financial sustainability and 
probability for successful completion and impact. Successful projects will drive further 
community involvement, increased buy-in and increased opportunities for funding 
procurement. 
 
Before proceeding further with the selection of sites, it is recommended that a number of 
steps be taken, in order to better inform the project selection process. Proposed next 
steps include the following: 
 

• Develop a detailed project schedule to identify anticipated times for project 
approvals, design, development and construction activities as well as funding; 

• Through the development of a more detailed schedule, identify the time period 
for which the initial projects will be developed and to cultivate an 
understanding how the integration of subsequent funding / capital campaigns 
might look; 

• Meet with municipal staff, Council and all potential involved private property 
owners in order to confirm basic planning and site assumptions, to identify and 
confirm any additional development issues that have not yet been raised. 

• Once the permanent project short list is confirmed, carry out basic geotechnical 
and environmental testing to better identify any additional development 
constraint for each property and to better define potential construction budgets; 

o It is important to note that access to development capital (and later on 
financing) will be key in moving projects through the different due-
diligence, design, approval and construction phases; 

• Complete the preliminary cost and feasibility review of the proposed sites, in order 
to allow for a better-informed site selection. With a comprehensive understanding 
of the constraints affecting site development, it is anticipated that final 
recommendation can be made for sites selection. 

• In addition, uncovering what an outward communication campaign might 
look like for the CRC as it moves forward on the selected projects. 

 
Process and Selection Criteria 
 
The full range of projects considered at this point by the Working Group were based on 
the following criteria: 

• Availability of land / Asset / Property; 
• Capacity to incubate or address a local community aspiration or directly mitigate 

issues identified in our early feasibility study i.e. community hub to provide access 
to services or affordable housing; 

• Financial feasibility. 
 
The site selection process for the CRC may be challenging as it rests on multiple 
parameters, including financial, property/location and community. This can make the 
site selection process more complicated and the CRC’s ability to find optimal locations, 
sites and projects. In order to provide structure and a clear trajectory forward, we have 
identified the following steps: 
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1. Define the project requirements - project requirements vary significantly based on 
the three parameters listed above and differ for each community the CRC wants 
to establish projects. The working group will need to work closely together to 
identify key parameters, dates, capital investment, other real estate needs and 
infrastructure requirements; 

2. Conduct a geographic filtering process based on project criteria - To properly filter 
locations, different potential projects and/or sites have to be gathered for review 
by the working group utilizing the location matrix and review relevant data with 
earlier defined site selection criteria/parameters; 

3. Conduct in-depth analysis of the short-listed projects - to identify final locations, 
the working group should perform a rigorous infrastructure, community, and 
financial analysis of 4-6 final candidate locations 

4. Solicit feedback from the community through a project brief - additionally, the 
working group should take a next step in bringing back high-level project briefs to 
the specific communities to solicit review and feedback. 

5. Site visits to final locations - once the shortlisted projects and high-level capital 
and operating pro-formas are agreed upon, the working group in conjunction 
with a retained engineer/architect/construction manager will conduct on-site 
due diligence to gain a thorough understanding of what a particular community 
has to offer; 

6. Complete due-diligence and secure site - after site-review, an initial concept 
design and a conditional agreement to purchase the site should be made. After 
conducting and receiving the phase 1 environmental assessments, the conditions 
can be removed from the agreements to purchase. 

 
Subsequently, the CRC will follow a traditional development and construction process, 
which may be found in Appendix IV: Development Timeline.  
 
These are areas related to the project and site selection process that requires extra and 
additional focus - they are: 

• Failure to consider all the issues. No location searches are identical: Each has its 
own unique set of critical location factors, specifications, needs, timing, and risks. 
A common error during the site selection process is to consider only easily 
quantified aspects such a total construction budget and its line items; 

• Failure to consider community trends. No location exists in a vacuum: Towns, 
counties and regions are in a dynamic state of evolution that impact most 
aspects of project operations. Utility services, political landscape, community 
image, it’s demographic characterises can change from year to year. Evaluation 
of statistics and other hard metrics such as cost are important, but datasets don’t 
capture the dynamics and context behind the numbers; 

• Poor or absent technical site review. Every year, projects experience unforeseen 
circumstances, such as non-ideal or catastrophic geotechnical conditions, 
floodplain issues, and various permitting issues that could have been avoided. It’s 
crucial to understand and measure environmental risk, timing, obstacles to 
development, and geographically variable construction costs.  
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Site Selection in Perth and Huron regions 

The consulting team in conjunction with United Way Perth-Huron explored 40 different 
land and property opportunities in the Perth-Huron regions. Opportunities were 
evaluated using pre-assessment questions. Please find these questions below. 

1. Can we get the building/land at no cost, low cost or at reasonable cost?  
2. Are there symptoms of NIMBY-ism? If so, can we alleviate these symptoms?  
3. Do we have a general understanding of the local community needs? Do they 

match the opportunity? 
4. Are community partners likely to endorse? 
5. Is current zoning aligned with the project's intention and end-goal? If no, can we 

efficiently (cost & time) rezone the property?  
6. Are we reasonably confident that there are no significant structural / 

environmental issues related to the property based on the information we have 
access to? 

From the 40 land and property opportunities eight were shortlisted – showcased below. 
For confidential purposes, the addresses have been removed from the location matrix.  
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Notes: We modelled eight different projects, which include three affordable housing 
projects, two supportive housing projects and two community hub projects and one mixed 
project featuring an integration between community hub and affordable housing. The 
following projects have been selected based on total capital cost, total fundraising 
required in addition to other project components such as partner support, possible local 
NIMBY-ism to move these projects forward in the exploration and due-diligence process for 
the Community Renewal Company. These projects are: 
 
• A 17,860 f2 affordable housing development, featuring 29 units with a mixture of one 

and two bedrooms in Goderich, Huron County; 
• An 8,625 f2 supportive housing development, with high acuity supports featuring 15 one-

bedroom units in Stratford, Perth County; 
• An 1,800 f2 community hub in Milverton, Perth County; 
• And a 29,940 sq. ft. mixed development that features both a community hub of 12,000 

f2 and 30 affordable housing units featuring one and two-bedrooms for a total of 17,940 
sq. ft. located in Listowel, Perth County. 

  
The following pages will list these four projects as demonstration projects, including specific 
financial details.
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Based on the pre-assessment criteria and location matrix guidelines outlined, the 
following land / properties have been selected for further exploration by the CRC: 
 
• A 17,860 f2 affordable housing development, featuring 29 units with a mixture of one 

and two bedrooms in Goderich, Huron County; 
• An 8,625 f2 supportive housing development, with high acuity supports featuring 15 

one-bedroom units in Stratford, Perth County; 
• A 2,000 f2 community hub in Milverton, Perth County; 
• And a 29,940 sq. ft. mixed development that features both a community hub of 

12,000 f2 and 30 affordable housing units featuring one and two-bedrooms for a total 
of 17,940 sq. ft. located in Listowel, Perth County. 

 
These demonstration projects provide a useful narrative that can speak to the intentions, 
efforts and possible impacts of a Community Renewal Company. It is important to note, 
that the demonstration projects are unaudited and provide a high-level analysis that 
serve an illustrative purpose only. It is up to the Community Renewal Company and/or 
the incubation partner and its constituents to research, audit and confirm all projects, all 
cost categories and forecasted dollar values and overall capital need.  
 
Disclaimer – While efforts have been made to ensure projects reflect real-world market 
conditions and construction cost, these projects are hypothetical and do not necessarily 
reflect projects planned to be commenced by the CRC. Actual results may vary from 
forecast and the amount of the variation may be material and significant enough to 
impact individual projects, the entire real estate portfolio and the operations of the CRC 
itself. The Intention here is to illustrate several demonstration projects, test their financial 
viability and provide context and argumentation to take another step in the due-
diligence process.  
 
Assumptions - All four demonstration projects are modelled under the same assumptions. 
Assumptions are based on existing information or previous discussions with community 
members, groups and other stakeholders. All model assumptions are available upon 
request. High-level, the four demonstration projects and their financials presented lean 
on the following conditions to be in place: 

• Land will be donated at no cost; 
o No land acquisition cost (outflow) are factored into the model at this point. 

Hence, there is also no land donation contributions (inflow) defined in the 
financial model; 

• Property taxes will not have to paid during planning, construction or operation; 
• All opportunities require no demolition; 
• All opportunities require no site servicing; 
• All development charges will be waived; 
• Appraisal of property will be donated; 
• All unit appliances will be donated.  

Demonstration Projects 
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Figure 3: A rendering of Lakeshore Lofts, by Indwell 

Demonstration Project #1: Affordable Housing Development 

• 17,860 f2 of total gross space; 
• New development; 
• Featuring 24 one-bedrooms @ 500 f2, and; 
• 5 two-bedrooms units @ 600 f2; 
• Monthly rent charges are set at $702 for a one-bedroom and $754 for a two-

bedroom; 
• Development would be located in the Goderich community; 
• Potential partnership may lead to land donation or low-cost purchase, hence 

acquiring this land at no cost is a possibility. 

 
Comparable Project 

 

 

 

 

 

 

 

 

 

 

 

• Lakeshore Lofts; 
• Located in Mississauga, ON; 
• Expected to open late 2021; 
• Owned and operated by Indwell; 
• 62 one-bedroom and 6 bachelors; 
• Commercial tenants on ground floor – The Compass Food Bank. 
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High-Level Financial Overview  

• Type:        Affordable Housing Development 
• Location:      Goderich 
• Total Gross f2:      17,860 f2 
• One-bedroom Units:     24 units 
• Two-bedroom Units:     5 units 
• Total Capital Cost:      $8.85M 
• Philanthropic Fundraising requirement:   $3.012M 
• Required Financing:     $4.5M 
• Annual Operating Revenue:   $250,919 
• Annual Operating Expenditures:    $250,919 
• Operational Viability =     Break-even 
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Figure 4: Parkdale Landing by Indwell 

Demonstration Project #2: Supportive Housing Development 

• 8,625 f2 of total gross space; 
• New development; 
• Featuring 15 one-bedrooms @ 500 f2 
• Monthly rent charges are set at $702 for a one-bedroom; 
• Development would be located in the Stratford community; 
• This model will require 1.5 FTE staff to offer baseline support service and tenant 

engagement;  
• High-acuity support will have to be part of this project’s operational model; 
• Hence, the operating deficit will grow with additional staff cost; 
• Model likely to rely on partnership with Ministry of Health or local health providers 

to cover the annual operating deficit of this property. 

Additional Notes: 
• Tenants in these programs have ODSP or similar source as their income; 
• Tenants living in the apartments are most likely single; 
• Tenants would receive additional support services from nurses, social workers, peer 

support programs, recreational therapists and food support; 
• Tenants in these apartments cannot or can partly live independently and are able 

to manage day-to-day tasks such as meal making, housekeeping, getting 
groceries, managing money, personal care and medications. 

 
         Comparable Projects: 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

• Parkdale Landing; 
• Located in Hamilton, ON; 
• Owned and operated by Indwell; 
• Opened in 2018; 
• 57 studio and one-bedroom units; 
• Enhanced supports; 
• On-going Financial Support by: 

§ Ministry of Health 
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High-Level Financial Overview 

• Type:        Supportive Housing Development 
• Location:      Stratford 
• Total Gross f2:      8,625 f2 
• One-bedroom Units:     15 units 
• Total Capital Cost:      $4.238M 
• Philanthropic Fundraising requirement:   $3.575M 
• Required Financing:     $0 
• Annual Operating Revenue:   $128,178 
• Annual Operating Expenditures:    $230,678 
• Annual Surplus (Deficit)    ($102,500) 
• Operational Viability =     Deficit - Reliant on operational funding 
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 52 

Figure 5: Front Entrance of the common roof 
Collingwood by the New Path Foundation 

Demonstration Project #3: Community Hub 

• 2,000f2 of total gross space – 1,800 f2 of leasable space; 
• Retrofit of existing space; 
• Lease; 
• Development would be located in the Milverton community. 

 
 
 
 
 

 

 

 

 

 

 

 

 

Comparable Projects: 

• The common roof Collingwood; 
• Community Hub; 
• Located in Collingwood, ON; 
• Owned and operated by the New Path Foundation; 
• 7,500 f2; 
• Opened April 2020; 
• New Path Foundation garnered interest for the model province-wide by doing 

presentations at seminars – now also resulting in fee-for-service consulting 
contracts; 

• Local Rotary club came forward to create legacy in the community – raised initial 
$200,000; 

• Estimated Total Capital Cost, including land: $2.2M; 
• Three partners came together for $100,000 buy-in each; 
• Purchase property from former Rotarian; 
• Three partner tenants, two part-time tenants; 
• Situated on four aces for future growth / expansion. 
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High-Level Financial Overview 
• Type:        Community Hub 
• Location:      Milverton 
• Total Gross f2:      2,000 f2 
• Total Capital Cost:      $564,080 
• Philanthropic Fundraising requirement:   $0 
• Required Financing:     $0 
• Annual Operating Revenue:   $20,355 
• Annual Operating Expenditures:    $20.355 
• Operational Viability =     Break-even 
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Figure 6: A rendering of KDS Cambridge by CAHDCO 

Demonstration Project #4: Community Hub + Affordable Housing 

• 29,940f2 of total gross space; 
• 12,000f2 for the community hub; 
• 17,940f2 for the affordable housing units; 
• Featuring a mixture of 24 one bedroom @ 500 f2 and 6 two-bedroom units @ 600 f2 
• Monthly rent charges are set at $702 for a one-bedroom and $754 for a two-

bedroom; 
• Development would be located in the Listowel community. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

 

 

Comparable Projects: 

• KDS Cambridge; 
• Located in Ottawa, ON; 
• Constructed by CAHDCO; 
• Daughter company of Centretown Citizen Ottawa Corporation; 
• Operated by King’s Daughters and Sons; 
• Mixed income; 
• 58 units; 
• Studio and one-bedrooms; 
• Total Project Cost: $15.6M; 
• Estimated annual revenue: $312,000 per annum. 
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High-Level Financial Overview 
• Type:        Hub + Housing 
• Location:      Listowel 
• Total Gross f2:      29,940 f2 
• One-bedroom Units:     24 units 
• Two-bedroom Units:     6 units 
• Total Capital Cost:      $16M 
• Philanthropic Fundraising requirement:   $7,450M 
• Required Financing:     $6,543,603 
• Annual Operating Revenue:   $385,303 
• Annual Operating Expenditures:    $396,939 
• Annual Surplus (Deficit)    ($11,636) 
• Operational Viability =     Deficit - Reliant on operational funding 
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Conclusion 
 

 

 

 

 

 

 

 
 
 
 
 

 
 
 
 
 
 
 
• Pre-Development Capital - In total, $2.611M in development capital is required to 

move the desired projects forward in the due-diligence and design stages prior to 
accepting land donations or purchasing the land (if that would be required). 
Development capital includes soft costs, site and legal costs; 
 

• Total Contributions – excluding the value of land, the total contributions in the form of 
fees waived and donations that were integrated into the financial model are 
$4.538M including rezoning application fees, local development charges, property 
appraisal, appliances and HST rebate during construction; 

 
• Total Philanthropic Fundraising Requirement – a total of $14.037M is required to lower 

the project specific financing need. Lowering the specific project financing need will 
allow for the operational model to be able to take on the repayment of the 
stipulated financing requirement debt load; 

 
• Financing Need – the CRC will need $11.080M dollars in the form of patient capital to 

move the desired projects forward into the development and construction phase. 
Patient capital in this scenario refers to an amortization schedule of 50 years at 1.5% 
interest. It is likely that funders will require stress testing at 3% or higher. 
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• On-going Operational Funding Need – it is likely that the supportive housing project in 
Stratford and the community hub + affordable housing project in Listowel need on-
going support due to the nature of the supportive housing operational model and 
the need for staff to administer supports and the fact that community hubs may 
have a challenging time generating enough operational revenues to sustain 
themselves, respectively of the two projects. The total on-going operational funding 
need would be $114,136 per annum to cover the specific deficits of the supportive 
housing and community hub + affordable housing projects. 

 
Recommendation – Based on the information currently available to the consulting team, 
we recommend that the CRC should focus significant efforts on the 17,860 f2 affordable 
housing project in Goderich featuring 24 one-bedrooms @ 500 f2, and 5 two-bedrooms 
units @ 600 f2 based on the following argumentation: 
 

• With a Net Operating Income of zero this project has the ability to break-even 
which is displayed in the operational pro-forma; 

• Requirement to fundraise equals $169 per f2 for a total capital project cost of 
$8.851M bringing 29 units to the Goderich community; 

• Based on community conversations with a potential partner that is potentially 
willing to partner on the project and donate the land to the CRC: 

• Zoning of the project, based on what we understand currently is aligned with the 
project’s intention and/or would require minimal time, effort and costs to be 
shifted; 

• Other community conversations have indicated support on the local municipal 
level which may result in additional resources that can aid project sustainability;  

 
The consulting team honours that this development project and its capital costs are no 
small feature. However, with the possibility of a land donation and local supports this may 
be the first project to acquire enough momentum and success that could create 
additional momentum for the other projects the CRC wishes to pursue. 
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Based on the literature review, additional research and interviews with CDCs across 
Canada and North America, the proposed Community Renewal Company for Huron 
and Perth Region will not achieve financial self-sustainability through earned revenue in 
the near future. However, a certain level of start-up capital, on-going revenue and 
income may be attracted by partner organizations buy-in, municipal funding and 
earned revenue by providing consulting services, project development and 
management expertise. 
 
The CRC will need several types of financial resources segregated by the organization 
itself and the projects it wishes to develop. Please find the financial needs per the 
organization and its projects below. 
 
Community Renewal Company 
 

• Start-up funding to incorporate and start the organization; 
• On-going Operational funding for the CRC. 

 
CRC Projects 
 

• Capital to cover pre-development expenses; 
• In-kind resources in the form of land, human resources, local knowledge and 

social capital; 
• Other contributions in the form of waived rezoning application fees, waived local 

development charges, donated property appraisals, appliances and rebate on 
HST spent during construction; 

• Financing need i.e. traditional debt vehicles; 
• On-going operational funding that is specific per project. 

 
Start-up Budget  
 
 
 
 
 

 

 

 

The following line items indicate the financial need for both the CRC as an organization 
and the projects it chooses to advance. 

 
 

Financials 
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Community Renewal Company 
 

• Start-up of Organization – This line item is responsible for several start-up items i.e. 
incorporation fee, several equipment items and a contingency budget at 10% of 
the total start-up budget. Typically, this budget would be spent before or during 
operationalizing the enterprise. Currently, the start-up need is valued at $68,750, 
which includes equipment and furniture; 

• On-going Operational Funding for CRC- The CRC is unlikely to procure revenues 
until year three of operation and still these incoming revenues are relatively low 
compared to the expenditures to operate and would require for all four projects 
the be developed, completed, operational and fully leased. Therefore, it is fair to 
assume that the CRC will require start-up funding the operate for the first three 
years. We forecast this amount to be $1,010,259 for the first three years of 
operation. 

 
CRC Projects: Start-up Budget  
 

• Development Capital - In total, $2.611M in development capital is required to 
move the desired projects and their location forward in the due-diligence and 
design stages prior to accepting land donations or purchasing the land (if that 
would be required). Development capital includes soft costs, site and legal costs; 

 
Conclusion - The total start up needs of this organization are estimated to be at $4.141M 
which will allow the CRC to operate for at least three years in which it will advance four 
projects through the development and construction phases, contingent on further 
financial costing and assessment of the selected projects. 
 
Long-term Financial Needs 
 
 
 
 
 

 

 

 

Contributions – excluding the value of land, the total contributions in the form of fees 
waived and donations that were integrated into the financial model are $4.538M 
including rezoning application fees, local development charges, property appraisal, 
appliances and HST rebate during construction; 

Philanthropic Fundraising Requirement – a total of $14.037MM is required to lower the 
project specific financing need. Lowering the specific project financing need will allow 
for the operational model to be able to take on the repayment of the stipulated 
financing requirement debt load; 
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Financing Need – The CRC will need $11.080M dollars in the form of patient capital to 
move the desired projects forward into the development and construction phase. 
However, under the assumption that $2.611M is raised in the start-up stages specific for 
pre-development expenses, the total financing requirement will be lowered by that 
exact amount to the total of $8.468M. Patient capital in this scenario refers to an 
amortization schedule of 50 years at 1.5% interest; 
 
On-going Operational Funding Need – It is likely that the supportive housing project in 
Stratford and the community hub  + affordable housing project in Listowel need on-
going support due to the nature of the supportive housing operational model and the 
need for staff to administer supports and the fact that community hubs may have a 
challenging time generating enough operational revenues to sustain themselves, 
respectively of the two projects. The total on-going operational funding need would be 
$285,440 per annum to cover the specific deficits of the supportive housing and 
community hub + affordable housing projects. 
 
Conclusion - The long-term financial needs of this organization and its projects are 
estimated to be at $27.158M which will allow the CRC to operate for at least three years 
in which it will complete four projects through the development and construction phases, 
contingent on further financial costing and assessment of the selected projects. 
 
Based on raising $3.690M for the start-up budget and $27.158M for the long-term 
financial needs of the CRC, in total, the CRC or its incubation would look to raise 
approximately $30.849M to operate for the first three years and to advance four 
development project providing access to 74 affordable housing units, some with high-
acuity supports, and two community hubs effectively increasing the access to (health 
and social) services in the Perth and Huron regions. 
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CRC - Pro-Forma Income Statement – First Three Years 
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Notes on Pro-Forma Income Statement: 

• Assumes that the CRC will lease a 1,000 f2 space in the region; 
• The total operational cost will be approx. $324,619 and most line items are 

adjusted with 2% inflation moving forward each year; 
• As part of the human resourcing, the financial model captures two full-time 

equivalent staff, one Director at $100,000 per annum and one Project Manager at 
$80,000 per annum – government remittances i.e. CPP, EI, EHT and WSIB are 
included in the model; 

• Several of the costs illustrated in the financial model may be donated to the CRC 
as ‘in-kind’ cost, especially if one would consider the incubation partner that is 
need to ensure successful Startup – items such as Office Lease, Utilities and 
Professional Fees may be donated in-kind and would lower the need for 
operating funding by approx. $80,000 annually. 

 
In the financial model, without revenue sources committed at this point, the CRC would 
operate at a deficit of approx. ($336,222) by year 1 and ($332,219) by year 3.  
 
Conclusion – To start-up the CRC, $3,690,594 needs to be secured, which includes 
$68,750 to start the organization, $2.611 M to advance four projects forward into the due-
diligence and design phase and $1,010,259 to cover the initial three year operating 
deficit for the CRC. At this point, no funding has been secured yet apart from 
contributions by the incubation partner (United Way Perth-Huron). However, based on 
multiple community conversations, several funding sources may be available and 
accessible to the Community Renewal Company.  
 
Further considerations: 

• Other items that should be considered are donations of land (by for instance, the 
local municipalities), which is land that is suitable to be developed and are 
specific to the property metrics modelled as shown in this report; 

• In-kind donations in the forms of human resources or capacity by support 
organizations will be helpful in establishing the CRC; 

• Based on an interview with Mark Holmgren, Executive Director of Edmonton CDC 
on January 7th, 2021 it became evident that a starting CDC or equivalent needs to 
have access to financing (which for the Edmonton CDC was $10M through the 
local community foundation), and more importantly; 

• Development capital, for without it, pre-development work cannot start and will 
significantly hinder the start and acceleration of development projects; 

• Cultivate key human resources whom carry the knowledge of the development 
and construction process, or the ability to mitigate contention during community 
engagement are crucial to the success of the organization. 
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Lending Criteria 
 
The following section provides insight into the lending criteria typically seen with financial 
institutions. Financing related to the Canada Mortgage and Housing Corporation may 
and will likely differ. A high-level lending criteria overview that applies to a few financial 
institutions can be found below: 
 
Capital lending for mission-driven organizations 
 

• Lending range is between $2M-$35M, but can go as small as $100,000 and 
as large as $88M+; 

• Value add tends to be a willingness to really understand any deal 
complexities and build in appropriate levels of flexibility on lending terms 
related to other sources and uses, leverage, or covenants. Good examples 
to become a strong partner have been projects with government funding 
programs, community bonds, or capital campaigns; 

• Typical turnaround is 6-weeks from first contact to close if there’s information 
prepared on a deal; 

• Usually a DSCR of 1.1-1.25x minimums is required; 
• Typically, leverage should be or up to 75% of value for acquisitions, and up 

to ~80% on costs for new developments. 
 
Operating lending for mission-driven organizations 
 

• Sweet spot is $500,000+, but can comfortably do between $250,000-$5M; 
• Comfort level are organizations with at least 2+ years of operating history but 

can consider cases where the organization is bringing equivalent 
experience to a new venture; 

• Profitability is required, but have been able to justify loans to organizations 
with historical losses where there’s a strong case on a forward-looking basis/ 
new contracts, etc. 

 
Next Step: Take this assessment report and financial model and establish relationships 
and dialogue with local financial institutions in the ecosystem. 
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Financial Leverage Points  
 

A brief overview of financial leverage points may be found below. In order to shift 
projects and the required philanthropic and financing needs, the CRC may consider 
the following strategies and tactics: 

 
 

• Lower capital cost 
o Land donation; 
o Other donations (furniture, equipment); 
o In-kind professional services (lawyer, cost consultant, accountant, 

environmental, energy); 
o In-house staff conduct professional services instead of 3rd party; 
o Exemptions (ex. development charges); 
o Cost-benefit analysis of retrofit/renovation vs. new build; 
o Lower line item allocations / contingencies (as a % of construction). Not 

recommended until a class B cost estimate is received. 
 

• Lower financing cost 
o Borrow patient capital (interest only for x years / favourable terms); 
o Utilize equity on the existing balance sheet (incubation partner); 
o Fundraise philanthropic contributions. 

 
• Increase revenue 

o Mixture of market units / affordable; 
o Government, community foundation, private grants; 
o Operate social enterprise (vertical integration i.e. janitorial services for 

projects); 
o Annual contribution by partner / third party (municipality, fundraising 

campaign). 
 

• Decrease projects operational costs 
o Lower or forego maintenance, capital improvements - not recommended; 
o Build green to lower future utility cost; 
o Minimize CRC kick-back (this will impact overall CRC revenue); 
o Partner with organization to provide staffing (supportive housing). 
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Operating a Community Renewal Company to bring affordable and supportive housing 
solutions and community hubs to mitigate health service access challenges to Perth and 
Huron Counties will be a considerable task, and one not without risks. It is to be expected 
that new non-profits and developers face certain financial and operational risks that are 
common to all real estate and community development.  

The Community Renewal Company will attract and cultivate human resources that bring 
vast experience in building large capital projects and will implement and commence on 
appropriate risk mitigating strategies including proper due diligence in the development, 
planning and construction stages including cost contingencies to minimize the risk to the 
organization and its projects. A first-year work plan risk registry is provided to offer a 
starting point.  

In broad strokes, we also explore risks associated with moving forward in the 
development and operation of the CRC and specifically the first four projects, identified 
in the following categories of risk: political, community, financial and organizational. 

Political Risk 

• Reliance on Capital Funding Programs & Shift in Political Climate – Political climates 
influence many factors, components and sectors, including the community housing 
ecosystem – especially as it concerns available capital funding programs. When there is 
a political spotlight on the issue of affordable housing, the community housing sector can 
expand. However, government top priorities changed in the 1990’s despite considerable 
lobbying by the non-profit and cooperative sectors. It is anticipated that for CRC 
projects, a fairly large portion of current capital funding could come from the federally 
owned and operated Canada Mortgage and Housing Corporation (“CMHC”). Elections 
may someday shift the political agenda, which could impact available capital funding 
for affordable and supportive housing. Therefore, it is important to continue building 
relations with local stakeholders and elected officials at all levels to deepen relationships 
with community donor bases, and develop other funding entities such as lenders, family 
and community foundations, and other granting bodies. Additionally, the management 
team will have considerable experience in building large capital projects and therefore 
will continue to keep the finger on the pulse to cost allocations, cost trends and the 
overall construction process of the selected projects. 

Community Risk 

• Overlapping campaigns cause organizational tensions - Recognizing that funding can 
feel scarce, and that fundraising has specific timing associated with it. Our consultation 
process uncovered concerns of creating additional competition for monetary 
resources. Ensuring campaigns are not in competition will ensure positive optics and 
avoid additional community building effort that draws resources for projects.  

• Unable to mobilize community capital - Even with a strong campaign, there is a 
possibility that it does not draw in the necessary community finance and philanthropic 
capital to move projects forward. This can be avoided with strong communications, 
proper due diligence and appropriate offering to the community.  

Risk Assessment 
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• NIMBY-ism (“Not in My Backyard”) - There will always be some level of critique and 
push back for any development project. It is important to balance the strength of the 
different voices being heard and create opportunities for divergence and convergence 
of diverse perspectives. Ultimately, the CRC will need to make educated decisions on 
moving projects forward that may require not addressing all concerns.  

 • Inability to move projects forward - Because the CRC relies on community support, 
delays in the consultation and/or lack of engagement can impact timelines and 
budgets.   We can prioritize communication with potential neighbourhoods early in the 
start up phase.  There should be a reserve or contingency fund that can help buffer 
some of these uncertain conditions that can create these delays and provide flexibility to 
shift approaches and priorities.  

Financial Risk 

• Reliance on additional start-up capital & operating revenue – It is important to note, 
that in the start-up stages, especially in the first year of operation, the financial model is in 
need of considerable start-up capital and additional supports on the operational side of 
the organization, such as: wage subsidy, donations and grants, in order to achieve 
sustainability and honour its growth trajectory. 

• Cash Flow Risk to the CRC – It is the objective of the CRC to obtain earned revenue to 
offset the costs of its activities as an organization. It is highly likely that in the first few years 
incoming revenues will not offset all of the operational expenses. Incubating the CRC at 
least in the initial start-up phases will provide financial resilience by leaning on the 
financial resources of the incubation organization. Additionally, the CRC could work in 
partnership to explore other revenue generating opportunities such as consulting services 
or research activities that mine community data and insights. 

• Affordable Housing Tenants & Project Cash Flow Volatility: A proportion of the target 
affordable or supportive housing tenants may be dependent on government transfer 
payments such as Old Age Security (“OAS”), Canada Pension Plan (“CPP”), Ontario 
Disability Support Program (“ODSP”) or local municipal funding as it relates to affordable 
or supportive housing. At times, this could result in tenants not paying rent or paying rent 
on time and in turn this may create cash flow volatility for the CRC. A mitigating tactic 
would be to flow subsidy or funds through the CRC to contain the cash flow risk. The CRC 
will also aim to maintain a waiting list of interested applicants who can be signed to 
leases quickly or working with the local municipality and service providers to access 
existing housing waiting lists.  

• Community Hub Tenant and Project Cash Flow Volatility- A large proportion of the 
target tenants for the community hubs are community organizations for whom cash flow 
may be unpredictable year to year, and who may be dependent on the decisions of 
funders. This may require tenants to break their leases or choose not to renew them for 
purely economic reasons or will result in inconsistent timing of when revenue would flow 
into the organization.   

While a considerable proportion of the tenants may be subject to cash flow volatility, the 
lion’s share of floor space (and, by extension, the majority of the revenue) should either 
be leased to large organizations or rental space to community needs to be advertised 
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and marketed consistently, as an offense to cash flow volatility. This should help contain 
the economic risk. It is absolutely pivotal, that the CRC, if it chooses to manage and 
operate the community hub to achieve fill rates that align with financial sustainability 
and also aim to maintain a waiting list of interested applicants who can be signed to 
leases quickly.  

Organization Risks 

• Operational Inexperience:  Management inexperience in operating affordable 
housing, supportive housing and community hub projects may lead to a less than 
efficient use of funds and to complaints from homeowners and tenants alike. To mitigate 
this, the CRC will aim to hire founding management with experience in both 
(construction) project management and property management and community 
curation. 

• Availability and Cost of Building Materials: Building material cost has escalated over 
the last few months with price increases between 5 – 30% for widely-used materials 
including plastics, man-made polymers and resins. Lumber has nearly doubled in price 
since the start of the COVID-19 pandemic. All these price increases are driven by high 
demand and strained supply. Apart from the pandemic and its impacts on local 
ecosystems there are a variety of trends that are causing price increases including: 
forced shutdowns for manufactures ceasing production, manufacturers not having 
enough employees to meet demand, a housing shortage and a significant increase in 
demand for new housing in North America. To mitigate this, the CRC will work with a 
general contractor that will secure the price for most items apart from lumber. 

• Scope Creep:  This refers to taking on projects and offering services to stakeholders that 
stretch the operational capacity and constraints of the CRC. There may be temptation 
to take on certain roles based on financial opportunity, community pressure or interest to 
experiment.  It is important to be patient and manage resources efficiently otherwise 
when the right project comes there may be no additional capacity to acquire and 
develop this project.   
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Risk Registry 

 

Milestone Risk Likelihood/Impact Mitigation 

Formalize 
Incubation of 
CRC  

Incubation partner 
managing too many 
projects and does not 
provide adequate 
support to CRC 

Medium/High Allocate staffing with 
primary responsibility on 
CRC project and clear 
accountabilities to drive 
forward 

Setup Advisory 
Committee and 
Allocate Staffing 

Too much focus on 
governance and not 
enough attention on 
start-up phase as a 
working group 

Low/Medium Ensure people involved 
align with the CRC 
Mission and Principles 
with clear expectations 
for involvement 

Develop 
Operational 
Interface with 
Incubating 
Organization 

Incubation partner 
lacks operational 
processes or capacity 
to support key functions 
of CRC 

Medium/High Source support from 
Advisory 
committee/community 
partners;  

Strategic Plan 
with Evaluation 
Model 

Do not land on a clear, 
cohesive and concise 
plan; possibly too 
broad, fragmented 
and/or ambiguous 

Low/Medium Allocate sufficient time 
to complete process; 
ensure the scope is 
manageable for a start-
up phase 

Prioritize 
Community 
Projects 

Too many projects and 
too much 
unpredictability to focus 
on small amount of 
projects spreads staff 
resources 

High/High Be honest about quality 
over quantity, and 
place educated “bets” 
on high probability 
projects 

Develop 
Communications 
Plan  

Messaging is confusing, 
not compelling to 
stakeholders / 
communities, and 
hinders necessary buy-
in 

Medium/High Leverage local 
communications experts 
(possibly in-kind/partner) 
to support strong 
campaign  

Community 
Financing 

Unable to develop 
appropriate finance 
mechanism to attract 

Medium/High Leverage balance 
sheet of United Way to 
attract tier 1 capital 
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much needed capital 

Deliver 
Convening 
Services 

Unable to rally enough 
community support for 
a high probability 
project and encounter 
significant delays 

Medium/Medium Although 1 year work 
plan, plan in 6-month 
intervals for resources to 
ensure strong 
community 
engagement 

Deliver 
Development 
Services 

Unable to procure 
necessary community 
capital; or project 
manager not a good fit 
for CRC 

Medium/High Get support from 
external community 
finance expert; manage 
HR appropriately to find 
suitable replacement 

Adjust 
Operational 
Model as Projects 
Progress 

Advisory 
committee/incubation 
partner have too many 
divergent perspectives 
and slow agile decision 
making 

Low/Medium Ensure minimal 
bureaucratic processes, 
while ensuring good 
facilitation of 
community partners and 
dialogue 

Complete First 
Year Evaluation 

Due to low project 
output or community 
pushback, evaluation 
deemed unsuccessful 

Medium/Medium Include learning 
journeys for stakeholders 
to gain better 
understanding of needs 
and leverage points 

Decide Next 
Steps on 
Incubation/ 
Enterprise 
Creation 
Approach 

Strong support to not 
continue CRC after first 
year of operations 

Medium/High Wrap up project with 
strong learning report 
and communications; 
lean on bold leadership 
to continue 
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Following first year, additional risks to prepare for:   
 

Milestone Risk Likelihood/Impact Mitigation 

Begin planning 
and approval 
process 

Roadblocks in 
zoning and 
community 
resistance prevent 
high potential 
project from 
moving forward 

Medium/High Have a strong 
communications plan and 
engage with municipality, 
influencers and decision 
makers 

Acquiring land for 
development 

Value of land is 
inaccessible for 
high potential 
projects 

Low/Medium Ensure strong due diligence 
process to minimize resource 
waste on low probability 
projects 

Leasing  High vacancy 
rates in residential 
and commercial 
spaces put strong 
cash flow pressure 

Medium/Medium Develop a pipeline of 
interested tenants with 
strong marketing and follow 
through on value proposition 

Construction Delays and 
significant 
challenges in 
construction i.e., 
permits, quality 
control and timing 

Medium/High Have contingency fund to 
support unexpected 
changes 
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Exit Strategy and Potential Costs 

Including an exit cost analysis prior to moving forward on the acquisition of an asset for 
the proposed community project is critical. In the event that at any point it is determined 
that the projects cannot be completed, developed projects must close or that the 
Community Renewal Company must wind down, an exit strategy must be in place to 
mitigate the losses to the incubation partner (during the incubation period) or the CRC 
and the community. At this stage, calculating an exit strategy would be premature 
without a specific assets and final business model defined. The following are high-level 
areas of consideration for an exit strategy.  

Benchmark - In the event that the development project and/or its business model is not 
successful, or that projected revenue and funding procurement targets are not 
achieved, the board of directors, in conjunction with CRC’s Executive Director will 
determine what are acceptable losses and at what point the enterprise or development 
projects are failing. It is anticipated that a shortfall of more than 30% from projected 
revenue or funding procurement targets will lead to the timely closure of the enterprise 
and/or projects; a loss this great will place too much pressure on both the business model 
and/or it’s projects. 

Asset Buyout – it is assumed that if the organization needs to close, the assets, whether 
land or developed buildings can be sold at a percentage of market value. The sale of 
these assets can be used to offset any outstanding liabilities and/or debt obligations. 
Fixtures or equipment of sorts can be sold for a percentage of book value. This book 
value decreases using a straight-line depreciation method each year that the business is 
in operation. For most equipment, the useful life is 5 years, assuming a residual salvage 
value of 0%. Each year the value of the fixtures and equipment decreases. It is assumed 
that in the event of a closure that the fixtures on the market will be sold for 50% of book 
value, particularly since they are still relatively new. The income received at time of sale 
from the equipment can help offset some of the other costs of closure. 

Mortgage - by far the most expensive line item to the operation model can be the 
(potential) mortgage payment. The conditions of the mortgage can make a huge 
difference in the exit costs, and its impact is contingent on potential re-sale of the land 
and/or property. The costs of exiting a mortgage will depend upon the length of the time 
between organizational closure and resale or lease of the land/property and the 
mortgage conditions as set by the lender. 

Utilities & Property Taxes – in addition to monthly mortgage payment, the potential 
property will also be subject to utilities cost and annual property taxes. This is a cost that 
has to be paid, regardless if the property is developed or not. Utility cost may be less, if 
the property is not developed or utilized at that moment. 

Wages – the cost of severance for long-term permanent employees increases with each 
year the CRC is in operation. Typically, the severance compensation is calculated by 
taking two weeks for each year that the CRC is operational and assumes that the 
individual employee stayed with the organization since inception. 

  



 
 

 74 

Exit Strategy – further analysis is required to determine the full exit costs from year one to 
five for the Community Renewal Company. 

Conclusion - Annual budgets and forecasts will be created by the CRC and finance 
team and submitted to the Director of Operations and by extension the Board of 
Directors, who will discuss these results on a quarterly basis to assist in monitoring the 
success of the organization and development projects.  

If at any point it is determined that the CRC or any of its development projects must wind 
down or particular sites cannot be pursued, an exit strategy shall be in place to mitigate 
the losses to the organization, affordable and supportive housing tenants, community 
hub tenants, clients, funders and partners and the community at large. With proper 
planning, a wind down strategy can be completed that minimizes the financial impact 
for all. 
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Key Decisions 
 

• United Way Perth-Huron agrees to become the Incubating Organization 
 

• Begin implementation of first 12-24 months work plan 
 
Milestones – First 12 – 24 Months 
 

• Formalize incubation of CRC 
• Create Advisory Committee(s) 
• Strategic plan facilitated by external consulting team 
• Prioritize community projects 
• Begin funding and financing development and campaigns 
• Deliver Convening Services* 
• Deliver Development Services* 
• Adjust operational model as projects progress 
• Complete 360 evaluation 
• Decide next steps on incubation 

 
*Based on project and community needs 
 
First 3-6 months:  
 
Communications 

• Creating the pitch deck to support community engagement  
• Support Advisory Committee 
• Cultivate community support 

 
Hiring 

• Develop Job Description 
• Create a Hiring Committee 

 
Project Development 

• Prioritize project and property opportunities 
• Structure financial model per project 
• Preparation of documents for funders and financers 

 
Funding & Financing 

• Meetings with Funders and Financers such as: Canadian Mortgage and Housing 
Corporation, Vancity Community Investment Bank, Tapestry Community Capital, 
etc. 

• Develop a social finance product strategy 
• Write grant applications 

Recommended Next Steps 
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Appendix I - Models – to build on the recommendations of the feasibility study, the consulting team presents three scenarios for 
further model development –  Model A – Establishing a Community Development Corporation model which is led by several community 
stakeholders (and may be incubated within the United Way Perth-Huron until it reaches self-sustainability); Model B – Establishing a 
community development entity as an internal program or separate legal entity of United Way Perth-Huron that is led by the UW Board of 
Directors and CEO; Model C - Cultivating the conditions needed for another organization to respond to the challenges identified by 
community i.e. community hubs and/or affordable and supportive housing. Please see an option summary below. 
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Appendix II: Legal Structures 
 
A further background on legal structures is provided to aid in decision making and 
community input.  
 
The following is based on MaRS White Paper - Social Enterprise in Canada: Structural 
Options (Manwaring, Susan) 
 

Scenario Advantages Disadvantages 

 
Registered 
Business or 
Share Capital 
Corporation 
(“For-profit”) 

  
- Flexibility in activities (can pursue 

any type of revenue) 
- Flexibility in raising capital 

(shares/debt instruments to attract 
investors 

- Flexibility in dealing w 
assets/revenue (can deduct up to 
75% of income to charity) 

- Ease to convert to non-profit upon 
shareholder approval 

- Ease of wind up 
- Familiarity with structure and 

available expertise 

 
- Subject to taxes and cannot issue 
tax receipt 
- Cannot receive funds from charity 
- Responsible to shareholders 
(financial pressure vs. social mission) 
- No formal social purpose – unless 
identified through certifications i.e., 
B Corp; have a social or 
environment responsibility position/ 
department; or brand that 
acknowledges that customers and 
stakeholders commitment to 
positive social, environmental, or 
cultural benefit/outcomes  

 
Registered 
Charity 

 
 
 
• Ability to issue donation 

receipts which attract public 
donations 

• Can receive funds from other 
charities or grants - Section 5.4 
from Canadian Registered 
Charities Carrying out Activities 
Outside of Canada (reference 
# CG-002) states what a 
qualified done is; i.e. who may 
receive money from a 
registered charity 

• Generally exempt from 
property tax, HST 

• Legally enforced social 
purpose 

• No investors with conflicting 
priorities 

 
 
 

• Required to devote resources to 
charitable purposes and activities 

• Fundraising must be conducted within 
legal parameters. Fundraising 
acceptable if it is not, 

o a purpose of the charity 
o delivering a more than 

incidental private benefit 
o illegal or contrary to public 

policy 
o deceptive 
o unrelated business 

• Revenue-generating activities 
must be linked to social purpose   

• Limited ability to incur debt  
• Assets – there are regulations based on 

what charities may purchase as assets 
• Limited to traditional funding 

sources – however, there are new 
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social finance models  
 

Also, a registered charity must 
report the value of its assets on a 
cost basis.  If an asset is donated to 
a charity, the value is the fair 
market value of the asset on the 
day the charity received the gift. 
(Charities and Giving Glossary, 
CRA) 

 
 
 

• Subject to an annual spending 
requirement (disbursement quota) 

• Additional reporting  
 
Non-Share 
Capital 
Corporation 
(“Non-profit”)  

 
 
 
• Tax exempt from income tax, 

possible property and HST 
• Legally enforceable non-profit 

purpose 
• Flexibility in purpose/activity 

(not like a charity) 
• Grant-making flexibility (can 

transfer funds to charities, other 
NPO’s) 

• No investors with conflicting 
priorities 

 
Established exclusively for a social 
purpose  
 
 
 
• Donations not tax deductible 
• Limits on ability to raise capital 

(cannot issue shares, and none of 
the income can be made 
available to org’s members) 

• The use of this structure to carry on 
social enterprise activities that are 
designed to generate self-
sustaining revenue is risky because 
it cannot be assured will maintain 
tax-exempt status  

 
 
 
 
 

Co-operative - 
With or Without 
Share Capital 

 
 
 
• Legally enforced requirement 

to operate on a cost-recovery 
basis, reinvesting surplus in 
community  

• Ability to attract outside capital 
with share capital can raise 
money by issuing and selling 
equity shares,   

• Co-ops with share capital can 
offer membership shares and 
preference shares. Membership 

 
 
 
• No preferential tax treatment 
• No ability to issue donation 

receipts 
• Reduced control for founding 

member(s) 
• Challenges in maintaining 

member participation 
Mandated elements: 
• One member, one vote 
• No members vote by proxy 
• Limits on interest and dividends 
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shares are available only to 
those people wishing to 
become members of the co-
operative, and all members 
must buy one membership 
share. Preference shares are 
available for purchase by both 
members and non-members 
(outside investors). Can also 
raise debt financing like without 
share capital model below.  

• Co-ops without share capital 
do not issue shares and can 
rely on debt financing, issuing 
securities like debentures and 
other debt instruments to both 
members and non-members. 

• Flexibility in activities 

• Re-investment of surplus to social 
purposes 

• Patronage dividends (in 
proportion to volume of business) 

 
A co-operative can apply to 
become a registered charity. There 
are, however, very strict regulations 
governing the type of organization 
that can be given charitable status.  
Mandated elements: 
• One member, one vote 
• No members vote by proxy 
• Limits on interest and dividends 
• Re-investment of surplus to social 

purposes 
• Patronage dividends (in 

proportion to volume of business)  
 
Business 
If the social enterprise expects that there will be a broad range of profit-making activities 
to generate levels of profit that are similar to traditional businesses or slightly less (due to 
your social or environmental commitments), then you will likely choose a for-profit 
organization structure and become a social-purpose business. Additionally, share capital 
corporations have no limits on ability to pay dividends, and this structure could be 
leveraged to offer incentives to employees based on business development goals. 
 
Charity 
If, in the course of achieving a social mission, the organization generates profits through 
profit-making activities which meet the definition of “related business” (as determined by 
the CRA), you will likely choose to be a social enterprise in a registered charity legal 
structure. 
 
“Related businesses” are defined as activities related to or ancillary to the charitable 
objects but can also be unrelated activities as long as substantially all (more than 90%) of 
the persons employed in the profitable activity are volunteers and not remunerated. For 
example, a storefront operated by a charity and staffed by its volunteers, selling 
donated goods may be considered a related business. 
 
Nonprofit 
If your organization is an innovative social enterprise that wants to scale beyond the limits 
set by “related business,” grants and donations, you will likely rule out a registered charity 
structure and consider the not-for-profit organizational structure (“NFP”). NFPs can 
engage in profit-making activities provided that the activities are compatible with the 
not-for-profit objects of the NFP and the profits are used exclusively for promoting its 
stated goals. Indicators that an NFP may be operating an impermissible profit-making 
business include the following: 

1. operation in a normal commercial manner 
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2. goods and services are not restricted to members and their guests 
3. operation on a profit basis rather than a cost-recovery basis 
4. the business is operated in competition with taxable entities carrying on the same 

business. 
 
Cooperative 
If the organization provides a centralized set of services to a group of members who will 
have an equal vote on how the organization will operate, and the business activities of 
the organization will operate as nearly as possible on a cost recovery basis, you will likely 
choose a Co-operative Corporation structure. 
 
What legal structure should you choose? 
In the current legal environment, social entrepreneurs need to work with legal counsel, 
boards and advisors to determine which legal structure works best for the situation. 
Where possible, add ancillary agreements and processes to make the structure work 
better for the organization and stakeholders. 
 
Minimum viable criteria when determining if and what legal structure to add to 
Reception House’s mandate: 

• Auditable by same auditor 
• Avoid confusion on decision making 
• Cooperation with Reception House 
• Ability to raise philanthropic funds and access social financing 

 
Additional Resources: 

• http://www.torontoenterprisefund.ca/resources/starting/org-structure 
• https://charityvillage.com/charity_nonprofit_or_social_enterprise_a_primer_on_the

_legal_definitions_that_govern_our_organizations/ 
• https://ontario.coop/sites/default/files/BP02_Financing%20a%20Coop.pdf 
• https://learn.marsdd.com/article/legal-structures-for-social-ventures-social-

enterprise-social-business-and-cooperatives-in-canada/ 
• For more comparisons, go to : 

https://www.ic.gc.ca/eic/site/106.nsf/eng/h_00073.html#how 
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Appendix III: Project Manager 
 
A project manager is the individual tasked with planning and executing the project. 
There are many ways to manage a project—and depending on the methodology used, 
a project manager can operate in vastly different ways. 
 
Traditional duties of a project manager include the following: 

• Scope Management: Defining the work needed to complete the project 
• Task Management: Planning tasks and defining their deliverables 
• Resource Management: Using people, capital, materials and all other resources 

efficiently 
• Team Management: Assembling and leading a team 
• Schedule Management: Consists in analyzing the duration of activities to create a 

project schedule. Once the execution phase begins, the project status must be 
monitored to update the schedule baseline 

• Quality Management: Establishing a quality policy for the project’s deliverables 
and implementing quality assurance and quality control procedures 

• Cost Management: Estimating costs and creating a budget 
• Stakeholder Management: Satisfying stakeholders expectations and 

communicating with them throughout the project life cycle 
• Risk management: Identifying, monitoring and minimizing project risk 
• Status Reporting: Monitoring and tracking progress and performance by 

generating reports and other documentation 
 
Project managers may have experience and or certification from the Project 
Management Institute (PMI).  With this knowledge, project managers rely on project 
management software to execute all of the tasks necessary for a successful project.   
 
More specifically for the real estate components of project management, here are some 
suggested responsibilities:  
 
Predevelopment Phase 

• Start schematic design with consultants and project owner/sponsor 
o Includes concept design, identify/define critical parameters and ensure 

these elements are consistently part of the planning process 
• Budget limitations and project financial direction 
• Meet with key stakeholders to approve the design development stage, which 

includes room, materials, interior design, building code, ceiling treatments, 
mechanical and electrical building systems, etc. Also, site plan applications if 
applicable 

• Participate in all planning meetings with project owner/sponsor and stakeholders 
to provide input on planning and construction to ensure requirements are 
incorporated into design documentation 

• Obtain sign offs 
• Contract management: monitor efforts of all consultants providing professional, 

architectural, engineers, design and planning services to ensure they are 
communicating with each other, carried out all drawing coordination exercises 
and approved drawings and specifications for the Project.   
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• Schedule consultant meetings with key project stakeholders to ensure all detailed 
programming information has been captured in the documents.  

• Develop a cost estimate at 50% and 90% completion of these documents to 
ensure remain on budget prior to tender 

• With consultants, complete a final review of completed contract documents with 
final compliance of all codes, legislations and adherences to the functional 
program and approved preliminary design 

• Liaise with authorities having jurisdiction through the project life 
• Participate in prequalification of contractors in conjunction with Consultants 
• Represent the project owner/sponsor through the tender period to answer 

questions submitted by prospective contractors in conjunction with Consultants 
• Contract and tender document review - identify any potential discrepancies in 

the contract documents prior to release of tender package 
• Review bid submissions from general contractors in conjunction with Architect 
• Review contractor’s proposed construction schedule in conjunction with 

Consultant and advise project owner of phasing, timeline and general concerns 
• Prepare and present monthly project status reports, including cost reports and 

scheduling updates.  
 
Construction Phase 

• Facilitate with the architect and general contractor, the delivery of construction 
activities in a manner that allows the business operations of project owner to 
function with minimum interruption 

• Oversee the work products and performance of all consultants and the general 
contractor retained  

• Represent project owner on the construction site and at site meetings, provide 
regular onsite i.e., every other day contact with general contractor, arrange 
onsite meetings to deal with coordination of construction activities and 
coordinate project owner response to resolution of site issues 

• Act as main liaison for project owner related to project issues with owner, 
contractor, consultants and all related suppliers for the life of project 

• Monitor the construction schedule and advise all team members on timing issues 
presented by changes and/or revisions of contracts 

• Monitor the contractor’s responsibilities as the project constructor and report any 
issues to consultants, contractor, landowner and project owner 

• Ensure facility health safety policies and procedures are observed by the 
contractor and review the existing policy and procedures manual provided by 
project owner and landowner 

• Expedite timely compilation of the project owner contract related responsibilities 
• Create and administer change order documents; the architect and consultants 

will provide the drawings and wording per their contract with project owner, then 
provide end wording and administer change order with the contractors 

• Participate in internal meetings with stakeholders so they are kept up to date on 
project progress and how it related to their respective operations.  

 
Project Budget Management 

• Review cash flow projections provided by the contractor 
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• Review all site directives, change notices, change directives, requests for 
information, change orders, field instructions and advise the project owner on all 
issues affecting the cost and schedule of the Project 

• Evaluate change notices and investigate alternative construction methods to 
determine the best possible value for the Project Sponsor in conjunction with the 
Consultants 

• Review progress completion on biweekly basis with Consultants 
• Review and expedite all certificates for payment draws and compare with cash 

flow projections; provide general overall Project cost monitoring - including 
director contract related costs and indirect/other project sponsor costs 

• Analyze and evaluate any contractor and consultant claims received through the 
architect and advise the project owner on the validity of the claims 

 
Liaison between Project Sponsor and Architect 

• Work with architect to incorporate design changes as required throughout the life 
of the project as requested by Project Sponsor 

• Facilitate cooperation rather than competition among all team members as we 
evaluate and solve construction problems 

• Report any construction related issues to the Architect for timely rectification by 
the Consultant Team 

 
Record Keeping 

• Coordinate all documentation related to the project and maintain all record and 
turn over to owner upon completion of the project management contract 

• Project Journal: record on a regular basis any significant occurrences relevant to 
the project such as weather conditions, construction activities, incidents of interest 
and possible future relevance, contractor manpower levels, notable material 
deliveries, schedule milestones, concerns raised by staff, and disposition thereof.   

 
Salary: 
https://www.payscale.com/research/CA/Job=Real_Estate_Development_Manager/Sala
ry 
https://www.glassdoor.ca/Salaries/real-estate-project-manager-salary-SRCH_KO0,27.htm 
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Appendix IV: Development Timeline 
  
Planning a timeline without specific retrofit guidelines and specific is challenging, here 
are potential steps described in the following phases: 
·       Relationships; 
·       Due-diligence and Site Secured; 
·       Planning and Environmental Approvals & Permits; 
·       Construction Procurement; 
·       Construction; 
·       Tenant Occupancy / Site goes live. 
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pillarnonprofit.ca/impact 
 
 
 
Impact Consulting is the consulting arm to Pillar Nonprofit Network in London, Ontario, 
Canada. Our firm designs, implements and scales social impact initiatives in the 
nonprofit, charity, social finance, social enterprise, and social innovation industry, 
across the Nation.  
 
We are leaders in the nonprofit and charity sector, representing over 300 members in 
the London, Ontario region. 
 
We provide expertise in real-estate impact through our own social enterprise, called 
Innovation Works, a 32,000-square foot co-working and collaboration shared space. 
 
In addition, our team provides expertise and guidance in the impact investing space 
through Verge Capital, our $2.15M loan fund that provides investment in social 
impact projects. 
 
 
© Impact Consulting 
 
Designed and produced by:  Nick van der Velde, Senior Associate 
     André Vashist, Senior Associate 

 



 
 

 87 

 

 
 
 
 
 
 


