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Executive Summary 
 

Urbanics Consultants was retained by the Comox Valley Regional District to perform the 

contractually-mandated review the delivery of its economic development service 

function. The review intended to accomplish the following:  

 

1. Compare the costs to deliver core economic development activities across a peer 

group of communities; 

2. Review CVEDS adherence to the provisions of the service agreement; 

3. Review the operation of the Vancouver Island and Coast Visitor Centre; 

4. Make recommendations based on the findings. 

 

We found that CVEDS operates an economic development program comparable to 

those found in similarly sized communities at comparable cost, and they have been 

generally compliant with the terms of the existing Service Delivery Agreement. 

Furthermore, the new Visitor Centre is outperforming nearly all of its peers. While 

CVEDS may be meeting the demands placed on it through the service delivery 

agreement, it might not be meeting them in a way that is entirely satisfactory to 

significant segments of the community. It is not so much that CVEDS is not meeting its 

contractual requirements, but rather could be meeting them in ways that enlighten and 

engage a broader range of participants and help CVEDS to deliver upon its mandate. 

 

In short, CVEDS is a very active organization pursuing many avenues to help develop 

the economy of the Comox Valley without being overly burdensome to the taxpayer. 

CVEDS is a valuable asset to the community. That said, CVEDS must improve the 

quality of its communications with government as well as with the general public. 

CVEDS must also rebuild its relationships with those organizations which traditionally 

play a role in the overall well-being of the business community and of the Comox Valley 

region itself. Lastly, local governments must continually work with CVEDS to define and 

agree upon their respective roles and expectations.  

 

While these suggestions would befit any community, the complex political landscape 

found in the Comox Valley makes them all the more necessary. Economic development 

is hard; regional economic development is harder. The central challenge is in providing 

regional value in a realm of local expectations. Communication of the value brought is 

essential for long term acceptance. As we have seen in other communities, public 

support can be very fickle, and economic development programs are sometimes rashly 

dismissed. Thus, CVEDS must address these matters forthwith if it expects to remain 

entrusted with delivering the economic development service function in the long run.  
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In light of our analysis, we have arrived at the following suite of 31 recommendations 

summarized in the table below.  

 

CATEGORY RECOMMENDATION

Defining  Economic 

Development

Define economic development in the Economic Development 

Service Establishment Bylaw

CVEDS present to CVRD Board Semi-Annually 

CVEDS meets with CVRD CAO Semi-Annually 

CVEDS meets with CVRD Finance Semi-Annually 

CVEDS improves the timeliness of Annual Financial Reporting 

CVEDS and CVRD mutually develop a Reporting Protocol 

CVEDS meets with each municipal CAO Semi-Annually 

Present to local Councils Semi-Annually 

Develop Protocol for Information Requests from Governments 

Issue Press Releases when presenting to CVRD Board 

Regularly Updated Economic Profiles 

Regularly Updated Real Estate Database 

Make Annual Workplans Publicly Available 

Make More Timely Information Publicly Available 

Engage the media and constructively respond to criticism

Communicate Location-Specific Impacts

Strategic Planning 

Process

CVRD Board votes on CVEDS Strategic Plans and Annual 

Workplans 

Future Strategic Plan Updates to involve a broader range of 

participants 

Measuring and Reporting 

Outcomes

CVEDS to explore methods of estimating the monetary benefit of 

its activities 

Managing Ad Hoc 

Initiatives

CVEDS should develop a protocol for handling ad hoc requests 

Collaboration Rebuild relationships with complementary organizations 

Develop operating relationships with complementary 

organizations 

Coordinate a shared calendar of events 

Governance Convert Elected Officials from Directors to Liaisons 

Add the CAOs of the four governments to the CVEDS Board in an 

ex-officio capacity 

Appoint key partners to the CVEDS Board 

Change the timing of the Service Delivery Agreement 

Change the term of the Service Delivery Agreement 

Visitor Centre Offer a low-cost solution for small operators to rack their 

brochures at the Vancouver Island Visitor Centre

Implementation CVEDS should hire one additional staff FTE

CVRD and CVEDS should enter into a new Service Delivery 

Agreement 

Communications with the 

Regional District

Communications with the 

Member Municipalities

Communication with the 

General Public
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Introduction 

 

Urbanics Consultants has been retained by the Comox Valley Regional District to 

perform the contractually-mandated review the delivery of its economic 

development service function as carried out by the Comox Valley Economic 

Development Society. The review intended to accomplish the following:  

 

1. Compare the costs to deliver core economic development activities across a 

peer group of communities, 

• Conduct a brief review of comparable economic development programs in 

similarly-sized communities in the Province of British Columbia, 

summarizing their economic development activities; 

• Compare costs associated with delivering core activities including 

personnel and operation across the peer group; 

• Develop per capita measures and compare financial resources allocated 

to economic development. 

 

2. Review CVEDS adherence to contractual provisions of the service agreement, 

• Review whether the strategic goals, sector priorities and all annual work 

plan objectives are being effectively delivered; 

• Identify any lapses between the proposed and actual service delivery. 

 

3. Review the operation of the Vancouver Island and Coast Visitor Centre, 

• Examine the effectiveness of the administration and management of the 

Vancouver Island and Coast Visitor Centre;  

• Examine the number of visitors assisted in the visitor centres; 

• Compare, if possible, the costs associated with administration, 

management and operation of visitor centres across comparable 

communities. 

 

4. Make recommendations based on the findings, 

• Identify any departures from meeting performance measures and in 

delivery of economic development services; 

• Identify any changes to improve the delivery and costs of economic 

development services and the administration, management and operation 

of visitor centres; 
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• Make recommendations to core functions, community relations, 

governance and accountability that could help in improving the CVEDS 

operation. 

Methodology 

 

This review was informed by data gathered and insights generated from public 

and primary sources. Information sources included reports and other 

documentation from CVEDS and their contractors, reports and other information 

from CVRD as well as publicly available reports from a variety of municipalities 

and regional governments across British Columbia.  

 

These information sources were supplemented through extensive primary 

research. From late November 2013 to early March 2014, we interviewed dozens 

of stakeholders about economic development in the Comox Valley. This included 

a cross-section of: 

• Local politicians (including the three Mayors and nearly all of the 

Councilors of Courtenay, Comox and Cumberland); 

• Regional politicians (the Directors of Electoral Areas A, B and C); 

• Senior municipal and regional staff; 

• CVEDS staff and board members; 

• Members of the Comox Valley business community and community 

groups.  

Limitations 

 

Due to the differences inherent in each community, economic development 

model and local economy, this review was, by necessity, highly qualitative in 

nature. As there is no one way to deliver economic development services, we 

often needed to use our discretion and judgement to reduce the dissimilarity 

between concepts being compared. Furthermore, economic development 

organizations generally tend to be somewhat opaque and often do not make all 

of their information publicly available. Though we did our best to work around 

these limitations, we acknowledge that our information may be incomplete. That 

said, all the recommendations offered herein were made based more on overall 

trends and patterns observed rather than on specific metrics or incidents.  
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About Economic Development 
 

Economic development is typically understood to encompass a number of goals 

and activities in furtherance of a higher standard of living for a community, a 

concept which itself is defined in any number of different ways. Accordingly, the 

following two definitions have been provided to provide a clearer insight into what 

is felt to be an appropriate understanding of economic development. The first is 

from the World Bank, as follows: 

 

“To build up the economic capacity of a local area to improve its economic 

future and the quality of life for all residents. It is a process by which 

public, business and non-governmental sector partners work collectively to 

create better conditions for economic growth and employment generation.”  

 

An alternative understanding of economic development could include the 

following:  

 

“Economic development occurs when wealth is created for citizens, 

businesses, and government. Each part supports the opportunities of the 

other. Citizens purchase goods and they work at firms. Business provides 

jobs and pay taxes. These activities enable citizens to maintain an 

improving standard of living, resulting in government support of the 

services necessary to sustain a community over the long term." 

 

Economic development is thus about communities continually enhancing their 

competitiveness, increasing sustainable growth, improving their investment 

climate, retaining jobs and improving incomes, and ensuring that growth is 

inclusive of the community in which it occurs.  It encompasses a range of 

disciplines including physical planning, economics and marketing.  It also 

incorporates many local government and private sector functions including 

business development, infrastructure provision, real estate development and 

finance.  

 

Ideally, the development of an economic development strategy should be an 

integral part of the broader strategic planning process for a municipality or, if 

applicable, a region. Economic development at any cost or to the benefit of only 
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a select few industries or individuals is no longer an acceptable option in most 

communities, particularly if social and environmental values are compromised.  

 

Communities respond to their economic development needs in many ways, and 

a variety of approaches can be taken that include: 

• Ensuring that the local investment climate is functional; 

• Supporting local enterprises; 

• Encouraging the formation of new enterprises; 

• Promoting economic diversification; 

• Attracting external investment; 

• Investing in both hard and soft infrastructure; 

• Supporting the growth of particular industries or clusters of businesses. 

 

Funding an economic development strategy is often very difficult. One of the 

reasons for this is that local authorities often do not have the ability to leverage 

public funds to deliver economic development services. When it comes to 

budgeting, economic development is competing with roads, sewers, city 

beautification, etc. for scarce resources. Sometimes it is difficult for local officials 

to justify spending on economic development efforts because, in order to 

produce appreciable benefits, they often require longer time horizons than the 

electorate is comfortable with.  

 

Indeed, we have often seen governments underfund or altogether defund their 

economic development initiatives when they did not produce immediate results. 

This is ironic given that one of the very reasons for engaging in economic 

development is to help expand public resources and to generate higher and more 

cost-effective public revenues; effective economic development ultimately helps 

local government provide better services to the community.  

 

Sources of funding for economic development initiatives typically include:  

• Local authority revenue raised from the usual sources including property taxes, 

business license fees, and user fees (such as hotel room taxes); 

• Sale or rental of municipally-owned buildings and land; 

• Federal, provincial, and regional government inter-governmental transfers; 

• Private sector funding such as corporate donations. 

 

In selecting particular economic development programs and projects, as well as 

the overall economic development budget itself, care needs to be taken to 
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ensure that funds are available for the entire length of each project as projects 

can range anywhere from several months to several years. Thus, long-term 

commitments of funding and political support are essential to the success of 

these efforts. Additionally, forward or exit strategies should also be developed in 

case economic or political circumstances change considerably over the course of 

time. 

 

Economic development makes the most sense when applied at the level of the 

entire local economy, not necessarily contained within easy political boundaries. 

Economic development consultant Jamie Vann Struth provided this insight in the 

recent Strategic Plan Update for CVEDS:  

 

“The most relevant geographic unit for regional economic analysis is the 

local labour market area or commutershed. This is an area where most 

people living in the area also work in the area and it usually consists of a 

central urban area and surrounding rural areas, often covering multiple 

individual municipalities and/or unincorporated areas. The Comox Valley 

functions as a separate economic unit in exactly this way.” 

 

This is a good way to encapsulate why approaching economic development at 

the regional district level makes sense. Because the jurisdictions within the 

CVRD are economically linked it makes less sense for each to compete against 

one another for investment and growth opportunities. In other words, from a 

strictly economic perspective, the political boundaries within the region are 

irrelevant. By approaching economic development as a region each jurisdiction 

benefits from the economy of scale in pursuing initiatives as well as from the 

results, regardless of how localized they appear to be.  

 

Over the course of our primary research, we found that most people we spoke 

with agreed that the regional approach was preferable to each municipality 

pursuing its own initiatives.  
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Cost to Deliver Economic Development Services 
 

This section compares the costs of providing economic development services 

across the peer group of comparable communities vis-à-vis the scope of the 

services being performed.  

Selection of Comparable Communities 

 

In order to have a base of comparison, this section will briefly compare the kinds 

of activities being performed by CVEDS with those performed by the economic 

development organizations in similarly-sized communities. To begin, we needed 

to identify several communities which were similar enough in size and economics 

to the Comox Valley Regional District; though Comox Valley is composed of 

several jurisdictions, it functions as a single economic entity of about 63,000 

people. We began with a longer list which we used for the comparisons being 

made in the service function review. Those economic development organizations 

explored included those in the table below. 

 

Table 1: Regional Districts Comparable with CVRD and their Economic Development 
Organizations 

 

REGIONAL DISTRICT ECONOMIC DEVELOPMENT ORGANIZATION ORGANIZATION TYPE

Comox Valley Comox Valley Economic Development Society Society/Commission

Alberni-Clayoquot City of Port Alberni Economic Development Government Department

Central Kootenay Nelson and Area Economic Development Partnership Chamber (partnership)

Cowichan Valley Cowichan Valley Economic Development Commission Government Department

Fraser Valley Chilliwack Economic Partners Corporation (CEPCO) City-owned Corporation

Fraser-Fort George Initiatives Prince George (IPG) City-owned Corporation

Kootenay Boundary Lower Columbia Initiatives Corporation (via LCCDTS) Society/Commission

North Okanagan City of Vernon Economic Development Office Government Department

Okanagan-Similkameen City of Penticton Economic Development Department Government Department

Strathcona Rivercorp (Campbell River Economic Development Corporation) City-owned Corporation  
Source: Urbanics Consultants 

 

As each community is different and their economic development programs can 

vary greatly, we felt it would be best for this review to focus on the programs 

most comparable to CVEDS. Furthermore, it is common to find communities 

where economic development is essentially an afterthought, with few resources 

devoted to it and less attention paid. We wished to compare the groups we felt 

were most similar to CVEDS in both scope and circumstances.  

 



 

10 

 

 

 

Based upon the overall breadth of services offered and populations served we 

settled upon a comparative “peer group” of four other programs:   

• Initiatives Prince George – The City of Prince George 

• Chilliwack Economic Partners Corporation – The City of Chilliwack 

• Economic Development Cowichan – Cowichan Valley Regional District 

• Vernon Economic Development – The City of Vernon 

 

The following are brief descriptions of our “peer group” of economic development 

organizations:   

 

Comox Valley Economic Development Society (CVEDS) – CVEDS is a non-profit 

society serving as the Economic Development Commission in the Comox Valley 

Regional District. The society provides economic development and tourism 

services to the Regional District’s three municipalities and the three rural areas. 

The population served by CVEDS is about 63,000 people.  

 

Chilliwack Economic Partners Corporation (CEPCO) – CEPCO is a private 

corporation owned by the City of Chilliwack to provide economic development 

services for that city. The population served by CEPCO is about 78,000 people.  

 

Cowichan Valley Economic Development Commission – Economic Development 

Cowichan (EDC) is a department of the regional government, providing economic 

development services to all the municipalities and rural areas of the Cowichan 

Valley Regional District. The population served by EDC is about 80,500 people. 

 

Initiatives Prince George (IPG) – Initiatives Prince George is a private corporation 

owned by the City of Prince George. IPG provides economic development 

services to Prince George and the surrounding areas of the Fraser-Fort George 

Regional District. The population served by IPG is about 72,000 people. 

 

City of Vernon Economic Development Department (VEDD) – The Vernon EDD 

is a department of the City of Vernon and provides economic development 

services for the City. The metropolitan population (or economic region) served by 

VEDD is about 58,000 people, including the District of Coldstream, but the areas 

outside of Vernon do not appear to provide funding for economic development.  
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Comparison of Service Offerings 

 

We reviewed the services offered by each of our comparable economic 

development organizations within common general economic development 

service categories. For each category we noted several common services 

performed and for each organization performing them we placed an X in the 

appropriate box in the table. It must be noted, that economic development 

organizations tend to be somewhat opaque and often yield very little public 

information to work with. That is to say the tables below represent the information 

we were able to obtain; services may be offered but our knowledge may be 

simply obscured through poor communication. Moreover, they reflect past and 

current activities; activities planned for the future were left out. Also, each 

community is unique, and thus their local economic development organization 

may leverage unique local assets; the services shown may not necessarily 

represent their full ranges of services offered. Again, this review is intended to 

show a relative comparison, not provide an activity-by-activity assessment.   

 

Business Retention and Expansion (BR&E)  

Most economic development organizations focus on this category because 

studies have shown that most job growth in a community comes from businesses 

already operating there. BR&E activities center on helping businesses grow and 

survive changes, including getting local products to a broader customer base. 

The table below compares BR&E activities: 

 

Table 2: Business Retention and Expansion across the Peer Group 

 

BUSINESS RETENTION AND EXPANSION

C
V

E
D

S

IP
G

C
E

P
C

O

E
D

C

V
E

D
D

Business Visitation/Counseling Program X X X X X

Workforce Development/Retention Program X X X

Local Agriculture Expansion X

Local Recreation Expansion X

Local Industrial Expansion X

Export Development Program X X X X

Local Branding Campaign X X

Inventory of Business Services X X

Labour Market Research X

Business Networking Program X X X  
Sources: Economic development organization annual reports and budgets 
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Here we can see that CVEDS and IPG have the greatest breadth of services in 

the BR&E category. We can also see that every organization offers business 

visitation and counseling.  

 

Business Investment and Attraction 

Another common focus for economic development organizations is to lure 

investment from outside the community in the form of building or relocating a 

business. Other dimensions of this focus include developing and supporting an 

infrastructure to facilitate such investment. The table below compares Business 

Investment and Attraction activities across the communities.  

 

Table 3: Business Investment and Attraction across the Peer Group 

 

BUSINESS INVESTMENT AND ATTRACTION

C
V

E
D

S

IP
G

C
E

P
C

O

E
D

C

V
E

D
D

Inventory of Commercial and Industrial Real Estate and Land X X X

Agriculture Attraction and Investment X X

Recreation Attraction and Investment (incl. Destination Marketing) X X

Green/Tech Business Attraction and Investment X X X X

Industrial Attraction and Investment X

Air Services Coordination Program X X

Entrepreneur Recruitment X X X X

International Student Recruitment X X

Retiree Recruitment X X X

Economic Profiles and Marketing of Region X X X X  
Sources: Economic development organization annual reports and budgets 

 

Again we can see that CVEDS and IPG offer the greatest breadth of services in 

this focus area.  
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New Business Services 

One common activity among most economic development organizations is 

proving various services to local entrepreneurs interested in starting a business. 

Often such persons are first-time entrepreneurs and do not know what they do 

not know. Economic Development can help them fill those knowledge gaps. The 

table below shows the programs found in our comparable communities.  

 

Table 4: New Business Incentives across the Peer Group 

 

INCENTIVES TO NEW AND EXISTING BUSINESSES

C
V

E
D

S

IP
G

C
E

P
C

O

E
D

C

V
E

D
D

"Welcome to the Community" New Business Program X X

Provide Connections to Business Resources X X X X X  
Sources: Economic development organization annual reports and budgets 

 

Communications and Marketing 

A key component of economic development is communication, whether it is to 

potential investors and trading partners or to the community being served. 

Fundamentally, an economic development organization must be skilled at 

communicating value propositions, both for the community to the world, and for 

itself to the community. The table below shows what we found:  

 

Table 5: Communications and Marketing across the Peer Group 

 

COMMUNICATIONS AND MARKETING

C
V

E
D

S

IP
G

C
E

P
C

O

E
D

C

V
E

D
D

Strategic Plan Publicly Available X X X

Annual Workplan Publicly Available

Updated Economic Metrics Publicly Available X

Sector-Specific Marketing Campaigns X X X  
Sources: Economic development organization annual reports and budgets 

 

We observed that not every economic development organization makes it 

Strategic Plan (or Economic Development Strategy or Plan) known, which we 

found interesting. Also, none of the organizations in our comparison group made 

their annual workplans or tactical plans publicly accessible.  
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Comparison of Service Delivery Costs 

 

Now that we have compared the activities of the economic development 

organizations in the peer group we can compare them financially. Again, there 

are no perfect comparisons between communities or their economies so the goal 

of this exercise is to derive an overall sense of the amounts spent and 

populations served. There are no specific benchmarks for economic 

development expenditures, so the individual numbers are less relevant than how 

they compare to one another.  

 

This first set of figures reflects economic development activities only while the 

second set also includes tourism. CVEDS is unique in that it provides both 

economic development and tourism services; the other communities operate 

tourism under separate organizations. In order to estimate CVEDS spending for 

economic development services alone we subtracted from the total the amounts 

for the Visitor Centre, AHRT Programs and half of the Destination Marketing 

Initiatives expenditures. While many could argue that Destination Marketing is 

exclusively a tourism program, we feel that it plays an important economic 

development role in the Comox Valley. Moreover, it even falls under Investment 

Attraction and Promotion in the updated Strategic Plan. Furthermore, including or 

excluding Destination Marketing, while affecting the individual figures, does not 

affect the central point – the relative comparisons between the organizations.  

 

The figures for CVEDS and IPG are from 2013 while all other figures are from 

2012. We must also note that the majority of CEPCO’s financial activity in a given 

year involves the acquisition and disposition of real estate; we have removed 

such transactions from these tables in order to better isolate records related to 

economic development activities. Again, we should note that much debate can 

be had over the exact figures spent and populations served in different 

communities, especially if they are composed of multiple jurisdictions. We see 

the exact figures as less important than the comparisons (or rankings) among 

them. In this review, figures would have to be radically different to affect our 

comparisons, thus making the precise detail less relevant.  

 

We can consider the table below to show what is being spent for economic 

development per person in each community.  
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Table 6: Total Spending and Per-Capita Spending across the Peer Group 

 

ECONOMIC DEVELOPMENT ORGANIZATION POPULATION BUDGET CAPITA

Initiatives Prince George (IPG) 72,000          $1,471,000 $20.43

Chilliwack Economic Partners Corporation (CEPCO) 78,000          $1,580,000 $20.26

Comox Valley Economic Development Society 63,000          $943,000 $14.97

Cowichan Valley Economic Development Commission 80,500          $600,000 $7.45

City of Vernon Economic Development Office 58,000          $320,000 $5.52  

Sources: Municipal and economic development organization annual reports and budgets 

 

The table below shows the tax requisition for economic development services, in 

aggregate and per person. We can consider this as showing what the community 

is paying for economic development services.  

 

Table 7: Requisitioned Taxes across the Peer Group 

 

ECONOMIC DEVELOPMENT ORGANIZATION POPULATION REQUISITION CAPITA

Initiatives Prince George (IPG) 72,000           $1,025,000 $14.24

Comox Valley Economic Development Society 63,000           $724,250 $11.50

Chilliwack Economic Partners Corporation (CEPCO) 78,000           $550,000 $7.05

Cowichan Valley Economic Development Commission 80,500           $505,000 $6.27

City of Vernon Economic Development Office 58,000           $257,000 $4.43  
Sources: Municipal and economic development organization annual reports and budgets 

 

What we see is consistent with the previous tables which showed the breadth of 

programs being offered. We would expect the organizations offering a wider 

variety of programs to cost more per capita than those with fewer programs. 

CVEDS is among those with more programs and spends more per capita than 

EDC and VEDD, but significantly less than IPG and CEPCO. When we look at 

the cost from a taxpayer perspective, we see that CVEDS is higher than average 

per-capita, but still less than IPG, despite comparable service offerings. CEPCO 

is unique in that it offsets much of its expense with rental income from its real 

estate portfolio, which reduces its per-capita taxpayer burden.   

 

We can see a graphical representation of these comparisons (plus a few more) 

on the following page. 
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Figure 1: Comparison of Spending vs. Requisition across Peer Group (excl. Tourism) 
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Sources: Municipal and economic development organization annual reports and budgets 

 

Figure 2: Comparison of per-capita Spending vs. Requisition (excl. Tourism) 
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We then compared the financials when Tourism was included. For CVEDS, we 

simply took the financial statements as they were without removing Tourism 

figures. The other organizations apart from CVEDS do not operate Tourism 

programs; we estimated the “Economic Development plus Tourism” scenario by 

adding the figures from each community’s respective Tourism program. While 

having a combined program would drive lower costs from shared overhead and 

other factors, we felt that such an approximation was sufficient for our purposes 

here. Again, the values for CVEDS and Prince George are from 2013 while the 

rest are from 2012.  

 

We can consider the table below to show what is being spent for economic 

development and tourism per person in the community. The table shows the 

expenditures by each organization on economic development and tourism, 

disregarding other significant financial activity not directly related to the provision 

of such services (such as buying and selling real estate). 

 

Table 8: Total Spending and Per-Capita Spending (including Tourism) 

 

ECONOMIC DEVELOPMENT ORGANIZATION POPULATION BUDGET CAPITA

Initiatives Prince George (IPG) + Tourism 72,000          $2,678,500 $37.20

Chilliwack Economic Partners + Tourism 78,000          $2,092,000 $26.82

Comox Valley Economic Development Society 63,000          $1,609,000 $25.54

EDC  + Tourism 80,500          $600,000 $7.45

VEDD + Tourism 58,000          $829,000 $14.29  
Sources: Municipal and economic development organization annual reports and budgets 

 

This table shows the tax requisition for economic development and tourism 

services, in aggregate and per person. We can consider this as showing what the 

community is paying for these services.  

 

Table 9: Tax Requisitions and Per-Capita Requisitions (including Tourism) 

 

ECONOMIC DEVELOPMENT ORGANIZATION POPULATION REQUISITION CAPITA

Initiatives Prince George (IPG) + Tourism 72,000          $1,352,000 $18.78

Comox Valley Economic Development Society 63,000          $1,030,250 $16.35

Chilliwack Economic Partners + Tourism 78,000          $717,000 $9.19

EDC  + Tourism 80,500          $624,000 $7.75

VEDD + Tourism 58,000          $372,000 $6.41  
Sources: Municipal and economic development organization annual reports and budgets 
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Figure 3: Comparison of Spending vs. Requisition across Peer Group (incl. Tourism) 
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Figure 4: Comparison of per-capita Spending vs. Requisition (incl. Tourism) 
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Again we see the cost of CVEDS services, though somewhat higher than the 

average for our comparative group, remains consistent with the broader 

programs and not an outlier.  

 

Another metric we can observe is the total staffing cost for each economic 

development organization. The table below shows the cost of wages and benefits 

for all staff, as measured by Fulltime Equivalents (FTE). Again the data for 

CVEDS and IPG are from 2013 while the rest are from 2012.  

 

Table 10: Comparison of EcDev Staffing and Expenditure across the Peer Group 

 

ECONOMIC DEVELOPMENT ORGANIZATION STAFFING FTE POP/FTE MEAN

City of Vernon Economic Development Office $155,000 1.5 38,667     103,333$ 

Cowichan Valley Economic Development Commission $279,500 3.75 21,467     74,533$   

Chilliwack Economic Partners Corporation (CEPCO) $520,000 5 15,600     104,000$ 

Comox Valley Economic Development Society $406,000 5 12,600     81,200$   

Initiatives Prince George (IPG) $530,000 7 10,286     75,714$    
Sources: Municipal and economic development organization annual reports and budgets 

 

We can see that when we consider staffing on a number of community residents 

served per FTE, we see CVEDS toward the bottom of this list, but comparable to 

CEPCO and to IPG. When we compare the organizations based on mean cost 

per FTE, we can see that CVEDS is slightly below the mean, but certainly 

comparable to the rest of this peer group.  

 

It should be noted that CVEDS, like most economic development organizations 

also engage contractors and consultants as the needs arise. Typically those 

expenditures are denoted on a separate line item apart from those for the wages 

and benefits of staff directly employed. Comparisons with other organizations of 

contractor expenditures were not made due to the inconsistent availability of 

such information. 

 

The conclusion that we can draw from these figures is that CVEDS provides a 

range of services at least as broad as the larger members of the comparative 

group, and at a comparable cost. Put differently, CVEDS does not appear to be 

more expensive than other economic development organizations with similar 

scopes of activity. Also, as one might expect, the programs with the most 

services also cost the most. CVEDS costs appear to be appropriately scaled to 

its level of service, using the peer group as an overall frame of reference.  
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Review of Adherence to Service Agreement Provisions 

Review of Contractual Elements 

 

We thoroughly reviewed the Service Delivery Agreement between CVEDS and 

the Comox Valley Regional District (CVRD) and made note of its requirements. 

We then consulted with the CVEDS staff and Board on each of the elements 

required by the contract. CVEDS staff gave us access to their documents 

ordinarily restricted to Board members; those documents in addition to our 

correspondence with CVEDS staff provided the information summarized below.  

 

Annual Workplans and Performance Measures 

CVEDS has apparently been fully compliant with the requirement to produce an 

annual workplan with associated performance measures. Most performance 

measures were “Boolean” in that they required that a deliverable be produced or 

an action taken (as opposed to not). Other measures focused on specific 

numbers of events.  

 

Table 11: Tracking Workplan Development Requirements 

 

DELIVERABLE DUE DEADLINE

M
E

T

M
E

T
 L

A
T

E

M
E

T
 P

A
R

T

N
O

T
 M

E
T

U
N

C
L

E
A

R

2011 Strategic Goals and Performance Measures by 1/15/2011 X

2012 Strategic Goals and Performance Measures by 1/15/2012 X

2013 Strategic Goals and Performance Measures by 1/15/2013 X
2014 Strategic Goals and Performance Measures by 1/15/2014 X  
Sources: CVEDS documents and/or primary research 

 

Audited Financial Statements 

CVEDS has been generally compliant with the requirement to submit audited 

financial statements. In the three years where this deliverable has come due, 

CVEDS submitted the financial statements, though they were delivered after the 

deadline. It is worth noting that in the Agreement, Section 8.1 contradicts 

Schedule B(1)(b) and thus gives two different deadlines for when this deliverable 

is due. We chose the later of the two dates as the criterion for timeliness.  
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Table 12: Tracking Financial Statement Submission Requirements 

 

DELIVERABLE DUE DEADLINE

M
E

T

M
E

T
 L

A
T

E

M
E

T
 P

A
R

T

N
O

T
 M

E
T

U
N

C
L

E
A

R

2010 Audited Financial Statements by 7/31/2011* X

2011 Audited Financial Statements by 7/31/2012* X

2012 Audited Financial Statements by 7/31/2013* X

* Contract states elsewhere a deadline of 6/30  
Sources: CVEDS documents and/or primary research 

 

Annual Reports 

CVEDS has been generally compliant with the requirement to submit an Annual 

Report. In two of the three years where this deliverable has come due, CVEDS 

submitted its Annual Reports after the deadline. It is worth noting that in the 

Agreement, Section 8.2 contradicts Schedule B(1)(c) and thus gives two different 

deadlines for when this deliverable is due. We chose the later of the two dates as 

the criterion for timeliness.  

 

Table 13: Tracking Annual Report Requirements 

 

DELIVERABLE DUE DEADLINE

M
E

T

M
E

T
 L

A
T

E

M
E

T
 P

A
R

T

N
O

T
 M

E
T

U
N

C
L

E
A

R

Annual Report 2010 by 4/15/2011* X

Annual Report 2011 by 4/15/2012* X

Annual Report 2012 by 4/15/2013* X

* Contract states elsewhere a deadline of 30 days prior to AGM  
Sources: CVEDS documents and/or primary research 

 

Executive Committee List 

CVEDS has been generally compliant with the requirement to submit a list of its 

Executive Committee. In two of the three years where this deliverable has come 

due, CVEDS submitted its list after the deadline. It is worth noting that in the 

Agreement, Section 4.1(b) contradicts Schedule B(1)(d) and thus gives two 

different deadlines for when this deliverable is due. We chose the later of the two 

dates as the criterion for timeliness.  
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Table 14: Tracking Executive Committee Communication Requirements 

 

DELIVERABLE DUE DEADLINE

M
E

T

M
E

T
 L

A
T

E

M
E

T
 P

A
R

T

N
O

T
 M

E
T

U
N

C
L

E
A

R

Executive Committee List 2011 by 7/31/2011* X

Executive Committee List 2012 by 7/31/2012* X

Executive Committee List 2013 by 7/31/2013* X

* Contract states elsewhere a deadline of 4/15  
Sources: CVEDS documents and/or primary research 

 

International Travel and Reception 

Based upon the information available, CVEDS has been compliant in handling 

the needs of local or visiting dignitaries as the occasions arise.  

 
Table 15: Tracking International Relations Requirements 

 

DELIVERABLE DUE REQUIREMENT

M
E

T

M
E

T
 L

A
T

E

M
E

T
 P

A
R

T

N
O

T
 M

E
T

U
N

C
L

E
A

R

Organize programs for visiting dignitaries in conjunction with 

local government
As Needed X

Coordinate local government officials' travel abroad As Needed X

Assist local governments enhance sister-city relationships As Needed X  
Sources: CVEDS documents and/or primary research 

 

Economic Reports and Specifically Defined Projects 

CVEDS has been generally compliant with its requirements to provide certain 

analyses, handling the setup of the visitor centre and updating the overall 

economic development strategic plan. Note that the requirement for an updated 

Economic Strategic Plan had its deadline contractually extended to 3/31/2013 

from 12/31/2011. While the final draft was dated 4/1/2013 we are unclear as to 

when the update was finalized. While the deliverable marginally missed its 

deadline in a technical sense, we feel it was not by much and could be 

considered more or less on time. Also, in 2010 and 2012 it appears that the 

Community Economic Impact Analysis was delayed by mutual consent, as 

shown by the “strikethrough” entries in the table below. 

 
 



 

23 

 

Table 16: Tracking Economic Report and Other Requirements 

 

DELIVERABLE DUE DEADLINE

M
E

T

M
E

T
 L

A
T

E

M
E

T
 P

A
R

T

N
O

T
 M

E
T

U
N

C
L

E
A

R

Community Economic Impact Analysis to Local Governments by 10/30/2010

Community Economic Impact Analysis to Local Governments by 10/30/2011 X

Community Economic Impact Analysis to Local Governments by 10/30/2012

Community Economic Impact Analysis to Local Governments by 10/30/2013 X

Assist Cumberland enhance sister-city relationships by 3/31/2011 X

Visitor Centre Strategy by 3/31/2011 X

RFP Process for VC Operations Agreement by 4/1/2013 X

Award of VIVC operating agreement by 3/31/2012 X

Adopt an Updated Economic Strategic Plan by 3/31/2013 X

Town of Comox: Completion of ICTE Application by 3/31/2011 X

Town of Comox: Local Economic Strategic Plan by 3/31/2013 X

Economic Development Potential Report on Changli, China by 3/31/2011 X  
Sources: CVEDS documents and/or primary research 

 

Meetings with CAOs 

CVEDS has been compliant with the requirement to meet twice annually with 

each of the four Chief Administrative Officers (CAOs) in CVRD. The requirement 

states that the purpose of the meeting is to review workplan objectives. 

Unfortunately no records exist which document the content of these meetings so 

we cannot explore this deliverable beyond simply whether a meeting between 

CVEDS and a particular CAO took place. Moving forward, we see these 

meetings as an opportunity to clarify roles and expectations as well as to identify 

and overcome obstacles.  
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Table 17: Tracking CAO Meeting Requirements 

 

DELIVERABLE DUE REQUIREMENT

M
E

T

M
E

T
 L

A
T

E

M
E

T
 P

A
R

T

N
O

T
 M

E
T

U
N

C
L

E
A

R

Two meetings with CVRD CAO 2010 2 meetings in 2010 X

Two meetings with CVRD CAO 2011 2 meetings in 2011 X

Two meetings with CVRD CAO 2012 2 meetings in 2012 X

Two meetings with CVRD CAO 2013 2 meetings in 2013 X  

DELIVERABLE DUE REQUIREMENT

M
E

T

M
E

T
 L

A
T

E

M
E

T
 P

A
R

T

N
O

T
 M

E
T

U
N

C
L

E
A

R

Two meetings with Courtenay CAO 2010 2 meetings in 2010 X

Two meetings with Courtenay CAO 2011 2 meetings in 2011 X

Two meetings with Courtenay CAO 2012 2 meetings in 2012 X

Two meetings with Courtenay CAO 2013 2 meetings in 2013 X  

DELIVERABLE DUE REQUIREMENT

M
E

T

M
E

T
 L

A
T

E

M
E

T
 P

A
R

T

N
O

T
 M

E
T

U
N

C
L

E
A

R

Two meetings with Comox CAO 2010 2 meetings in 2010 X

Two meetings with Comox CAO 2011 2 meetings in 2011 X

Two meetings with Comox CAO 2012 2 meetings in 2012 X

Two meetings with Comox CAO 2013 2 meetings in 2013 X  

DELIVERABLE DUE REQUIREMENT
M

E
T

M
E

T
 L

A
T

E

M
E

T
 P

A
R

T

N
O

T
 M

E
T

U
N

C
L

E
A

R

Two meetings with Cumberland CAO 2010 2 meetings in 2010 X

Two meetings with Cumberland CAO 2011 2 meetings in 2011 X

Two meetings with Cumberland CAO 2012 2 meetings in 2012 X

Two meetings with Cumberland CAO 2013 2 meetings in 2013 X  
Sources: CVEDS documents and/or primary research 
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Communication Protocols 

CVEDS has been generally compliant in communicating to elected officials as 

necessary. Unfortunately it is impossible to ascertain the level of satisfaction of 

the timeliness of such communication. Feedback received suggested that 

improvements could be made in reaching all officials simultaneously and in a 

timely manner, but we can neither confirm nor deny the details surrounding 

individual complaints. 

 

Table 18: Tracking Various Communications Protocols 

 

DELIVERABLE DUE REQUIREMENT

M
E

T

M
E

T
 L

A
T

E

M
E

T
 P

A
R

T

N
O

T
 M

E
T

U
N

C
L

E
A

R

"Boilerplate" inter-governmental connectivity message, 

crafted with local gov'ts
by 12/31/2010 X

Provision of promotional materials, materials recognize 

funding sources
As Needed X

Communication of CVEDS-related Events to local government 

offices
As Needed X

Invite elected officials and CAOs to all CVEDS-related events 

and announcements
As Needed X

Invite CAO when CVEDS Executive Director meets with elected 

officials
As Needed X

 
Sources: CVEDS documents and/or primary research 

 

Overall, aside from some important deliverables being submitted late, we see no 

material lapses from what was explicitly required by the contract.  
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Review of Workplan Objectives and Sector Priorities 

 

One important aspect of the service delivery agreement is that it requires CVEDS 

to establish a strategic plan which is implemented via annual workplans. The 

following tables briefly expand upon the approaches and overall strategies taken 

by CVEDS to advance the three main focus areas of the 2011 Strategic Plan; 

they cover a time period from mid-2010 through the end of 2013. The 2014 

workplan derived from the Strategic Plan Update uses somewhat different 

strategies, but this is a retrospective review and future initiatives are not 

discussed in this section.   

 

BUSINESS RETENTION  
AND EXPANSION 

COMMENTS 

 
Agrifood Development 
Program 

 
CVEDS seeks to expand the competitiveness of 
local agriculture through media exposure, 
supporting education and conducting agricultural 
business visitations. Most notably is the fivefold 
expansion in circulation of the Growers Guide which 
is used to market local producers. Another recent 
success was to be selected as the host destination 
for the 2015 Vancouver Island Agriculture Show. We 
see this focus on agriculture and aquaculture 
development as a good way to leverage local assets 
and competitive strengths. CVEDS should survey 
the producers with whom it has worked to try to 
quantify the benefits gained as well as to fine-tune 
its methodology.  
 

 
Tourism, Arts, Culture and  
Heritage Program 

 
CVEDS organizes and/or supports events intended 
to bring tourists and investors into the Comox 
Valley. Facilitates interactions among the local and 
provincial tourism industry. Recent events included 
WinterBites, Toast Comox Valley and Dine Around 
and Stay. While these are encouraging activities, 
efforts should be undertaken to assess the short 
and long-term economic impact of each. 
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Export Development Program 

 
CVEDS seeks to help local businesses bring their 
products, when possible, to an international market. 
CVEDS conducted several seminars for local 
businesses on the matter as well as piloted the 
"Export Peer Mentorship Group," which provided a 
forum to discuss challenges associated with 
exporting. While this sounds encouraging, CVEDS 
should survey all the participants to evaluate how 
helpful these programs were toward increasing 
exports.  
 

Workforce Retention Program  
CVEDS provides information and seminars to local 
businesses about various workforce retention 
programs offered by senior government. This is an 
area where CVEDS could benefit from partnering 
with an organization specializing in workforce 
development. The Creative Employment Access 
Society or Community Futures are just two 
examples of potential collaborators on this activity.  
 

 
Business Visitation and  
Liaison Program 

 
Like many economic development organizations, 
CVEDS conducts visitations and provides counsel to 
local businesses. In a given year, CVEDS strives to 
perform 20 such visits and hits that target, on 
average. Programs such as this are difficult to 
quantify, as the results almost entirely depend on 
factors outside of CVEDS' control. While there might 
be the potential to gain goodwill from local 
businesses with this activity, this type of activity is 
highly variable and can be time consuming. CVEDS 
may wish to partner with the Chamber or BIA for the 
delivery of this and other local small business 
services.  
 

Sources: CVEDS documents and/or primary research 
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INVESTMENT ATTRACTION  
AND PROMOTION 

COMMENTS 

 
Agrifood Investment and  
Land Utilization Program 

 
CVEDS promotes investment in local agriculture 
primarily through participating in trade shows and 
meeting with food buyer delegations. A recent 
success included facilitating an agreement for a 
local shellfish producer to provide to the MGM 
Grand hotel group. Other endeavours include agri-
tourism initiatives. Again, we see these activities as 
good ways to utilize local strengths, but efforts 
should be made to quantify the costs and benefits.  
 

 
Destination Marketing Program 

 
CVEDS organizes and/or supports activities and 
events intended to bring tourists and investors into 
the Comox Valley. Activities included an expansion 
of the Shellfish Festival, the Farm Cycle Tour, the 
Winter Ski and Stay Campaign, the placement of 
advertising in various media, and familiarization 
tours. While these are encouraging activities, efforts 
should be undertaken to assess the short and long-
term economic impact of each. 
 

 
Civilian & Military Air Service 
Support Program 

 
CVEDS has a working relationship with the CEO of 
Comox Valley Airport as well as a seat on the Board 
of the Comox Valley Airport Commission.  
 

 
Entrepreneur, Workforce and 
International Student Recruitment 

 
CVEDS has partnered with the Province on its 
Provincial Nominee immigration program as well as 
participated in various immigration attraction shows 
in Europe. CVEDS has also worked with North 
Island College welcoming incoming international 
students. While these are encouraging activities, 
their results have yet to be assessed. For example, 
the number of students or immigrants ultimately 
remaining in the area would be an interesting metric, 
especially if they opened a local business.  
 

Development of Tools and 
Resources Program 

 
CVEDS maintains a website and performs economic 
analyses as needed for specific initiatives. Much 
work can be done on this front to provide more 
timely information in a more accessible format.  
 

Sources: CVEDS documents and/or primary research 
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ECONOMIC DEVELOPMENT 
FACILITATION 

COMMENTS 

 
Communication with Government 

 
CVEDS, through its service delivery agreement, is 
responsible for certain reporting to the CVRD as 
well as meetings with each CAO. We have found 
that while CVEDS has generally fulfilled these 
requirements there is much room for improvement. 
Reporting can be streamlined such that it is more 
effective and less of a burden for both CVEDS and 
CVRD. Additionally, our qualitative research has 
suggested that meetings between CVEDS and 
municipal staff, have often lacked substance and 
could be more productive. Indeed such meetings 
can serve as an effective platform for collaboration 
and service provided that they are utilized by all 
parties.  
 

 
Regional Business  
Collaboration Program 

 
CVEDS sought in its 2011 Strategic Plan to 
collaborate with other local business organizations, 
most notably the Comox Valley Chamber of 
Commerce. This has not really progressed very far 
and there is much that can and should be done to 
rebuild the relationship between the two 
organizations. Recent projects under this program 
have noticably not included the Chamber or any of 
the local BIAs. We feel that collaboration is essential 
for the long-term fulfillment of the CVEDS mandate 
and this gap must be overcome.  
 

 
Economic Development  
Strategic Plan Update 

 
CVEDS completed the process to update the 
Strategic Plan from late 2012 through mid-2013. We 
feel that updating the Strategic Plan on a 3-year 
cycle is a good practice.  
 

 
Town of Comox Program 

 
CVEDS had been requested to create an economic 
development plan for the Town of Comox as well as 
assist the Town in developing a waterfront 
enhancement strategy.  
 

 
Sister City and International  
Dignitary Coordination 

 
CVEDS hosts or otherwise coordinates visits from 
foreign dignitaries as needed. It would be difficult to 
predict the impact of such visits in a given year and 
no outcomes are guaranteed from any such visit.  
 

Sources: CVEDS documents and/or primary research 
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Conclusion 

Since no single initiative is guaranteed to deliver results, we are pleased to see 

CVEDS offer a diversified range of initiatives to advance its three focus areas. 

While CVEDS has by no means exhausted all possibilities, and there is room for 

improvement, we do not see that they have overlooked any major avenue for 

economic development.  
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Review of the Vancouver Island Visitor Centre  
 
We have compared the available metrics on the visitor centres operating in our 

peer group communities. As there are different models of providing economic 

development, there are similar models of providing for visitor centres, each with 

different priorities and cost structures as well as their own advantages and 

disadvantages. CVEDS contracts operations of the Vancouver Island Visitor 

Centre to Adventure Management, a private company which specializes in 

operating visitor centres. The company operates five visitor centres in BC and 

their staff members are trained by BC Tourism. None of the other Visitor Centres 

we spoke with were willing to divulge specific financial information about their 

operations, thus limiting our ability to compare.  

 

The table below shows the number of visitors for each centre over the last two 

full years. The Vancouver Island Visitor Centre has significantly more visitors 

than the other centres shown here.  

 

Table 19: Visitor Centre Annual Visitors 2012-2013 

 

VISITOR CENTRE OPERATING ORGANIZATION 2012 2013 2-YEAR

Vancouver Island Visitor Centre Comox Valley Economic Development Society 30,218 28,300 58,518 

Prince George Visitor Centre Tourism Prince George (Arms-Length Corporation) 18,587 16,767 35,354 

Chilliwack Visitor Centre Tourism Chilliwack (Arms-Length Corporation) 18,277 16,728 35,005 

Vernon Visitor Centre Tourism Vernon (City Government Department) 16,344 15,439 31,783  
Source: BC Tourism 

 

For an additional point of comparison, these are the visitor counts for the Comox 

Valley Visitior Centre as administered by the Comox Valley Chamber of 

Commerce in 2010 and 2011, its last two full years of operation. Though 

comparable to the visitor counts observed among the peer-group above, they are 

still significantly lower than those for the Vancouver Island Visitor Centre.  

 

Table 20: Comox Valley Visitor Centre Annual Visits 2010-2011 

 

VISITOR CENTRE OPERATING ORGANIZATION 2010 2011 2-YEAR

Comox Valley Visitor Centre Comox Valley Chamber of Commerce 18,234 18,293 36,527  
Source: BC Tourism 

 

Interestingly, the Cowichan Valley Regional District boasts five visitor centres, 

each operated by a local Chamber of Commerce, as shown below.  
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Table 21: Cowichan Valley Visitor Centre Annual Visits 

 

VISITOR CENTRE (COWICHAN) OPERATING ORGANIZATION 2012 2013 2-YEAR

Duncan Visitor Centre Duncan Cowichan Chamber of Commerce 11,400 9,785   21,185 

Lake Cowichan Visitor Centre Cowichan Lake District Chamber of Commerce 24,946 30,187 55,133 

Chemainus Visitor Centre Chemainus & District Chamber of Commerce 30,313 23,822 54,135 

Ladysmith Visitor Centre Ladysmith Chamber of Commerce 9,693   9,317   19,010 

Mill Bay Visitor Centre South Cowichan Chamber of Commerce -      1,014   1,014    
Source: BC Tourism 

 

Visitor Centre Recommendation 

The chief complaint among our primary sources was that the “new” visitor centre 

was too expensive to advertise with, as compared to what it cost to rack 

brochures and be included in the visitors guide under the Chamber of 

Commerce. In exploring these differences, we found that marketing offered 

through the VIVC and CVEDS is more expensive but more attuned to an 

increasingly digital and mobile world. In other words, tourism-based businesses 

advertising through VIVC and CVEDS pay more than they did, but do get 

additional value. That said, we recommend that the VIVC implement a low-cost 

“racking only” option, where smaller local tourism operators may rack their 

brochures at the VIVC for only $50 annually (or some amount  below what the 

Chamber charged at the old visitor centre). Such operators would not partake in 

any of the print or digitial marketing normally provided, but they would still have 

an opportunity for exposure at the visitor centre.  

 

We see this as a budget-neutral activity because: 

• The fees generated would offset the cost of the additional rack the same year. 

(We estimate a rack with 100 slots would cost no more than $2,000. Sell 40 

slots at $50 each and the cost is already covered. The quote we received to 

purchase a 96-slot rack was $475.) 

• The additional overhead required to maintain the rack would be neglible, 

probably less than an hour per week of staff time.  

• The Visitor Centre has ample room for at least one additional rack. 

 

More important than the financial considerations would be the goodwill generated 

among the smaller tourism operators in the Valley. It would allow these operators 

to better connect with the Visitor Centre as well as demonstrate that CVEDS has 

both listened to and positively responded to the concerns of the smaller members 

of the Comox Valley hospitaility industry.  
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Findings and Recommendations 
 

CVEDS operates an economic development program comparable to those found 

in similarly sized communities at comparable cost, and they have been generally 

compliant with the terms of the existing Service Delivery Agreement. While 

CVEDS may be meeting the demands placed on it through the service delivery 

agreement, it might not be meeting them in a way that is entirely satisfactory to 

significant segments of the community. It is not so much that CVEDS is not 

meeting its contractual requirements, but rather could be meeting them in better 

ways: ways that enlighten and engage a broader range of participants and help 

CVEDS to deliver upon its mandate.  

 

In short, CVEDS is a very active organization pursuing many avenues to help 

develop the economy of the Comox Valley without being overly burdensome to 

the taxpayer. That said, CVEDS must improve the quality of its communications 

with government as well as with the general public. CVEDS must also rebuild its 

relationships with those organizations which play a role in the overall well-being 

of the business community and of the Comox Valley region itself. While these 

suggestions would befit any community, the complex political landscape found in 

the Comox Valley makes them all the more necessary. Economic development is 

hard; regional economic development is harder. The central challenge is in 

providing regional value in a realm of local expectations. Communication of the 

value brought is essential for long term acceptance. As we have seen in other 

communities, public support can be very fickle; CVEDS must address these 

matters forthwith if it expects to remain entrusted with delivering the economic 

development service function in the long run.  

 

In our research we reviewed the economic development activities in nine other 

communities of comparable size to Comox Valley, and explored four of them in 

depth. We supplemented that information with primary research where we 

interviewed over 50 people, including the three mayors and seventeen serving 

elected officials as well as members of municipal staffs and leaders of local 

business and community organizations. We also conducted a survey aimed at 

local businesses which collected nearly 100 responses. Using all of this 

information we have arrived at the following suite of recommendations.  
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Definition of Economic Development 

 

In our interviews we noticed that many, though not all, who take issue with the 

activities undertaken (or not undertaken) by CVEDS are holding the organization 

up to the expectations one would have of a “Community Economic Development” 

organization rather than the conventional economic development entity that it is. 

Many such critics suggest that CVEDS “ought to be pursuing” certain goals and 

activities, such as addressing homelessness or protecting the environment, and 

are then disappointed when CVEDS does not do these things. While these and 

other social and environmental concerns are important and should be addressed, 

they are not under the purview of a conventional economic development 

organization. Ideally, CVEDS would work to strengthen the “economic leg” of a 

broader, coordinated sustainability strategy, while supporting other organizations 

charged with strengthening the social and environmental “legs.” 

 

Should the electorate of Comox Valley wish to move the service function to a 

“Community Economic Development” model then it needs to explore that via the 

political and/or legislative processes. The discussion surrounding that change in 

paradigm, however, exceeds the scope of this review.  

 

Recommendation: Define economic development in the Economic 

Development Service Establishment Bylaw – We feel that CVRD defining 

what Economic Development is at the by-law level will help every member of the 

community better understand what role CVEDS is intended to play and set their 

expectations accordingly. Given the somewhat diverging interests of the member 

governments, perhaps the only thing that can be agreed upon is that the primary 

role of economic development is to improve the tax base for all the jurisdictions. 

It is up to the member governments to approve the methods and pathways taken 

by CVEDS to achieve this goal. This approval process must allow everyone to 

make their case as to what goes into the strategic plan or ad hoc initiatives. 

Communications 

 

Through our primary research, we found that the central issue was the lack of 

consistent communication from CVEDS; in our interviews with supporters and 

critics alike, the most common theme was the need for more explicit 
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communication by CVEDS of their activities. Regular and succinct updates of 

progress and initiatives, while maintaining confidentiality as required, would not 

only help CVEDS communicate its successes, but also answer the very 

legitimate questions from the public regarding how their tax dollars are being 

spent. We observed that many who felt that CVEDS was not paying enough 

attention to their locality were simply unaware of what CVEDS was doing or had 

done for them. In other cases, attempts to contact CVEDS would go 

unanswered, which contributes to fairly common perception that CVEDS ignores 

whom they “do not like.” At the very least, people may not know why their 

particular need from CVEDS is going unmet. Communications is viewed as an 

essential function by many economic development practitioners, and we see 

three general areas where communication can be improved: with the CVRD, with 

the municipalities, and with the public.   

 

Communications with the Regional District 

 

The CVRD is a key stakeholder in that it is the counterparty to CVEDS in the 

Service Delivery Agreement as well as the governmental body for the three 

Electoral Areas. As the service counterparty, CVRD must often field questions 

regarding the costs of and benefits provided by CVEDS, and needs to have good 

and timely updates on what CVEDS is doing and how taxpayer money is being 

used. Developing a stronger relationship with CVRD will help CVEDS fulfill its 

mandate.  

 

Recommendation: CVEDS present to CVRD Board Semi-Annually – The 

CVEDS Board President and Executive Director will present a formal progress 

report to CVRD Board which reviews the status and outcomes of all CVEDS 

activities from the Strategic Plan as well as any ad hoc initiatives undertaken. 

CVEDS can also solicit general feedback on what else it could help with. CVEDS 

should also simultaneously issue a press release that summarizes this 

presentation while redacting any information that should still be held confidential 

and/or proprietary. These meetings are an opportunity for CVEDS to make the 

scope of its activities more widely known as well as strengthen the relationship 

between the two organizations. 

 

Recommendation: CVEDS meets with CVRD CAO Semi-Annually – Though 

CVEDS is already required to meet with the each of the four CAOs on a semi-
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annual basis, we feel that these meetings are important and historically have not 

been fully utilized. We envision the Executive Director of CVEDS or his/her 

designate meeting with the CAO and/or the CVRD staff he/she feels is 

appropriate (e.g. planning or finance). Every six months, the two parties will 

discuss the existing workplan as it pertains to the rural district and any “open 

files.” These meetings will be an opportunity to clarify the respective roles and 

responsibilities of each party on a file-by-file basis; they will not only help set the 

right expectations, but also identify obstacles and proactively work to overcome 

them. These meetings would also present an opportunity to identify areas where 

existing CVRD resources might be utilized to help CVEDS achieve its goals.  

 

Recommendation: CVEDS meets with CVRD Finance Semi-Annually – While 

CVEDS has been providing audited financial statements annually per the Service 

Delivery Agreement, the statements do not necessarily give an account of how 

taxpayer money is being put to use. We see the benefit in a knowledgeable 

CVEDS representative meeting every six months with key CVRD Finance 

Department staff to detail such information.  

 

Recommendation: CVEDS improves the timeliness of Annual Financial 

Reporting – We understand that there were reasons why some of the audited 

financial statements due to the CVRD have been late over the course of this 

service agreement.  Nevertheless, CVEDS should take greater care to ensure 

that its financial statements are submitted to CVRD by June 30th of each year.  

 

Recommendation: CVEDS and CVRD mutually develop a Reporting 

Protocol – It is beyond the scope of this review to design or otherwise specify 

the reports that would be most beneficial to CVRD staff, but our interviews 

revealed that the current reporting regime does not seem to work for either party. 

Several CVRD staff have suggested that the amount of information generated by 

CVEDS is overwhelming yet does not address that which they need to know. On 

the other hand, we have observed that CVEDS finds the current reporting to be 

onerous, where one CVEDS Board member described it as “brutal.” We suggest 

that the two groups meet for the specific purpose of redesigning the reports 

provided by CVEDS, such that they are more meaningful to the recipients. 

Ideally, this will lead to simpler and better reports which directly address what 

CVRD staff needs to know.  
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Communications with the Member Municipalities 

 

Each of the member municipalities is an important stakeholder which should be 

fully engaged in the benefits CVEDS can provide. Developing a stronger 

relationship with the City of Courtenay, the Town of Comox and the Village of 

Cumberland will help CVEDS fulfill its mandate.  

 

Recommendation: CVEDS meets with each municipal CAO Semi-Annually – 

While this requirement is already in the Service Delivery Agreement, adherence 

to appears to have been perfunctory at best. If a CAO of a member government 

believes that CVEDS is specifically not addressing their present concerns, that 

government may well adopt alternate approaches that do not include CVEDS. 

Having a standing meeting is an effective means of ensuring dialogue and 

providing a reliable channel to discuss existing files as well as potential new 

initiatives,  

 

We envision the Executive Director of CVEDS or his/her designate meeting with 

the CAO and/or the municipal staff he/she feels is appropriate (e.g. planning or 

finance) of each municipality. Every six months, the two parties will discuss the 

existing workplan as it pertains to the municipality and any “open files” including 

development applications. These meetings will be an opportunity to clarify the 

respective roles and responsibilities of each party on a file-by-file basis; they will 

not only help set the right expectations, but also identify obstacles and 

encourage working proactively to overcome them. This process will help 

municipal staff better understand why a key project or interest has been stalled 

and what might need to happen next.  These meetings would also present an 

opportunity to identify areas where existing municipal resources might be utilized 

to help CVEDS achieve its goals. Also, this could be an opportunity for CVEDS to 

communicate concerns it may have over policies or processes within that 

municipality; for example a local planning department may be inadvertently 

undermining development potential, or other policies may reduce the competitive 

position of an area for investment. CVEDS could introduce these concerns and 

work with the municipality on a solution. Furthermore, a stronger relationship 

would encourage CVEDS to participate more meaningfully in local policy 

processes (such as updating an OCP), giving the municipality the benefits of its 

economic insights.  
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Recommendation: Present to local Councils Semi-Annually – One of the 

issues we heard from members of the local councils was that their member on 

the CVEDS Board were unreliable about forwarding information about CVEDS to 

them. CVEDS can proactively resolve this by sending a delegation every six 

months to brief each of the local Councils on what CVEDS is doing regionally 

and in their municipality. Alternately CVEDS could hold a semi-annual 

presentation to all three municipalities together, at a time outside of regular 

Council meetings, yet convenient enough for all Councillors, and Mayors. This is 

not to replace the standing meetings with the CAOs.  

 

Recommendation: Develop Protocol for Information Requests from 

Governments – Our interviews revealed that the member governments want 

CVEDS to be able to reliably provide them with an economic analysis (say a 

cost-benefit analysis) of development proposals. While CVEDS is piloting a 

model for such analysis in Courtenay, the general consensus is that such 

analysis is missing from the other governments. Also the sense is that potential 

investors would be hard-pressed to find useful information just based upon what 

is available on the website. CVEDS should be a conduit between the municipality 

and the potential investor. CVEDS should meet with representatives of the four 

governments to determine the best way to prioritize and fulfill these requests.  

 

Communication with the General Public 

 

We feel that an organization such as CVEDS (or any economic development 

organization) does require a certain level of social license in order to effectively 

carry out its job. We see active communication as a major component of earning 

that social license. While engaging with the public is not necessarily the explicit 

mandate of economic development, we feel that the unique political landscape of 

Comox Valley warrants an effort to earn, build and maintain social license within 

the community. The public must see the values that CVEDS brings and also that 

this service review has brought about a change in the way CVEDS engages with 

the broader community. Otherwise, if no changes are evident, the public may 

begin to demand more drastic actions, including pressuring government to not 

renew the service delivery agreement.  

 

Tangential to this concept is the need for CVEDS to control or at least be a 

participant in the messaging that surrounds it. For instance, CVEDS received a 
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tremendous amount of criticism following the placement of an advertisement in a 

Victoria newspaper, which advertised the CVRD as a destination for investment. 

The advertisement included a list of current or future developments which 

included “big-box” stores and, notably, the Raven Underground Coal Project. 

While it could be argued that such a miscommunication could have been 

avoided, what we see as more important is the aftermath. Specifically, we are 

concerned by the widely held perception that coal mines and big-box stores form 

the foundation of CVEDS’ approach to economic development, when such 

developments are not to be found in its Strategic Plan or Annual Workplan. 

Interestingly, the mention of the mine in the advertisement is minimal (as seen in 

the Appendix); nonetheless it was frequently mentioned in our interviews and 

survey responses. The point being that if CVEDS is unwilling to manage its 

message, then the dialog surrounding it will be shaped by external parties, which 

may ultimately diminish its ability to deliver on its mandate.  

 

Recommendation: Issue Press Releases when presenting to CVRD Board – 

In conjunction with the previous recommendation of presenting a status update to 

the CVRD Board, CVEDS should also issue a press release of an abbreviated 

version of what was presented. The press release should be issued (i.e. given 

directly to the local media) when the presentation takes place, and be stripped of 

any confidential information otherwise shared with the CVRD Board.  

 

Recommendation: Regularly Updated Economic Profiles 

Having easily accessible “economic climate” annual reports for the region as well 

as each of the seven individual jurisdictions would be of tremendous benefit, 

especially when developers or other potential investor contacts a municipality 

directly for information. Also, annually updated statistics on key economic factors 

such as demographics, income, and employment would be useful to investors 

and locals alike. CVEDS should consider partnering with local organizations to 

help ease the burden of assembling this information.  

 

Recommendation: Regularly Updated Real Estate Database – Many 

economic development organizations provide timely information on available 

development lands, real estate trends, and other data of interest to developers 

and investors. We feel that CVEDS should maintain a publicly accessible 

database of available lands (inside and outside growth nodes), land prices, 

typical DCCs, zoning, typical taxes, and so forth. This information might be 
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partially handled by the pilot economic impact model being developed, but having 

basic facts easily accessible (i.e. online) would help would-be investors have a 

better understanding of local opportunities even before they contact CVEDS. We 

understand that CVEDS may already be working toward providing this.  

 

Recommendation: Make Annual Workplans Publicly Available – Many 

people with whom we spoke did not realize that the execution of an annual 

workplan was a contractually required deliverable, and in fact, was the 

centrepiece of the service delivery agreement. The CVEDS website should be 

very clear as to the process undertaken to develop the Strategic Plan as well as 

link to a public version of the annual workplan. While CVEDS has made its 

Annual Destination Marketing Tactical Plan available and does issue an e-

newsletter, we feel these efforts are not enough. The annual workplans, 

incidentally, should include all activities being pursued, not just the activities 

which are new for that year. It is worth noting that economic development 

organizations generally do not post their annual workplans, and several only post 

vague outlines of their strategic plans. Here is an opportunity for CVEDS to 

exceed its peers in transparency.  

 

Recommendation: Make More Timely Information Publicly Available - 

Though this was stated before in the previous recommendations, CVEDS needs 

to make more of its information publicly accessible and easy to navigate. 

Presently a visitor to the Invest Comox Valley website would be challenged to 

easily find the facts they might be looking for without poring over lengthy and 

often outdated reports. CVEDS may well have caches of more updated 

information, and should make such information more accessible. This is not only 

simply linking to additional files on the website, but pulling out useful summary 

data from these sources and presenting them in a succinct and logical format. 

While social media is useful in communicating time-sensitive and ephemeral 

items to a self-selecting audience, we see the CVEDS website as the key 

medium for delivering up-to-date data and economic information. Again, it is 

beyond the scope of this review to specify the exact nature of what information 

should be presented per se, or its format. CVEDS should gather feedback from 

investors with whom it has a relationship, members of local government, as well 

as other local organizations such as the Comox Valley Chamber of Commerce 

and even the Comox Valley Social Planning Society. Lastly, CVEDS may want to 
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consider issuing a quarterly newsletter summarizing what is has recently 

accomplished and the directions it is looking to take.  

 

Recommendation: Engage the media and constructively respond to 

criticism– While by no means do we suggest that CVEDS engage in 

propaganda, we feel that it is important that CVEDS is responsible for 

maintaining the public message on its activities. CVEDS does receive a fair 

amount of criticism from various sources, justly and unjustly. Historically, the 

approach from CVEDS leadership was to “have a thick skin” and simply not 

respond to criticisms made, assuming that responding would only exacerbate the 

situation. We disagree. We feel that not engaging allows the critics of CVEDS to 

alone define the public dialog on economic development, and further fuels the 

common perception that there is not enough transparency in how CVEDS 

operates. There should be no reason why CVEDS cannot present its case and 

explain to the broader public why it did or did not take whatever action it took. We 

hope that the other recommendations, if taken, will reduce the amount of criticism 

levelled at CVEDS, since the majority of the criticism we have observed has 

centered on a lack of communication and transparency, and is often rooted in a 

misunderstanding of facts.  

 

Communicating Local Benefits of Regional Economic Development 

 

CVEDS faces the challenge of meeting the expectations of four member 

governments, representing six separate jurisdictions (and one First Nation). 

These member communities, while recognizing the benefits of a regional 

economic development service, do have their own priorities and expectations 

which may, at times, compete with those of other Comox Valley communities. 

Moreover, CVEDS faces competing priorities that arise from rural versus urban 

settlement patterns. As each jurisdiction has a different economic capacities, not 

every development will work in every jurisdiction of the Comox Valley.  

 

Although most people we spoke with saw the importance of delivering economic 

development at a regional level (the scale of the economy itself), many seemed 

to evaluate the value provided by CVEDS based on the development or activity 

occurring within (their own) specific municipal or electoral borders. This actually 

makes perfect sense – officials are elected to provide for the needs of their own 

electorates and not necessarily to help build a stronger region. In most 
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communities this causes no conflict, but in Comox Valley, where the jurisdictions 

form a larger whole, such jurisdictional focus can be counter-productive.  

 

Since each of the seven jurisdictions are components of the broader Comox 

Valley economy, activities and developments situated in one location do, in fact, 

benefit the economy as a whole. Thus, over a given span of time a single 

jurisdiction may not necessarily gain direct developments commensurate with its 

financial contribution. Obviously, there are limits to this concept; should, for 

example, a single jurisdiction receive the majority of the economic development 

activity for a prolonged period of time, then that would be a reason for concern. 

Measuring “return on investment” on a municipal or area level defeats the 

purpose of a regional economic development service.  Interestingly enough, 

representatives from jurisdictions believe that other jurisdictions are receiving 

outsized benefit from CVEDS. For example, an elected official from a rural district 

suggested that one of the municipalities was getting preferential treatment from 

CVEDS, while an elected official from that municipality felt that the rural districts 

were enjoying outsized benefits. This anecdote hints back to the need for better 

communication. Ultimately, the decisions regarding where development activities 

finally do occur are dictated by the RGS and local OCPs as well as the 

unpredictable interests of investors.  

 

Recommendation: Communicate Location-Specific Impacts – A 

commonplace complaint was that CVEDS was not doing anything (or merely not 

enough) for that particular person’s local jurisdiction, while the reality is that over 

the course of this service delivery contract all jurisdictions have seen direct 

involvement by CVEDS. CVEDS should consider producing a brief annual 

summary of what it has accomplished or initiated in each jurisdiction (for 

example, a “Cumberland Annual Report”). Such communication, could highlight 

activities of specific interest to each jurisdiction, helping residents better 

understand how CVEDS’ regional activities benefit them locally. While such 

communication likely would not cover the totality of what CVEDS is doing in that 

jurisdiction, it will serve as a way to let the people and elected officials of that 

community know that their needs are being addressed. This would be a 

document for public consumption to be posted on the CVEDS website as well as 

shared with the media. 
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CVEDS Operations and Setting Priorities 

 

Another major theme among those critical of CVEDS centered on the activities 

being undertaken (or not undertaken) and how progress is measured. Often 

respondents were displeased with CVEDS because they were not addressing a 

particular, and often time-sensitive, concern. Others felt that CVEDS has taken 

on too much and has spread itself too thinly to be effective.  

 

All of these issues point to the process of how initiatives get incorporated into the 

Strategic Plan and subsequent annual workplans and what metrics are recorded. 

CVEDS must balance the needs of the region with the needs of each individual 

jurisdiction while allowing sufficient capacity to handle emergent ad hoc 

demands. It must be reiterated that with finite resources, CVEDS, with limited 

resources, must strategically apply its focus in an effort to maximize outcomes. 

An unfortunate reality is that some businesses or organizations may not get the 

attention from CVEDS that they want, when they want it. That is why guidance 

from its member governments is so important.  

 

Strategic Planning Process 

 

At the core of any economic development program is the Strategic Plan. CVEDS 

updated the 2011 Strategic Plan from late 2012 through early-2013 and kept 

nearly all of the existing initiatives in operation with some alterations. The update 

process involved participation from representatives from industry groups as well 

as from local government. The finalized update was put before a public open 

house after being approved by the CVEDS Board. It was received by the CVRD 

board in March 2013.  

 

Recommendation: CVRD Board votes on CVEDS Strategic Plans and 

Annual Workplans – The staff at CVEDS see their workplan as their “marching 

orders” for the coming year, but desires an unambiguous response from the 

CVRD, beyond merely having its plan received by the Board. We suggest that 

the CVRD Board reviews the Strategic Plan and/or Annual workplan each year 

either approves it by vote or sends it back to CVEDS with commentary as to why 

they could not approve it as written. This is not intended to serve as a sort of 

“line-item veto” power on behalf of the CVRD Board but rather to ensure that the 
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CVEDS agenda has been fully considered by elected officials and is acceptable 

by the voting majority. An inclusive workplan development process will help here. 

 

Recommendation: Future Strategic Plan Updates to involve a broader 

range of participants – We were happy to see that representatives from the 

business community participated in the Strategic Plan update, and we feel that 

such participation can be increased in the future. We feel that opening the 

discussion to a broader range of participants, including individual business 

owners, leaders of community groups and perhaps selected members of the 

public could help foster a greater sense of inclusivity as well as potentially create 

a stronger end product. We also feel that the public open house is a powerful tool 

and should be used earlier in the planning process. Listening to a broader 

audience does not mean that everybody’s project idea gets incorporated into the 

Strategic Plan, but there may be some innovative ideas that come from the 

process. CVEDS could consider delegating these consultations to a volunteer 

committee to help offload the additional effort.  

 

Measuring and Reporting Outcomes 

 

The results of economic development activities are notoriously difficult to isolate 

and quantify because of the number of unique forces and organizations involved. 

Because one can never conduct a controlled experiment where the specific 

results directly attributable to an economic development program, the return on 

investment can be a source of great debate. There is a desire among 

administrators and the public to see economic development activities 

quantitatively translated into new jobs or new tax revenues, but none of the 

programs we compared do this with respect to their economic development 

activities. Regardless, that fact is unlikely to bring comfort to a public 

administrator seeking to justify an annual budget. 

 

Recommendation: CVEDS to explore methods of estimating the community 

monetary benefit of its activities – CVEDS has stated that it wishes to be 

evaluated by how well it achieves what is set by its annual workplan. While we do 

not disagree, we feel that there will always be a certain level of scepticism 

surrounding the value of CVEDS activities unless it can produce the metrics that 

taxpayers want (e.g. jobs added, tax revenues increased, etc.) CVEDS already 

does a good job of tracking its “earned media,” or the equivalent expenditure 
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needed to advertise what the press covered for free. Perhaps moving forward, 

CVEDS also can start tracking each file for its direct monetary impact versus 

resources expended. CVEDS could look into using something like the “OEDA 

model” for estimating the impact of each file. A brief description of the OEDA 

model is provided in the Appendix, though CVEDS may need to identify (or 

develop) a model more appropriate to the specific economics of the Valley.  

 

Managing Ad Hoc Initiatives 

 

One of the many tasks carried out by an economic development organization is 

dealing with requests that fall outside of its workplan. Such requests can include 

a municipality asking about the economic impact of a development, a developer 

seeking a real estate opportunity or an entrepreneur looking for information on 

how to start a new business.  Sometimes, though, CVEDS cannot immediately 

respond to every request that comes its way. This has given rise to the 

perception that CVEDS only engages selectively with those who are politically or 

otherwise expedient, which is unfortunate if the matter is simply one of workload.  

 

Recommendation: CVEDS should develop a protocol for handling ad hoc 

requests – CVEDS should endeavour to respond to every request made to its 

office, even if that response is to regretfully inform the party that CVEDS cannot 

help them at this time, or otherwise falls outside of its mandate. Ideally, in such 

cases CVEDS could refer the party to a partner organization better suited to the 

task. Under no circumstances should those contacting CVEDS go unanswered, 

otherwise CVEDS will develop a reputation that can interfere with its ability to 

execute on its mandate.  
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Collaboration 

 

Several critics of CVEDS suggested social and environmental initiatives that 

CVEDS “ought to be doing” and being disappointed when CVEDS does not do 

these things. While social and environmental concerns are important and should 

be addressed, they are not really within the scope of a conventional economic 

development organization. Rather, the economic development organization 

works in parallel (and partnership) with the public and private sector 

organizations which specifically focus on these issues. Cooperation with these 

other organizations ensures that economic development activities can help 

further the community’s goals and priorities, or at least not impede them.  

 

A common metaphor for a sustainable society is a stool with three equally 

supported legs: social, economic and environmental. Each “leg” must be strong if 

a community is to sustain itself long-term. It would appear that critics expect 

CVEDS to be responsible for all three of these “legs” while their actual mandate 

is limited to facilitating stability and growth in the regional economy.  

 

Even with the task of bolstering the local economy, CVEDS is not alone in this 

endeavour, as there are other organizations which play various roles in the 

economic landscape, such as the Comox Valley Chamber of Commerce. The 

assumption being made here is that the regional governments already rely upon 

departments or organizations dedicated to the social and environmental legs of 

the sustainability stool, and that managing all three does not fall to CVEDS alone.  

 

Moving forward it will be important for CVEDS and other organizations devoted to 

the economic well-being of the Valley to coordinate directions with the 

organizations entrusted with handling social and environmental issues and seek 

guidance from the community, probably in the form of its elected officials, to 

adjudicate when conflicts emerge. Despite any disagreements which may have 

arisen between other groups and CVEDS over its history, we believe CVEDS can 

and should build or strengthen its relationships with important local organizations.   

 

We should note that CVEDS has provided us with a list of those organizations 

with which it has worked and/or continues to work with; this list may be found in 

the Appendix. 
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Recommendation: Rebuild relationships with complementary organizations 

– While CVEDS does maintain working relationships with a host of local 

organizations, including North Island College and the Comox Valley Airport 

Commission, there is a great opportunity for CVEDS to collaborate with other key 

organizations, especially with the Comox Valley Chamber of Commerce, 

Community Futures Strathcona, the Business Improvement Associations in the 

three municipalities, and the many other community groups in the area. This 

might require small low-risk initial steps, such as social gatherings between the 

Boards of CVEDS and of other organizations. We understand that the CVEDS 

Board recently met with members of the Chamber Board in a social setting to 

start reforging that relationship. CVEDS should make an effort to be present at 

the meetings of these business and community groups, if anything to better 

understand their concerns. This does not mean that CVEDS is beholden to any 

specific action arising from these meetings, but participation will show that 

CVEDS is listening.  

 

Recommendation: Develop operating relationships with complementary 

organizations – Perhaps within three years CVEDS should seek to put into 

place Memorandums of Understanding with complementary organizations to 

coordinate respective roles in projects and initiatives. For instance the Chamber 

could possibly be relied upon to assist with supporting small and start-up 

businesses, while the Creative Employment Access Society could be utilized to 

help with workforce development initiatives.  

 

Recommendation: Coordinate a shared calendar of events – One recent 

event which created discord was when CVEDS scheduled its holiday business 

mixer on the same date as did the Comox Valley Chamber of Commerce. We do 

not believe that this was a deliberate attempt by CVEDS to disrupt the Chamber, 

but we feel that mistakes such as this are completely avoidable. While one such 

incident is not nearly important enough on its own to warrant a recommendation, 

we nonetheless feel that CVEDS should make more of an effort to coordinate its 

events with those of member governments and local organizations. We 

acknowledge that CVEDS makes an effort to avoid conflicts by scanning event 

calendars of other organizations; we feel, however, that this underscores a lack 

of dialog between CVEDS and other important players. Such coordination should 
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be easy to attain and will help reduce the appearance of competition and/or 

exclusion which may interfere with CVEDS delivering upon its mission.  
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Governance 

 

In our exploration of economic development organizations in communities 

comparable to Comox Valley Regional District, we found that CVEDS had the 

highest level of involvement by elected officials in its governance among the 

arms-length programs. In fact, every other arms-length economic development 

organization had no elected officials serving in a voting capacity on its Board; 

most, however, did have elected officials in an advisory or ex-officio capacity. 

Furthermore, a theme that arose in several of our interviews was the view that 

CVEDS is highly-politicized, and subject to the whims of elected officials. While 

we cannot verify those perspectives with specific instances, we still found it 

interesting that they emerged. Lastly, in the wake of the BC Court of Appeals 

decision in Schlenker v. Torgrimson, economic development organizations have 

needed to remove some of their elected officials from their boards. CVEDS was 

forced to have its elected Area Directors step down from the CVEDS Board and 

appoint representatives; meanwhile in Chilliwack, their economic development 

organization converted the elected officials on their Board from Directors to 

Liaisons. While we think it is very important for there to be oversight of public 

monies in an organization such as CVEDS, we feel there might be another way.  

 

Recommendation: Convert Elected Officials from Directors to Liaisons – 

We feel that the issues mentioned above can be addressed with a few changes 

to the CVEDS Board. Instead of having elected officials appointed to the CVEDS 

Board, alter the structure such that each jurisdiction may send an elected official 

to serve as a Liaison to the CVEDS Board, in an ex-officio capacity.  

 

Recommendation: Add the CAOs of the four governments to the CVEDS 

Board in an ex-officio capacity – Adding the four CAOs (or their proxies) to 

participate in an ex-officio capacity would allow the governments to more closely 

observe how CVEDS operates, arrives at decisions and leverages tax dollars.  

 

Recommendation: Appoint key partners to the CVEDS Board – Use some of 

the Board positions vacated by elected officials to bring additional representation 

from key organizations and partners. The Comox Valley Chamber and the 

Comox Valley Airport are just two such partners who could send a representative 

to the CVEDS Board.  
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Recommendation: Change the timing of the Service Delivery Agreement – It 

is important that the current councils are present to implement any contractual 

changes. With the forthcoming elections it is possible that the next slate of 

elected officials will not be fully aware of the mandate of the economic 

development function or its service delivery. The officials currently serving have 

been exposed to three years of the present contract and have had enough 

exposure to CVEDS’s activities as well as their constituents’ impressions to make 

a more informed decision on any contractual changes.  

 

Recommendation: Change the term of the Service Delivery Agreement – It 

is common for an economic development organization to implement its Strategic 

Plan over a three-year period, and thus it might make sense to change the term 

of the contract to coordinate with this cycle. A three year cycle can also serve to 

de-politicize the renewal of the contact and have it be asynchronous with the 

election cycle.  

Implementation 

 

These recommendations pertain to moving forward and putting the 

aforementioned recommendations into action.  

 

Recommendation: CVEDS should hire additional staff – CVEDS should 

consider adding another in-house staff member, primarily tasked with managing 

and handling additional communications and outreach we outlined in our 

recommendations. Assuming that the 2014 workplan already accounts for the full 

capacity of the CVEDS team, we feel that the added reports, meetings and client 

support recommended in this review would require one additional FTE to 

implement. This position could be filled by a relatively junior staff member with a 

background in communications, public policy, commerce, or planning.  

 

Recommendation: CVRD and CVEDS should enter into a new Service 

Delivery Agreement – We suggest that both parties exit from the existing 

agreement upon the execution of a newly drawn agreement which incorporates 

the applicable recommendations above. We recommend that this contract be of a 

three-year term and commence prior to local elections in 2014. An example of 

such a contract can be found in the Appendix.  
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Measuring Economic Development Success 
 
Quantifying economic development success is a universal challenge as it is difficult to 

disaggregate the impact of the economic development organization from other external 

factors which may promote or inhibit growth. Also, each economic development strategy 

is unique and (ideally) custom built for its community. Services can include delivering 

services for small businesses and entrepreneurs, business investment attraction, 

business retention and expansion, workforce development, occupational recruitment, 

community beautification, brownfield redevelopment, downtown revitalization, local retail 

programs and various special events. An effective Economic Development Organization 

must try to measure and communicate the results of these endeavours.  

 

The consulting firm of Millier Dickinson Blais describes an interesting approach for 

measuring economic development success in a way that might appeal to a broader 

range of stakeholder. They write:  

 

“The most commonly used traditional measure of the success for economic 

development relates to the numbers of new jobs and tax revenues created. 

Sometimes it is the only measure that is requested or understood by 

stakeholders, despite the fact that the objective of economic development 

projects is not always to create jobs and taxes, but instead to foster an 

environment that enables investment and development to occur.  

  

“There are merits to this measure but there are also dangers. In the past, EDOs 

have been accused of overstating their impact; it is easy to claim that 

investments would have come to the community even without the support of an 

EDO. The Oakville Economic Development Alliance (OEDA) had developed an 

innovative approach to this issue that other communities have begun to emulate.  

  

“The OEDA created an “OEDA Factor” which evaluated, on a scale of 1 to 100 

(expressed as a percentage) how much impact the organization had in attracting 

or maintaining an investment in Oakville. An OEDA Factor of: 

• 75-100% indicates that OEDA were instrumental; 

• 50-75% indicates a high degree of involvement; 

• 25-50% reflects a moderate involvement (such as approval expediting); 

• 0-25% indicates low involvement (such as assisting with start-up).  

  

“The OEDA Factor is then multiplied by the total taxes and jobs to arrive at 

“OEDA Jobs” and “OEDA Taxes” calculations. The OEDA model requires that 
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staff go to the extent of contacting each company involved in the calculation in 

order to ensure that their assigned factor was appropriate and reflective of the 

company’s experience – in case a member of the community wanted to verify the 

figures independently.” 

 

The result of such an exercise may look like this: 

 
Source: Millier Dickinson Blais 

 

In the example above, a series of projects are evaluated and an “OEDA Factor” 

indicating the level of involvement by the economic development organization is 

attributed based on consultations with all involved parties. From there an estimate of 

additional tax revenue and/or jobs may be calculated, which may satisfy a broader range 

of stakeholders.  

 

Noting that this model may not perfectly suit the specific dynamics of the Comox Valley 

economy, CVEDS may consider developing a methodology similar to this one to deliver 

answers to the common and recurring question of “return on investment.” 
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Visitor Centre Advertising Options and Rates 
 

 
Source: Better Mousetrap  
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“Coal Mine” Advertisement Commonly Referenced by Critics 
 
 

 
 
Source: Victoria Times Colonist 



 

56 

 

Financial Detail for Economic Development Organizations 
 
CVEDS 2013 and 2014 Budgets 
 

 
Source: CVEDS 
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Source: City of Prince George Budget 2013-2017 
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Tourism Prince George 

 
Source: City of Prince George Budget 2013-2017 
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CEPCO and Tourism Chilliwack 
 

 
Source: City of Chilliwack Annual Report 2012 
 

 
Source: City of Chilliwack Annual Report 2012 
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City of Vernon Economic Development 
 

 
 
Source: City of Vernon Financial Plan 2012 
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City of Vernon Tourism 
 

 
 
Source: City of Vernon Financial Plan 2012 
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City of Vernon Tourism 
 

 
 
Source: City of Vernon Financial Plan 2012 
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Sample Service Delivery Agreement for Consideration 

 
THIS AGREEMENT made the 1st day of April, 2014. 
 
BETWEEN: 
COMOX VALLEY REGIONAL DISTRICT 
600 Comox Road 
Courtenay, BC V9N 3P6 
(CVRD) 
OF THE FIRST PART 
 
COMOX VALLEY ECONOMIC DEVELOPMENT SOCIETY 
(Inc. No. S23751) 
#102-2435 Mansfield Drive 
Courtenay, BC V9N 2M2 
(CVEDS; the Society) 
OF THE SECOND PART 
 
WHEREAS: 
A. The CVRD is empowered by Supplementary Letters Patent No. 38 and by 

Bylaw No. 2395 being "Comox Valley Economic Development Commission 
Establishment Bylaw No 2395,2001", to establish, maintain and operate an 
economic development commission on behalf of one or more participating 
member municipalities and electoral areas and may fix the terms and 
conditions under which the commission will operate. 

 
B. The CVRD hereby authorizes the commission to be in the form of the 

registered society, Comox Valley Economic Development Society, and further 
that the CVRD has the authority, under Section 176(1)(a) of the Local 
Government Act, to make agreements respecting the provision of services. 

 
C. The provision of services will be provided to the residents of the Town of 

Comox, City of Courtenay, Village of Cumberland, electoral areas Baynes 
Sound (Area A), Lazo North (Area B) and Puntledge/Black Creek (Area C); 
collectively referred to as the Comox Valley or the Members. 

 
D. The Society has agreed to provide economic development activities listed in 

Schedule A (the Services). 
 
NOW THEREFORE in consideration of the mutual promises and covenants 
herein contained and other good and valuable consideration, the receipt and 
sufficiency of which are hereby acknowledged by both parties, the CVRD and the 
Society covenant and agree as follows: 
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Provision of Funding 
1. The CVRD will pay to the Society the funding identified in Schedule A on the 

following basis; 
a. January to June, paid no later than January 15 of each year 
b. July to December, paid no later than August 15 of each year 

 
2. The Society shall be responsible for the payment of all expenses associated 

with the Service, other than the costs paid directly by the CVRD referred to in 
section 37. 

 
Provision of Services 
3. The Society will provide economic development services (the Services) for 

the benefit of the residents of the Comox Valley in accordance with the 
Society’s three-year Strategic Plan (Schedule B) which contains objectives, 
strategies and performance measures, and as manifested by the Society’s 
Annual Workplan (Schedule C) which identifies the tasks and goals from the 
Strategic Plan that are to be performed that year.  

 
4. The Society shall provide the Services in accordance with the terms and 

conditions set out in this agreement. 
 
5. The Society will request approval from the CVRD Board for any revisions to 

the three-year Strategic Plan or Annual Workplan.  
 
6. In the event that the CVRD Board approves revisions to the Society’s three-

year Strategic Plan or Annual Workplan, Schedule B and/or Schedule C to 
this Agreement will be amended accordingly.  

 
Standard of Services and Conduct 
7. The Society will provide the Services in a professional, timely and accurate 

way, as befits the provision of the Services to the CVRD in accordance with 
Schedule B and Schedule C. 

 
8. The Society acknowledges that the funds provided to it by the CVRD are 

public funds and that management of those funds and public accountability 
for them is essential.  

 
9. The Society will follow good financial practices and establish financial 

management, financial controls, and procurement policies which reflect a 
commitment to transparent management of public funds. 

 
10. The Society will exercise utmost caution when entering into employee and 

supplier contracts and ensure that the resulting liabilities are reasonable and 
affordable. 
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11. The Society will not have any authority, actual or implied, to commit the 
CVRD to obligations outside this Agreement, without the prior written consent 
of the CVRD. 

 
12. The Society will invite elected officials from the City of Courtenay, Town of 

Comox, Village of Cumberland, Baynes Sound/Denman, Hornby Islands 
(Area A), Lazo North (Area B), Black Creek/Puntledge (Area C) and chief 
administrative officers to events and announcements hosted by CVEDS or in 
partnership with CVEDS. All parties are be notified simultaneously, via email 
or other method.  

 
Board Appointment and Governance Policy 
13. The Society shall adhere to the Board Appointment and Governance Policy 

(Schedule D) for the appointment of Board members each year.  
 
14. The Society will request approval from CVRD Board for any revisions to the 

Board Appointment and Governance Policy. 
 

 
15. In the event that CVRD Board approves revisions to the Society’s Board 

Appointment and Governance Policy, Schedule D to this Agreement will be 
amended accordingly.  

 
Term of Agreement 
16. This Agreement commences April 1, 2014 and expires on March 31, 2017, 

subject to earlier termination. 
 
17. This Agreement may be renewed for an additional three-year term through 

the mutual consent of CVRD and the Society.  
 
Early Termination 
18. This Agreement is immediately terminated, if the Society: 

a. voluntarily winds up its affairs or disbands; 
b. becomes bankrupt; 
c. fails to hold a general meeting for a period of eighteen (18) months; 

or 
d. fails to maintain itself under the Society Act of the Province of 

British Columbia and any amendments thereto or regulations 
thereunder. 

 
19. If the Society falls to comply with or is in breach of any of the terms and 

conditions of this Agreement, the CVRD may serve written notice on the 
Society requiring the Society to remedy the default within thirty (30) days from 
receipt of such notice, and if the Society fails to cure the default or take such 
steps as may be reasonably taken to correct or remedy the default within 
such time period, the CYRI) may terminate this Agreement forthwith. 



 

66 

 

 
20. At any time during the Term, either party may terminate this Agreement on six 

(6) months' notice to the other party, and upon the expiration of six (6) months 
from the date of receipt of such notice, this Agreement shall be terminated. 

 
21. In the event of a windup or dissolution of the Society, funds and assets of the 

Society remaining after the satisfaction of its debts and liabilities, shall be paid 
to the CVRD, the City of Courtenay, Town of Comox and the Village of 
Cumberland or their successors and an other corporate body incorporated 
under the Local Government Act of the Province of British Columbia and any 
amendments to it which participates in the funding of the Society, in 
proportion of the funding provided by each such regional district, local 
government or corporation during the existence of the Society. 

 
Planning and Workplan Approval 
22. On or before Janaury 1st of every year of the Agreement, the Society will 

submit to the CVRD Board its annual Workplan for the provision of Services 
for the following year and corresponding budget. 

 
23. On or before April 1st of every year of the Agreement, the CVRD Board will 

have approved the Workplan and informed CVEDS or have otherwise 
returned the Workplan to CVEDS with reason why it could not be approved.  

 
24. On or before October 15th of 2016, the Society will begin a process of 

stakeholder and public engagement for the purpose of developing its next 
three-year Strategic Plan.  

 
25. On or before January 1st of 2017, the Society will submit to the CVRD Board 

its three-year Strategic Plan for the provision of Services for the following 
three years. 

 
26. On or before April 1st of 2017, the CVRD Board will have approved the 

Strategic Plan and informed CVEDS or have otherwise returned the Strategic 
Plan to CVEDS with reason why it could not be approved.  

 
Reporting 
27. In every year of this agreement, the Society will: 

a. On or before June 30th, submit audited financial statements 
prepared by an independent accountant, for revenue and 
expenditure, balance sheet and changes in equity, for the Services 
for the preceding fiscal period, January 1st to December 31. 

b. On or before April 15th, provide to the CVRD a written annual report 
which shall contain information on the Society's performance 
outcomes relating to the Annual Workplan, the year's operations, 
the status of any capital development and any proposed major 
operational changes for the next ensuing year. 
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28. On a semi-annual basis of this Agreement, the Society will: 

a. Send its President and Executive Director to present to the CVRD a 
status update on CVEDS activities and plans, to the extent that it 
can, while also issuing a press release of this update, suitable for a 
general audience.  

b. Send a delegation to the Councils in the Comox Valley to present a 
status update on CVEDS activities, especially as they pertain to the 
municipality of the Council being addressed.  

 
Coordination of Activities 
29. The Executive Director of the Society will meet regularly and routinely (at 

least semi-annually) with the four CAOs of the Comox Valley to coordinate 
the roles, responsibilities and activities of the parties as they relate to this 
Agreement. 

 
30. The Executive Director, or a designated employee, of the Society will meet 

semi-annually with Financial Staff of the CVRD to discuss CVEDS activities 
as they pertain to CVRD funding. These meetings are intended to be for the 
exchange of information only.  

 
Accounting Records 
31. The Society shall: 

a. maintain, at all times, accurate books, records and accounts for the 
Service, including all receipts and invoices supporting any 
expenditures in accordance with generally accepted accounting 
principles applied on a consistent basis from year to year;  

b. and permit the CVRD to inspect the same at all reasonable times 
and to make copies thereof. 

 
Seeking Additional Funding Sources 
32. The Society will diligently seek funds from sources other than the CVRD to 

help fund the Services. The Society may seek the CVRD’s assistance to 
support applications to other grant programs and revenue sources. 

 
Service Review 
33. The CVRD shall by December 31, 2016 conduct an independent contract 

performance review to provide constructive feedback on the performance of 
the society's delivery of contracted services. The intent is to seek external 
review of level of success of meeting performance measures and delivery of 
economic development services on behalf of the Comox Valley local 
government. 

 
Assignment 
34. This Agreement may not be assigned by the Society. 
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Land and Premises 
35. The Society shall carry out the Services in and from land and premises that 

meet the lawful requirements of any authority having regulatory jurisdiction, 
and that are safe for the use intended. 

 
Regional District Service 
36. The CVRD retains the right to administer and manage the regional district's 

Comox Valley Economic Development service. 
 

37. The CVRD may retain from the amount requisitioned for the Service, amounts 
for the following costs incurred by the CVRD in connection with the Service 
including an administration charge for support services; cost of liability 
insurance; cost of property insurance; in accordance with the CVRD support 
services policy and any other costs incurred by the CVRD in connection with 
or arising from the Service. 

 
Insurance 
38. The Society shall at its expense, throughout the term of the agreement, 

maintain and pay for a comprehensive general liability insurance policy or 
policies with a limit of not less than $2,000,000 inclusive per occurrence for 
bodily injury and property damage. 
 

39. The CVRD shall be added as an additional insured to that policy of insurance. 
 
40. The Society shall furnish the CVRD with a certificate or certificates of 

insurance as evidence that such insurance is in force including evidence of 
any insurance renewal policy or policies. Every certificate, or certificates of 
insurance, shall include certification by the insurer that the certificate of 
insurance specifically conforms to all of the provisions required herein. 

 
41. Maintenance of such insurance and the performance by the Society of their 

obligation under this clause shall not relieve the Society of liability under the 
indemnity provisions here and above set forth. 

 
Indemnity 
42. The Society hereby indemnifies, saves harmless, releases and forever 

discharges the CVRD from and against any and all manner of actions, causes 
of actions, claims debts, suits, losses, liabilities, costs, demands and 
expenses whatsoever, whether known, in any way arising from, in connection 
with or attributable to the actions of the Society, its servants, agents, officers, 
employees, contractors or subcontractors in connection with this Agreement. 

 
Employment Relationship 
43. It is understood that this Agreement is strictly between the CVRD and the 

Society and in no way shall be interpreted as an employment relationship 
between the CVRD and the Society and their employees and/or its agents 



 

69 

 

and/or their employees, and/or its contractors and/or their employees. Should 
any differences arise between the Society and any of its employees and/or its 
agents and/or their employees and/or their contractors and/or their 
employees, they shall be resolved directly between them and the Society in 
this connection. 

 
General 
44. This Agreement, and any rights or obligations hereunder, shall not be 

transferred or assigned by the Society without the prior written consent of the 
CVRD, and any attempt to do so without such consent will be of no force and 
effect. 
 

45. The provisions herein contained constitute the entire Agreement between the 
parties and supersede all previous communications, representations and 
agreements, whether verbal or written, between the parties with respect to the 
subject matter hereof. 

 
46. This Agreement shall enure to the benefit of and be binding upon the parties 

hereto and their successors and permitted assigns. 
 
47. Each of the parties hereto hereby covenants and agrees to execute such 

further and other documents and instruments, and to do such further and 
other things as may be necessary to implement and carry out the intent of this 
Agreement. 

 
48. This Agreement may not be modified or amended except by an instrument in 

writing signed by the parties hereto or by their successors or assigns. 
 
49. Wherever the singular or masculine are used herein the same shall be 

deemed to include the plural or the feminine or the body politic or corporate 
where the context or the parties so requires. 

 
50. The headings to the sections of this Agreement are inserted for convenience 

only and shall not affect the construction hereof. 
 

51. Time is expressly declared and stipulated to be of the essence of this 
Agreement in respect of all payments to be made hereunder and all 
covenants and agreements to be performed and fulfilled. 

 
52. Either party may, in writing, from time to time and at any time waive, in whole 

or in part, the benefit to it of any provision of this Agreement or any default by 
the other party, but any waiver on any occasion shall be deemed not to be a 
waiver of that provision thereafter or of any subsequent default, or a waiver of 
any other provision or default under this Agreement. 
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53. All notices, requests and demands required or permitted to be given 
hereunder shall be given in writing and may be delivered personally, or sent 
by facsimile transmission to the parties at the addresses on the first page of 
this Agreement. All notices, requests and demands shall be deemed to have 
been received when telexed or faxed, on transmission; when mailed, on the 
seventh calendar day after being mailed and when telegraphed or delivered, 
when actually received. 

 
Entire Agreement 
54. This document, including Schedules A, B, C and D, constitutes the entire 

Agreement.  
 
 
The parties hereto have executed this Agreement as of the day and year first 
above written. 
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SCHEDULE A – CONSIDERATION 

This schedule defines the payment being made by CVRD to CVEDS in each year 

of the agreement, much like Schedule A in the existing service agreement.  

 

SCHEDULE B – STRATEGIC PLAN 

This schedule would simply consist of the Strategic Plan as approved by the 

CVEDS Board. Every third year this Schedule would be replaced with the 

incoming Strategic Plan with its own sector priorities. This may also be altered 

through mutual consent of the CVRD Board and CVEDS.  

 

SCHEDULE C – ANNUAL WORKPLAN 

This schedule would simply consist of the Annual Workplan as approved by the 

CVEDS Board. Every year this Schedule would be replaced with the incoming 

Annual Workplan with its own goals and performance metrics. This may also be 

altered through mutual consent of the CVRD Board and CVEDS. 

 
SCHEDULE D – GOVERNANCE AND BOARD POLICY 
We recommend that the CVEDS board be changed such that no elected officials 

serve as directors, but rather as “liaisons” that are still able to attend all board 

meetings. Instead, we feel that board members should be chosen by the councils 

of each member municipality in general proportion to their funding level. In the 

case of the Electoral Areas, each area director would appoint a single director to 

the CVEDS board. Ideally, Board members would be selected based on what 

they can bring to the organization. Initiatives Prince George uses a competency 

matrix to take stock of the skills possessed by the members of its Board and help 

them determine areas where they might need additional expertise. Such a matrix 

could be used to help municipal councils and area directors select the members 

of the CVEDS Board. 

 

Regarding elected officials, we feel that each municipal Council should select a 

member to serve as a Liaison to the Commission and each Electoral Area should 

send its Area Director to serve as a Liaison to the Commission. An additional 

thought is to also include the four CAOs as liaison or otherwise non-voting 

members of the Board. A sample reconfiguration of the Board as well as the 

Board selection matrix used by Initiatives Prince George may be found in the 

following pages.   
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SCHEDULE D – Governance and Board Policy 
This schedule would need to be finalized between CVEDS and the CVRD. We have 

included our recommendations for the Board structure from our review of the service 

function. The details on policy are beyond the scope of this document, but would likely 

follow the existing CVEDS Constitution somewhat closely.  

 

Our recommendations included altering the structure of the Board to better comply with 

the BC Court of Appeals decision in Schlenker v. Torgrimson. This change would likely 

require altering the CVEDS Constitution and/or be included in future service delivery 

agreements. One possible reconfiguration of the CVEDS (or other organization fulfilling 

the duties of the Comox Valley Economic Development Commission) is as follows: 

 

Directors: 

Four (4) as appointed by Courtenay City Council 

Two (2) as appointed by Comox Town Council 

One (1) as appointed by Cumberland Village Council 

One (1) as appointed by Area A Director 

One (1) as appointed by Area B Director 

One (1) as appointed by Area C Director 

One (1) as appointed by the K’omoks First Nation 

One (1) as appointed by Comox Valley Chamber of Commerce 

One (1) as appointed by another local organization (to be decided later) 

 

Liaisons (or Observers): 

One member of the Courtenay City Council 

One member of the Comox Town Council 

One member of the Cumberland Village Council 

The Area A Director 

The Area B Director 

The Area C Director 

 

Ex-Officio Members: 

Immediate Past-President of CVEDS Board 

The CAO from the City of Courtenay 

The CAO from the Town of Comox 

The CAO from the Village of Cumberland 

The CAO from the CVRD 

 

A quorum would consist of a majority of the Directors plus one, or seven (7) Directors.  
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Board Member Competency Matrix (via Initiatives Prince George) 
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The Schlenker Decision and Comox Valley Economic 
Development 
 

The decision in the Schlenker versus Torgrimson case by the BC Court of Appeals in 

January 2013 has some far-reaching implications, even affecting the nature of how 

elected officials in the CVRD serve overseeing the Economic Development Society. In 

summary, we recommend changing the board structure such that elected officials serve 

as “liaisons” to the Board.  

 

The law firm of Bull Housser summarizes the situation:  

 

“In the recent decision in Schlenker v. Torgrimson, 2013, BCCA 9, the British 

Columbia Court of Appeal held that where an elected official serves as a director 

of a society, such elected official may have conflicting responsibilities as a local 

government councilor and as a director. Irrespective of whether the elected social 

receives any personal financial gain in their capacity as the director, the elected 

official may have a pecuniary conflict of interest if the society receives a 

monetary benefit from the local government. The basis for the pecuniary conflict 

of interest is in the fulfillment of the director’s fiduciary obligations to the society 

which are different and may conflict with their obligations as a local councilor.” 

 

The law firm of Stewart McDannold Stuart further explains:  

 

“This decision should be a cause of concern to elected officials who are also 

directors of not-for-profit societies that serve the broader community interest. As 

a result of this ruling, a decision that involves the financial interests of the not for 

profit society may be found to give rise to an indirect pecuniary conflict of interest 

on the part of an elected official and, accordingly, to create grounds for 

disqualification from office under s.101(3) of the Community Charter. The Court 

did not address the question of mere membership in a society, but was 

concerned with persons who occupy roles as directors of the corporation.” 

 

The Court of Appeals has explained their ruling in depth. Below are the excerpts from 

Justice Donald’s explanation of the ruling which we found to be most relevant to Comox 

Valley Economic Development.  

 

[3]   The pecuniary interest of the respondents lies in the fulfillment of their 

fiduciary obligation to their societies.   When they voted for the expenditure of 

public money on the two contracts,   which master were they serving, the public 
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or the societies?  In these circumstances, a reasonable,   fair-minded member of 

the public might well wonder who got the better bargain. 

 

[50]   As directors of the Societies, the respondents were under a fiduciary duty 

to put the Society’s interests first. Directors of societies, by virtue of their position, 

have an indirect interest in any contract a society is awarded. When the 

respondents moved and voted in favour of resolutions that benefitted their 

Societies through   the granting of contracts, arguably contracts the Societies 

might not have been awarded had the councilors not also been directors, their 

duties as directors to put the Society’s interests first were in direct conflict with 

their duties as councilors to put the public’s interests first.  These circumstances 

encompass the mischief the legislation was aimed at, namely, a conflict of 

interest in deciding money resolutions. The public is disadvantaged by the 

conflict, whether the respondents derived any personal gain or not, because the 

public did not have the undivided loyalty of their elected officials. 

 

[49]   In several ways in   the course of these reasons, I have endeavoured to 

make the point that so long as the “matter” involves the expenditure of public 

funds and the respondents have “an interest” in the matter which a well-informed 

elector would conclude conflicts with their duty as councilors, it makes no 

difference that they put no money in to their own pockets. 

 

[34]   The object of the legislation is to prevent elected officials from having 

divided loyalties in deciding how to spend the public’s money. One’s own 

financial advantage can be a powerful motive for putting the public interest 

second but the same could also be said for the advancement of the cause of the 

non-profit entity, especially by committed believers in the cause, like the 

respondents, who as directors were under a legal obligation to put the entity first. 

 

[44]   There is little difference in the duties of a director of a business corporation 

and a society.  

 

[45]   Directors of societies have a fiduciary duty of loyalty to “act honestly and in 

good faith and in the best interests of the society”: s. 25(1)(a) of the  Society Act. 

This fiduciary duty is the same duty that directors owe to corporations under the 

Business Corporations Act  at s. 142(1)(a), which provides that directors of a 

company   (defined as a corporation recognized as a company under  that Act), 

when exercising the powers and performing the functions of a director of the 

company must act honestly and in good faith with a view to the best interests of 

the company, as well as the federal  Canada Business Corporations Act  under s. 
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122(1)(a), which provides that every director of a corporation in exercising their 

powers and discharging their duties  shall act honestly and in good faith with a 

view to the best interests of the corporation . Therefore, case law relating to the 

fiduciary duty of directors of corporations is analogous to the fiduciary duty of 

directors of societies. 

 

The Union of BC Municipalities recommends some practical steps. They write: 

 

Elected officials and their local governments may want to consider what steps 

could be taken to avoid or minimize the risk in situations that might be considered 

a conflict of interest under the BCCA decision – whether by clarifying roles or by 

taking care in designing relationships with nonprofit societies.  While there can be 

no guarantees that particular actions will prevent a conflict of interest situation, 

the following are a few practical steps to consider:  

  

Regarding societies to which the local government has traditionally 

appointed elected officials as Directors: 

• Consider having an elected official be a nonvoting  “observer” or 

“liaison” on the society’s board rather than appointing them as a 

director, and provide clear terms of reference for that observer/liaison 

role;  

• Consider alternatives to appointing elected officials – e.g. appoint 

citizen representatives to the society’s board;  

• Consider alternatives to board appointments – e.g. set out in an 

agreement with the society the council/board’s expectations and 

monitor the society’s performance based on that agreement.  

 

Regarding societies on which elected officials choose to be directors:  

• To ensure that elected officials understand the rules, e.g. have orientations 

and regular legal refreshers for council/board members on conflict of interest 

generally, the BCCA decision and the rules for disclosing conflicts and 

absenting themselves from discussions;  

• To encourage elected officials to carefully consider the risks in retaining 

directorships in nonprofit societies seeking financial support or other 

decisions from the local government.  

  

Regarding a local government’s ongoing membership in a society: 

• Consider separating the council/board’s decision on its membership (and 

membership dues) from any decisions on whether to provide grants or other 

forms of financial assistance to the society.  
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CVEDS Partnerships and Affiliations 

 
CVEDS counts the following organizations among those with which it works.  
 

Local Industry Association Partners

BC Shellfish Growers Association

BC Small Scale Food Processors Assn

CFB 19 Wing Comox

Comox BIA

Comox Valley Airport Commission

Comox Valley B&B Association

Comox Valley Curling Club

Comox Valley Cycle Coalition

Comox Valley Exhibition

Comox Valley Farmers’ Institute

Comox Valley Farmers’ Market

Comox Valley Minor Hockey Assn.

Comox Valley Music Fest

Comox Valley United Soccer

Downtown Courtenay BIA

Francophone Affairs Program, Intergovernmental Relations Secretariat

Innovation Island (formerly MISTIC)

Island Aerospace Committee

Island Agriculture Show Society

K’omoks First Nation

North Island College

North Island Tourism

North Island Woodlot Association

School District 71

Tourism Mount Washington

Tourism Vancouver Island

Tourism Victoria

United Riders of Cumberland

Vancouver Island Marmot Foundation

Vancouver Island Wood Producers Assn

Victoria Advanced Technology Council

West Coast Mountain Bike Tourism Association  

 



 

78 

 

Provincial and Federal Industry Association Partners

BC Restaurant and Foodservices Assn

BC Stats

Destination British Columbia

Ministry of Agriculture

Ministry of International Trade

Ministry of Jobs, Tourism and Skills Training

Tourism Edmonton

Tourism Vancouver

Department of Foreign Affairs and International Trade

Ducks Unlimited Canada

Statistics Canada

CVEDS Membership in Professional Associations

BC Chamber of Commerce

BC Economic Development Association

Business Network International

Comox Valley Business Network

Comox Valley Chamber of Commerce

Comox Valley Home Based and Small Business Association

Comox Valley Women’s Business Network

Economic Development Association of Canada

International Council of Shopping Centers

Vancouver Board of Trade

Vancouver Island Coast Economic Developers Association

Vancouver Island Real Estate Foundation

Young Professionals Comox Valley

CVEDS Supported Committees

Comox Valley Signage Committee

Developers Round Table Group

Destination Marketing Advisory Committee

Additional Hotel Room Tax Committee

Comox Valley Farm Cycle Tour

Comox Valley Growers Guide Committee  

 

 



 

79 

 

Acknowledgements 

 

We express our sincere gratitude to those who generously gave their time to 

speak candidly about their experiences with CVEDS and its initiatives. We also 

thank the representatives from the various economic development organizations 

across British Columbia who shared what they could about their operations. 

Lastly, we appreciate the help provided by the staffs of CVEDS and CVRD.   

 

Elected Officials 

Ms.  Leslie Baird Mayor, Village of Cumberland

Mr.  Paul Ives Mayor, Town of Comox

Mr.  Larry Jangula Mayor, City of Courtenay

Mr.  Jon Ambler Director, CVRD Board; Councillor, City of Courtenay

Mr.  Bill Anglin Director, CVRD Board; Councillor, City of Courtenay

Mr.  Connor Copeman Councillor, Village of Cumberland

Ms.  Patti Fletcher Director, CVRD Board; Councillor, Town of Comox

Mr.  Jim Gillis Director, CVRD Board; Area B Director

Mr.  Ken Grant Councillor, Town of Comox; CVEDS Board Executive

Mr.  Tom Grant Director, CVRD Board; Councillor, Town of Comox

Ms.  Kate Greening Councillor, Village of Cumberland

Mr.  Edwin Grieve Director, CVRD Board; Area C Director

Mr.  Bruce Jolliffe Director, CVRD Board; Area A Director

Mr.  Roger Kishi Councillor, Village of Cumberland

Ms.  Barbara Price Councillor, Town of Comox

Ms.  Gwyn Sproule Director, CVRD Board; Councillor, Village of Cumberland

Ms.  Maureen Swift Councillor, Town of Comox

Mr.  Manno Theos Director, CVRD Board; Councillor, City of Courtenay

Ms.  Starr Winchester Director, CVRD Board; Councillor, City of Courtenay   
 

Senior Local Government Staff 

Mr.  David Allen Chief Adminstrative Officer, City of Courtenay

Mr.  Richard Kanigan Chief Adminstrative Officer, Town of Comox

Mr.  Sundance Topham Chief Adminstrative Officer, Village of Cumberland

Ms. Debra Oakman Chief Adminstrative Officer, CVRD  
 



 

80 

 

Members of the Community and Local Business 

Mr.  Roger Albert Comox Valley Social Planning Society

Mr.  Fred Bigelow CEO, Comox Valley Airport

Mr.  Bruce Brautigan Executive Director, Creative Employment Action Society

Mr.  Don Cameron Director, CVEDS Board

Mr.  Brian Charlton Citizen Voice Project; Various Civic Organizations

Mr.  Doug Cox Executive Producer, Vancouver Island MusicFest

Ms. Meaghan Cursons Community Animateur; Various Civic Organizations

Mr.  Marty Douglas Former Director, Comox Valley Tourism

Mr.  Patrick Evans Owner, Evansdale Farms & Shellter Point Distillery

Mr.  Richard Hardy Vice-President, CVEDS Board

Ms.  Dianne Hawkins President, Comox Valley Chamber of Commerce

Ms.  Lisa Henderson Better Mousetrap

Mr.  Mark Herringer Exec Director, North Island College International Program

Ms.  Haideh Jordan Director, CVEDS Board, Area B Appointee

Ms.  Melinda Knox K'omoks First Nation

Mr.  Edd Moyes Owner, Blackfin Pub

Mr.  Murray Presley Past-President, CVEDS Board

Mr.  Justin Rigsby Secretary, CVEDS Board

Ms.  Kate Rogers Tartan Group

Ms.  Jill Rushton General Manager, Old House Village Hotel and Spa

Mr.  Bob Scales Past-President, Comox Valley Chamber of Commerce

Mr.  Jamie Vann Struth Principal, Vann Struth Consulting

Mr.  Ian Whitehead President, CVEDS Board

Mr.  Andy Whyte President, Comox Valley Bed & Breakfast Association  
 

Economic Development Professionals 

Mr. John Watson Executive Director, CVEDS

Ms. Heather Oland CEO, Initiatives Prince George

Mr. Brian Coombes President, Chilliwack Economic Partners

Mr. Tom Thomson Executive Director, Nelson Chamber of Commerce (NAEDP)

Mr. Pat Deakin Economic Development Manager, Port Alberni

Mr. Geoff Millar Econ. Development Officer, Economic Development Cowichan  

 

 


