Facilitation Guide

Your guide to building a sustainable and
empowered community
PURPOSE OF THIS GUIDE
This Facilitation Guide is meant as a tool to help you
and the members of your community-based enterprise
achieve your shared goals. Every community and
enterprise is different in its approach to change,
development, and decision-making. A locally embedded
facilitator has the inside knowledge on how best to
facilitate the process leading to empowerment and
resilience for their community.
This guide outlines the facilitative process using best
CED practices. In the end, it should prompt and support
community reflection, decision-making, and cooperation for the development of a community enterprise
and long-term benefits to the community. We hope that
the insights shared in this guide will serve as a useful
resource for you and your community.
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1. Welcome to Community Evolution!
Community Evolution (CE) is a Vancouver-based registered charity that partners with communities
in Canada, Bolivia and Ecuador to help them develop community-owned and operated enterprises
that create positive social impacts.
Communities partnering with CE can expect positive changes within the community in the six
capitals of sustainable development: natural, human, cultural, economic, physical and social.

a) Mission
We support community-based enterprises to develop, to grow and to create positive change.

b) Vision
A world where people work together to build sustainable and empowered communities.

c) A Message from Paul Zysman, CE Founder & Chair
I want to thank you for choosing to be a facilitator for your community. We are delighted that you
have made this commitment to helping build a more sustainable community and look forward to
supporting you in this journey!
Over the years, I have participated in and nurtured many communities through my work and travel.
It is uplifting to see communities taking charge of their future and thrilling to see their progress &
sense of satisfaction. I trust your experience and efforts will be equally fulfilling.
CE facilitates communities to own and operate their own collectively-owned enterprises that lead to
many positive outcomes for the social, cultural, ecological and economic fabric of a place and its
people. It is a joy to see members tap into skills and resources they may not even know they had. A
CE facilitator helps develop these into community assets of the highest order.
Community Evolution is the culmination of many aspects of life that are near and dear to me -education, empowerment, community, sustainability, and connectedness.
By partnering with us, you will help us to put these values into action. You become part of the
Community Evolution family, contributing to your community and its process of self-empowerment.
Sincerely, Paul Zysman

3

2. An Introduction to the Facilitation Guide
“Community Evolution is a mission-driven organization which enables a
community to work together to build their assets and capabilities to develop
and grow profitable, sustainable community-owned and community-run
businesses that create positive community impact.”
– Mary Pullen, Program Manager, Andean Region

The purpose of this Facilitation Guide is to provide you with the tools and knowledge necessary to
support your community in its development process. While there isn't a one-size-fits-all solution to
facilitation, and every community is different, this guide shares approaches that have proven to be
successful in communities around the world. The guide is not meant as a prescription. Community
development work is not linear. It is often unpredictable. Rather, the guide helps to contextualize
CE’s approach to community economic development (CED), how we see the role of a facilitator,
and how the principles and practices of CED can be adapted to your context and the particular needs
and aspirations of your community.
The facilitator’s role is essential in helping the community to work together, and supporting it
through a process of self-empowerment and collective action. This requires specific tools, skills and
characteristics which will be identified and developed through the information and activities in this
guide.
The Facilitation Guide begins with understanding the terms Community, Community Empowerment,
Community-led Economic Development and Community Enterprise. These concepts will enhance the work
of the facilitator by building a deeper understanding of the development work we envision and the
principles involved in its application.
Next, the guide focuses on the role of the facilitator and the specific functions and activities that may
be required, as well as the skills and characteristics essential to developing as a CE facilitator. This
section also outlines CE’s ethical guidelines and a code of conduct for facilitators.
The fourth section explores a selection of tools and resources for community planning and
assessment that can be used by the facilitator to support the community in their processes of
developing a sustainable, impactful community enterprise.
Finally, the appendices provide further details and specific resources that have been mentioned in
the guide.

Throughout the guide there will be opportunities for you to take notes, do activities and
perform assessments to support your learning process. When you see this icon, take some time to
complete the task and reflect on your learning. We are confident that as you work through this guide,
the tools, skills and knowledge needed to support your community will develop and help to ensure
even greater success in your community, now and in the future!
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Figure 1: Members of the producers’ association, AFLOPHA in Bolivia

3. Understanding the Concepts
a) Community
Founded in 2015, Community Evolution (CE) works with communities and helps them develop and
grow community-owned and -run businesses that create positive social impact.
CE partners with these communities in their journey – wherever they may be in that process -- of
collectively visioning, planning, developing, owning and managing their emerging, growing or
maturing community-owned and operated enterprises.
But what do we mean by ‘communities’?
Communities can be broadly defined as groups of people who share common interests, concerns,
and/or identities. These groups of people may or may not be spatially connected (located in one
place). CE focuses on place-based communities; specifically those interested in sustainable
agriculture and/or community-based tourism. Our partner communities may share an identity,
common challenges, and/or be interested in working together to create positive change in their local
area.
Communities that work together have the best chance to face the complexity of local social,
environmental, and economic opportunities and challenges. Their approaches acknowledge the
interrelated nature of these issues. Democratic, sustainable, grassroots, endogenous are just some of
the terms used to define these possible solutions. These are complex issues that can be addressed best
when stakeholders work together – not alone or in silos. This includes governments, agencies, local
5

organizations, and residents. The development work we promote is premised on collaboration and
the building of connections and empathy between people.

Take a moment and think about the social, environment and economic challenges that face
your community. What opportunities or local resources do you think exist to address these
challenges? In a community meeting, write these down and then circle the three most important to
your community.
-------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

b) Community Empowerment
“Self-empowerment refers to the process by which people learn the skills
needed to take charge of their lives. It is the process by which they increase
their knowledge, assets and attributes and build capacities to fulfill their
vision and goals. Communities can thus be masters of their own destinies.”
– Paul Zysman, Founder and Chair

Lessons learned from decades of development practice have shown that prescriptive, top-down,
donor-designed initiatives often result in little or no change to the socio-economic conditions of
communities. Such initiatives are often culturally inappropriate and paternalistic, and exclude
community members from meaningfully participating in the very change meant to assist them. Most
agree these conditions present obstacles to sustainable development and community transformation
and fail to inspire the same level of community support and representation generated by communityled initiatives. Emphasis on participatory, community-led development has become standard.
True community empowerment involves communities voluntarily coming to the table to embark on
their own community development path. An empowered community is one where individuals and
communities have the power and ability to plan their path, take action, and influence the
decisions that impact their lives and their communities.

In a meeting or workshop, consider and write down some ways that you feel your
community & its members can be empowered. This can be done by brainstorming together, or by
working in pairs and then sharing with the rest of the group.
--------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------6

c) Community Economic Development
“Unless there is a change in the economic paradigm and the economic structures that
define our economic practice, we will never solve the problem of sustainability or
develop a green economy. Social values have to be embedded into our economic
policies, institutions and enterprises. Our economic structures have to become more
accountable which means they have to become more democratic. We need to
humanize our economies.”
– John Restakis, Program Manager for BC
The community empowerment process promotes the participation of people, organizations and
communities for increased individual and community control to improve quality of life and promote
social justice. The primary concept is to mobilize communities to address their needs and to work
together to solve local problems. CE’s premise is related to Community Economic Development
(CED) practice, a process that is particularly effective in mobilizing communities to shape their own
development. Collaboration, sharing, and learning are values that underpin the development of a
local economy, using democratic practice and community empowerment as the engine.
CED is social and economic development in the community, for the community, by the community.
To ensure the full participation of community members in development, CED focuses on identifying
and building local resources, on opening access to development opportunities and on community
capacity-building. CED uses the knowledge, priorities and assets of place-based groups to work out
what precise businesses, economic structures and systems will work best in a given place, within a
given community. This approach is based on the principle that collective power and co-operation
maximize the potential for positive action.

Think positively! What are some of the assets in your community? Strengths? Skills? Can
you list some positive work already taking place in your community? Brainstorming community
assets is a great way to build community connections and move a group of people into action.
---------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

d) Community-based Enterprises
CE fosters community empowerment through partnership with the community and their emerging
and/or scalable enterprise(s). The initiatives we support are collectively planned, developed, owned
and managed by a community of 10 to 1,000 members. We provide a customized, facilitated process

7

that combines community mobilization and capacity building with financial mechanisms (grants or
loans) to empower and sustain community development.
People all over the world are constructing more resilient
economies and reinventing economic life on a much more
local basis by building their own community-led economic
initiatives, often called ‘community-based enterprises’
(CBEs).
CBEs are a powerful economic and social force, present in
most countries of the world and in most sectors of the
economy. These enterprises foster economic growth and
equity and provide incentives for sustainable natural
resource management.
We believe that community-based enterprises that are
governed, owned and run by empowered members serve
to:
✓ Improve livelihoods and economic prosperity;
✓ Increase democratic community participation,
decision-making and leadership;
✓ Nurture a happier, more cooperative and closely
bonded community;
✓ Enable positive changes within the community in
the six capitals of sustainable development: natural,
human, economic, cultural, physical and social.
CBEs can be understood as an enterprise model in which a community acts corporately as both
entrepreneur and enterprise in pursuit of the common good. A CBE may be constituted legally in
different ways, depending on the context and a group’s objectives. Some options in the British
Columbia context include workers’ cooperatives, service cooperatives, band-owned enterprises, a
community interest company, or as the enterprise arm of a non-profit organization. This article may
help the community assess the best option for their initiative: Choosing a Legal Structure for a Social
Purpose Business.

Before you move on to the next section of the guide, take a moment to write down your
own definition of these concepts – based on your synthesis of what you have been reading in this
guide and what you already know.
a. Community
b. Community Empowerment

c. Community Economic Development
d. Community-based Enterprises

--------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------8

4.

CE’s Guiding Principles and Approach
a) CED Principles

CE supports the following five principles of community-led economic development (CED):
1. Grow from a shared vision: CED happens when a community comes together to achieve a
shared vision.
2. Build from strengths: All communities and their members have strengths, skills and assets
on which to build action plans. These are sometimes called “assets” or “community capitals.”
3. Many people and groups work together: CED works best when all parts of a community
work together.
4. Grow collaborative local leadership: Community-led initiatives are guided by local leaders
who co-create a governance process to help plan and advance the ongoing work.
5. Learn by doing – tailored to the specific community context: CED is a process of continual
social (group) learning and checking of progress against objectives.

b) Partnership Principles
At CE, we believe that a collaborative approach to development through partnerships - particularly
with local, community-based enterprises - is a powerful tool to achieve long-term impact and social
change. Partnerships help to mobilize and empower stakeholders and ensure local ownership of our
program and projects. They also guide our program framework and cycle, driving planning,
implementation, monitoring, evaluation, and learning. Moreover, partnerships create benefits on
both sides if partners work as equals towards mutually agreed objectives. The following is a list of
core principles and commitments that community partners should expect from their interactions with
CE and the local facilitator.
1. Common Purpose: Each of our partnerships is formed around an agreed common purpose
or shared vision. Our overall purpose is to build community capacity and support community
enterprises’ sustainability and social impact. Our partnerships also build upon shared
organizational values and objectives that ensure the partnerships are aligned, promote mutual
benefit, and that the added value of working together is clear and recognized by all partners.
2. Mutual Respect: Recognize and respect differences, accepting the counterpart as an equal
partner and engaging in mutual understanding, accountability and learning. We respect the
rights and choices of our stakeholders and listen to and act on their concerns. Additionally,
respect means entering the local environment (e.g. facilitator and field coordinator roles) in
the community economic development (CED) sector without distorting it (e.g. pay scales,
hiring and procuring services locally). And finally, respect means that we recognize and
promote local development practices which are embedded in a community’s cultural
framework.
3. Synergy of Strategies: Recognize that all partners have their own strategic plans and
agendas, as well as different capacities and access to resources. A common strategy for
implementation of the partnership will be agreed upon and co-created in a Partner
Collaboration Agreement and plan (annexed to the agreement). This may include a clear,
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transparent exit strategy developed in consultation with local partners. Additionally, partners
should not have to change their overall strategic direction to accommodate the partnership.
The priorities of the local partners will be prioritized, and decisions will be taken at a level as
close as possible to the people and communities affected.
4. Long-term Approach & Partnerships: We know from our experience, as well as that of the
international and CED sectors that longer term partnerships are often more effective at
building the capabilities of partners. A long-term strategy results in the improved
implementation and sustainability of programs.
5. Transparency and Accountability: Our partnerships commit to open and honest
communication. We solve problems transparently and harmoniously and come to mutual
agreement of the best solution. We recognize that there may be differences in ways of
communication and work with them respectfully. Additionally, we seek to jointly develop
and ensure a robust accountability framework, evaluation process and accountability
measures (e.g. metrics) to assess our progress. All partners commit to being fully accountable
to each other and to other stakeholders. The partnership shall be deployed in a sequenced or
phased approach (e.g. Year 1, Year 2, etc.), including regular reviews of the joint strategy
(i.e. multi-year) plan as well as of the partnership itself. We will create the time and space to
learn and share together, both among ourselves and with our stakeholders, so as to ensure
benefits are maximized and sustained.
6. Flexibility: The context in which international and community development work operates
is complex and can change rapidly, significantly, and surprisingly. Our partnerships allow
for iterative learning and ‘learning by doing’. Thus, we provide flexibility and ongoing
adaptive management regarding objectives, approaches, activities etc., so that our
interventions can adjust in a timely and appropriate way. Periodic reviews on the partnership
and related activities will be planned at inception of the partnership.
7. Equity, Diversity and Inclusivity: Promote diversity and inclusion in our organization and
partnerships, reflecting the composition of the communities with whom we work. We also
seek to provide equal opportunities and strive for equity and inclusion in all our programs
and projects to ensure that marginalized people find opportunities to improve their lives and
communities.
8. Harmonization & Alignment: Recognize resources can be more efficiently used when
organizations (local and international), donors, projects and local implementing agencies
coordinate their support for common partners and ensure there is not a duplication of support
and activities.
9. Safety & Wellbeing: Treating all people with respect, dignity and fairness is fundamental to
achieving our mandate and maintaining strong relationships; it contributes to a safe and
healthy work environment. Additionally, we commit to preventing and responding to
harassment, abuse or exploitation in the delivery of our programming, and expect staff and
facilitators to demonstrate professionalism and courtesy in their relations. Furthermore, our
staff, facilitators and stakeholders should not be subject to inappropriate or threatening
behaviour. If such instances are reported, we will take them very seriously and follow-up as
appropriate.
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c) CE Program Approach
CE’s program and processes requires a partnership mindset based on three pillars:
✓ We are an extension of the community-based enterprise (CBE) we work with. We are
committed to helping the CBE achieve its goals and mission.
✓ Our mutual success is based on a “win-win” mentality. Our partners’ success will lead to CE’s
success in further supporting current and future community-based enterprises to develop, to
grow and to create positive change.
✓ We enter every partnership with the expectation of a long-term relationship.
CE uses a 3-stage program approach to working with communities, which includes:
Stage 1. Partner & Partnership selection
Stage 2. Partnership Development
Stage 3. Community Empowerment
While these stages describe a linear process, it is also important to recognize that these components
often overlap and are a continuous process.
Stage 3 is where the role of the facilitator supported by CE becomes vital to facilitating change in the
community and helping to build and strengthen the community economic initiative. CE believes that
a facilitator who is based in the community – who really knows the local context and people – is the
best way to help a group of people plan and/or strengthen local community-led economic initiatives.
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Figure 2: CE's 3-Stage Program Approach.

“Communities are the most effective and credible voice for seeking solutions
to their specific needs. Community Evolution responds to community agendas,
rather than seeking to direct them.”
– Mary Pullen, Program Manager, Andean Region
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5. The Role of the Facilitator
a) What is a Local Facilitator?
The role of a Local Facilitator is to support a group of people to address a common opportunity
and/or challenge facing their community by creating or strengthening a community-based
enterprise. A Local Facilitator serves as a convener, listener, motivator, networker, connector,
organizer, and coach. Facilitators pull people together, urge them to critically think about their ideas,
solutions and alternatives, and support them as they produce and carry out a plan of action.
The role is not a pre-defined service, rather it facilitates a CED process underpinned by the five
principles outlined in Section 4 (see page 9).

Take a minute to think about which of the following roles will be most important for you to
support your community currently, and then rank them in order from 1-7 (1 being most important):
Convener, Listener, Motivator, Networker, Connector, Organizer, and Coach.
1.__________________________________________________________________________________
2.__________________________________________________________________________________
3.__________________________________________________________________________________
4.__________________________________________________________________________________
5.__________________________________________________________________________________
6.__________________________________________________________________________________
7.__________________________________________________________________________________

The image on the following page shows our CBE development model – the facilitator helps
communities to mobilize their community assets / capitals/ local knowledge in an inclusive way and
to engage in a process of social learning (learning from and amongst each other). The facilitator also
helps the CBE to develop by accessing financial resources, technical knowledge, government or other
support or training, and markets. This process results in economic activity that is inclusive and
benefits the community members collectively while building self-determination (otherwise known as
community empowerment).
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Figure 3: CE's CBE Development Model
Depending on the process maturity of the community-based enterprise (e.g. emerging, maturing,
empowering stage), the Local Facilitator may support community engagement, community
organizing, community building, community skill-building, and/or bridging to external resources
(information, finances, markets, etc.) as described in Figure 2 on page 12.

b) Functions and Activities
There are many activities that you, as a facilitator, may need to engage in. Most important is
understanding the community itself – its values, its customs, its history, and so forth. The
following are some of the key functions for you to consider:
•
•
•
•
•
•

1. Community Activation / Organizing
Convenes and facilitates meetings and activities to support community members’
participation in, and support of, the community-based enterprise (e.g. strategic and/or
operational planning, goal setting, volunteering, etc.);
Involves and engages more stakeholders;
Creates and encourages new networks.
2. Community Competence
Offers guidance and/or training to improve community members’ awareness and knowledge
of community (economic) development, group process and facilitation, leadership, etc.;
Shares information on good practices and evidence-based approaches;
Facilitates and trains in conflict resolution;
14

•
•
•
•

•
•
•
•
•

•
•
•
•
•

Identifies knowledge or skills among the group members and facilitates sharing and social
learning;
Finds and brings in trainers or technical experts as needed.
3. Leadership Development
Identifies and trains/mentors/encourages existing and emerging leaders;
Mentors, motivates and supports leadership team to achieve the community-based
enterprise’s mission.
4. Project Management
Trains and/or mentors in project management and team building skills;
Trains and/or mentors in planning, implementation and evaluation techniques;
Trains and/or mentors about information use, storytelling and communication skills;
Improves community groups’ abilities and expertise in use of evidence-based techniques in
identifies, project challenges and facilitates solutions process;
Meet or communicate regularly with CE Program Manager and CE staff, tracking and
reporting all results monthly and managing all data and administration related to the
Facilitator position.
5. Creation of Support Environment
Trains community members in advocacy skills (e.g. championing and presenting to external
parties);
Helps to build social and institutional connections and relationships with local leaders
including mayors, councilors, municipal staff, Band offices, etc.;
Cultivates networks and builds coalitions with local stakeholders and allies (e.g. support,
expert resources, financial resources);
Helps connect community-based enterprises to co-operative business advisory or government
services – locally or regionally – for training and information.
Improves participants’ abilities to maintain and sustain changes and achieve support.

“Think like a co-op member. Aim to understand and be aware of what they are
thinking and their needs and motivations. Phoning members and having
informal conversations about the co-op and their participation in it were very
inspiring and yield some great information. Really great ideas and feedback
emerged from those more informal communications with members.”
– Julia Fisher, Local Facilitator, Cowichan Valley Cooperative Marketplace

c) Characteristics and Skills: Community Facilitation
Over the years, CE has identified specific characteristics and skills, which are the foundation of a
successful facilitator. It is important to have a passionate and experienced facilitator to help build the
community’s capacity.
15

Congratulations! You were identified by your community & CE as an ideal candidate for the
Facilitator role! Here is what we have been looking for:
•

A desire to create progressive social change;

•

Willingness to lead and inspire trust, excitement, and commitment in others;

•

Passion and skill in helping people and communities connect with others and connect
with resources; excellent interpersonal, relationship-building and team-building skills;

•

Knowledge and experience around community development, community economic
development or community organizing;

•

Experience with group facilitation and the ability to mentor and train others;

•

Solid project management skills and the ability le to manage multiple groups, processes,
budgets, and to develop plans with realistic goals and metrics.

•

Self-direction and creativity;

•

Patience.
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d) Self-Assessment: Attitude, Knowledge and Skills

Considering all the various skills and abilities required by a facilitator, it is helpful to reflect
on which of these you may already have in place and which may need some additional learning and
practice to develop. Please put a check mark in the space beside each item that best reflects your
current situation:
Community Development Attitudes

In
Place

Requires Theoretical
Learning

Requires Additional
Practical Experience

Respect for the individual, group and
community
Strong sense of responsibility and
commitment
Empathy (understanding where others
are coming from)
Openness to look at alternate
solutions, new opportunities
Patience, perseverance and endurance
Creativity and innovation
Willingness to participate without
always having to lead
Trust in others
Self-confidence
Community Development
In
Knowledge
Place

Requires Theoretical
Learning

Requires Additional
Practical Experience

Knowledge of the community
Knowledge of social, economic and
environmental development
Knowledge of partnerships
Knowledge of group process and
dynamics
Knowledge of team building
Knowledge of problem-solving and
decision-making processes
Knowledge of project management
Knowledge of impact management &
measurement
Knowledge of financial management
and fund-raising
Knowledge of training and skill
development methods and
opportunities
Knowledge of organizational (co-op)
development and design
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Once you have completed the assessment, take note of the knowledge and skills which need either
theoretical or practical experience, or both. We encourage you to seek out additional resources that
may support your learning in your own local community as well. This includes reaching out to other
leaders in your community that may be able to support you as you move through the facilitation
process. Experienced leaders can provide you with the additional guidance and expertise to help
develop your level of confidence and skill.
Most importantly, do not be discouraged by your evaluation of your skills and abilities. We all have
room for improvement! Leadership requires you to honestly assess your strengths and weaknesses
and be open to learning. Remember that as part of community-led development, you will need to
engage and empower other members of your community by identifying and utilizing their strengths.
Identify those people in your community that can support you as you hone and develop your skills
as a facilitator. Refer back to this Self-Assessment after conducting a facilitation session or after
working with members of your community to track development progress.

e) Ethics and Code of Conduct
As a facilitator representing your community and Community Evolution, it is vital that you consider
ethics and the code of conduct in all actions, decisions and communication surrounding your role.
Facilitators have a moral responsibility to act in the best interest of the community and represent
their community, as well as Community Evolution, to the best of their ability. CE’s Code of Conduct
is available for review in the appendix.
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6. Community Capacity Assessment
a) What is Community Capacity?
“In order for the community to be successful in taking action on its identified
priorities, it needs to know which capacities it has to work with — what are its
strong areas, and which areas need to be strengthened in order to have the best
possible chance of success.”
– John Restakis, Program Manager for BC

It is important to first clearly define the term “community capacity” for yourself and your
community. Simply, “capacity” is the ability or power to act. Therefore “community capacity”
refers to the community’s abilities, its partnerships, and its resources that are available to achieve
its goals. This usually requires a diverse set of skills and experiences and most importantly, a welldefined understanding of the community’s goals, and the desire and drive to reach them. A key part
of your role as a facilitator will be to help your community formulate its vision and ensure that
the community is ready to move forward together.
Remember to keep in mind the five principles of community-led development (CLD) as you move
through the community capacity assessment process 1.
2.
3.
4.
5.

Grow from a shared vision;
Build from strengths;
Many people and groups work together;
Grow collaborative local leadership;
Learn by doing – tailored to the specific community context.

b) The Community Capacity Assessment (CCA)
CE’s Community Capacity Assessment (CCA) is a comprehensive, participatory, and strengthsbased approach for achieving community change, learning, and development. A capacity assessment
supports communities to measure their capacity, prioritize challenges, and implement improvement
strategies. The CCA is both a methodology and a tool used to guide the process.
The CCA itself consists of a series of questions to be discussed in small groups. The assessment
questions are based on 5 core principles and a ranking system between 1-10 ranging from No
Development to Fully Developed. You will find our sample community capacity assessment
document in the Appendix (see page….).
A successful CCA experience relies on the following elements:
✓ Shared interest in learning: The members involved in the assessment process are knowledgeable
about the community’s issues to be discussed, bear responsibility for successful functioning and
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results, are motivated to participate, and have the individual capacity to fully participate (i.e.,
time, resources, openness);
✓ Defined time frame: A clearly described, time-limited process;
✓ Accountability for undertaking change: Members agreement on expectations for identifying and
implementing some degree of change, and a clear decision-making process for this.
✓ Assessment tools that are adapted or custom-designed to the community and its situation:
This adaptation helps to ensure that people completing the assessment tool understand the
questions and that the questions fit well with the community’s purpose for doing the assessment.
The actual tool used for assessing community capacity is far less important than the process in
which it is used. A community assessment tool provides members with a framework to prompt
organize thinking about the community’s trajectory, first by individuals as they work their way
through the questions and then in shared or collective discussions. Use of a CCA tool will identify
common concerns shared by stakeholders as well as diverging opinions. A tool has merit if it
supports an efficient process for understanding a community’s strengths and weaknesses, and
identifies capacity areas needing attention.
✓ Facilitated by a skilled local facilitator: A local facilitator can build the relationships among
those who need to share and make decisions, can listen to challenges, adjust the process
accordingly, and use an assessment tool appropriately. Experienced facilitators are familiar with
many assessment tools and can select from among a variety or extract parts of different tools to
find the “right” tool for the situation. Facilitators frequently adapt or custom design a tool to
align the language and style with the community culture or to reflect current circumstances.
Once the Community Capacity Assessment meeting is complete, the data has been analyzed and
complied into a report, it will be time to share that with community. This may be done through a
follow-up meeting or through another channel such as email, regular mail or newsletter. Remember
that reassessment is a key part of the process of community-led development and you and your core
group should determine what frequency and to what degree it should take place.
Completing the Community Capacity Assessment is only one activity for you as the facilitator. Other
activities include planning, capacity building and resource mobilization, linking to resources,
executing plans, and monitoring progress. All of these activities help to ensure that community
empowerment and the community-based enterprise are supported and encouraged through ongoing
facilitation.
The Community Capitals Framework outlined in the next section can be a useful way to help your
community understand the assets or capitals that it has to build on, and to help in planning and
mobilizing resources.

7. Community Capitals Framework
a) What is the Community Capitals Framework?
Like the CCA, the Community Capitals Framework takes an asset-based approach to communityled development. This means that rather than looking at what a community or their enterprise does
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NOT have, the Community Capitals Framework helps a
group of people to see what assets they already have to
build on, and the potential they have to mobilize.
The Community Capitals Framework posits that
communities that are successful in supporting healthy
sustainable social and economic development pay
attention to six types of capitals that exist in every local
space - natural, cultural, human, social, economic, and
physical – and how they interact and build on one another.
By identifying existing and potential capitals, a
community can work together to mobilize these assets as
they work toward empowerment and resilience.

Figure 4: Community Capitals Framework
Each of the capitals is made up of different elements. The following table outlines examples of the
kinds of things that a community can look for when assessing their capitals. If any of these do not
exist in a community or are not relevant to the community, then it is perfectly acceptable to modify
the description to suit their context and purpose.
Community Capital Framework (CCF)
Type of Capital

Description

Natural Capital

Air quality, soil quality, water availability and quality, natural resources such
as minerals or plants, scenery, biodiversity

Physical Capital

Quality of transportation infrastructure, housing, telecommunications
infrastructure, and existence of community/ public buildings and spaces

Economic
Capital

Poverty rates, savings, access to credit, philanthropic donations, government
investment, private investment, diverse sources of income

Human Capital

Demographics (all ages present in community), education levels, skills,
capacity for innovation, health (longevity, types and frequency of illness and
disease, child malnutrition rates, maternal health, infant mortality rates)

Social Capital

Bonding capital: Trust, norms of reciprocity, networks, groups/ associations,
common vision/ goals, leadership capacity, inclusive participation. Bridging
capital: level of community organization, ability to access / influence decisionmakers external to the community, ability of leaders to access resources for the
community

Cultural Capital

Values, historical knowledge, material manifestations of cultural heritage, and
celebration/ recognition of cultural heritage
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But how does the CC Framework operate in practice?
The CC Framework can be used in three main ways:
•
•
•

Initial Phase – when beginning to plan a community-led economic initiative (or
community-based enterprise;
Growth Phase – to see how to strengthen and develop an existing community-led
initiative or enterprise;
Measuring Impact - to collectively assess the impact of the enterprise / initiative on its
members and the community as a whole (this can be done more than once, or even
annually, as part of a process of continuous learning and empowerment for the
community of people).

b) Using the CC Framework to Plan an Initiative
The first step is to work together as a group to identify the existing and potential capitals in the
community. This can be done in one workshop or in a series of workshops or meetings. The CE
facilitator can help the group go through each of the capitals and identify and write down what exists.
Several tools such as questionnaires and spreadsheets are available to help with this process.
The process of identifying the capitals can be an excellent way to generate discussion among the
community members. It will also help them to see the many assets that they have to build on. They
may also find that some of their capitals are stronger than others. This is normal, and simply means
that the stronger capitals can be leveraged or mobilized to strengthen other capitals. For example,
they may find that they have many skills and areas of knowledge within the group, but there may be
some kinds of skills or knowledge that they need for their enterprise which do not currently exist.
This allows for a conversation to happen about how to get that expertise – either by bringing in a
technical expert, or getting some training, etc. In other words, going through the process of
identifying capitals then leads to action planning. Another example is that they may find that they
are strong in social and human capital, but weak in economic capital. The next step, then, would be
to look at how they can use their social capital to leverage economic capital – for example, working
with the CE facilitator to access grants or loans from government or other external funders.
Similarly, the CC Framework can be used to assess the potential impacts of a proposed initiative or
enterprise on the capitals of a community. An online tool called the Community Capital Scan Tool
can be used for this process.
The Scan Tool can help a group assess which of their ideas can have the desired impact on overall
community well-being, resilience and empowerment. It generates images such as the following:
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BEFORE ENTERPRISE

AFTER ENTERPRISE

Figure 5: Sample Results from the Community Capital Scan Tool

c) Using the CC Framework to assess the Impact of a CBE
Typically, enterprise “success” is measured only in terms of financial profitability, ignoring its
positive or negative impacts on the social, cultural, and environmental well-being of communities
and individuals. Traditional approaches to local economic development also emphasize the financial
dimensions of community well-being, such as the number of businesses, number of jobs, average
incomes of residents, etc. Community Economic Development (CED) incorporates the social
dimensions of wellbeing, positing that local ownership, equitable distribution of benefits, and ‘fit’
with the local context matter. However, even CED often sidelines or ignores issues of the
sustainability of the natural environment. The CC Framework connects the CED enterprise and its
viability to the wellbeing of the community as a whole, in economic, human, social, environmental,
physical, and cultural terms.
The CC Framework, with its six component capitals, will form the basis for identifying the preexisting conditions in the CED community, the process by which the CED enterprise was
developed, the impacts of the enterprise on the community and individual households, and the
potential of the enterprise for further development and impacts on the sustainability of the
community and its members.
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Measuring impact using the CCF

Context
Pre-existing
conditions &
structures
Community
characteristics
before start-up

Process
Actions,
investments,
external support
CED strategy(ies)
to change
community
characteristics

Impacts
Results of the
process on the
context
Positive (negative)
changes in
characteristics

Prospects
Potential for further
development

Natural Capital

Natural capital
investments

Changes in
Natural Capital

Physical Capital

Physical capital
investments

Changes in
Physical Capital

Economic Capital

Economic capital
investments

Changes in
Economic Capital

Human Capital

Human capital
investments

Changes in
Human Capital

Social Capital

Social capital
investments

Changes in Social
Capital

Cultural Capital

Cultural capital
investments

Changes in
Cultural Capital

Potential for
improvements to
natural capital
Potential for
improvements to
physical capital
Potential for
improvements to
economic capital
Potential for
improvements to
human capital
Potential for
improvements to social
capital
Potential for
improvements to
cultural capital

Inputs / actions to
increase enterprise
sustainability / impacts

In the Tools and Resources for Local Facilitators, you can find detailed information about how to
use the CC Framework for community planning or for measuring progress and impact with
community members.

8. Facilitator Reporting Guidelines
The principal objective of the collaborative partnership is to strengthen capacities to identify and
implement strategies and appropriate resources that will permit each partner to fulfill their
organization’s mission. Full details will be outlined in the Partner Collaboration Agreement.
Elements of the partnership to be monitored and evaluated include:
1. Expected Activities: Facilitated community development by the Local Facilitator
2. Expected Outputs: Community-led development facilitated (for example, community
organizing, community competence, leadership, project / impact management, creation of
support environment, sustainability, etc.)
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3. Expected Immediate Results:
o Improved community capacities (such as, for example, widely shared community
vision, strengthened group process and dynamics; expanded member base, increased
leadership capacity; expanded leadership base, etc.)
o Improved business capacities / capabilities for co-op sustainability and social impact
(such as, for example, increased capacity to meet the practical needs of members and
users; new and/or improved business processes; increased volunteer engagement and
retention; increased access to capital; increased market access or business linkages
between private sector actors (B2B) or buyers (B2C).
4. Partnership Outcomes:
o Community building and co-operative entrepreneurship facilitated
o Empowered communities with the skills, knowledge, resources they need to work
together to develop and grow community enterprises creating social impact
The How-to Guide for Results-based Management Methodology and Tools (see Appendix 1) can
help you establish a method for monitoring, evaluating and reporting progress.
The Partner Collaboration Agreement will outline the frequency of submitting interim reports.

9. Conclusion
The CED work that CE does has a long history and a wealth of experience to draw from. What is
presented in this guide is a mere taste of what development work entails and the means by which it
can be applied. Ultimately, the decisions that are taken, the plans that are developed, and the
partnerships that emerge will reflect the dynamics present in a particular community at a particular
time. Moreover, the development process is not linear. It is messy. Things change constantly. What
works in one community is inappropriate for another. A facilitator never undertakes a process from
ground zero. He/she enters a scenario that may already have years of development experimentation
behind it. It takes skill and sensitivity to read where the strategic points of intervention are, where
common interests lie, where alliances are possible, where the minefields are.
Despite these contingencies, the development principles for community empowerment remain
constant. The approaches and resources outlined in this guide are intended to help you navigate these
shifting tides of community empowerment and economic development and to orient you to the vision
and methodology of CE. We hope this resource serves you well in the exciting work that lies ahead.
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10. Appendix: Tools and Resources for Local
Facilitators
As you work with your community, you will need to use a variety of tools and resources. We suggest
starting with a Community Capacity Assessment, but the tools that you use and the order that you
use them in, should be chosen according to the unique situation, needs, and objectives of your
community.
Our resource page is a place where we can compile and curate tools and information to support the
work of all the facilitators that are working with us. We have started the site with some resources
and we welcome you to share any that you come across or use in your work with your community.
Here is a link to the CE website: https://communityevolution.org/
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Appendix 1: List of Resources for the Website
1) Community Capacity Assessment Guide – A PDF is available from CE
2) Community Capitals Framework – templates for use
3) CE Forms:
• Code of Conduct
• Partnership Collaboration Agreement
• Facilitator Service Agreement
• Project Reporting Template
4) Business Canvas for a social / community enterprise. This helps think about an enterprise
as addressing a problem / providing a solution and/or initiating a process of social /
environmental change. It’s just one page.
5) How-to Guide for the Results-based Management Methodology and Tools
6) Business planning tools for a social enterprise – e.g., feasibility study, lean testing of a
service or product, guerilla marketing, break-even analysis, governance models, legal
models for the enterprise in BC, etc.
7) NGO Manager, Organizational Assessment Tool (OAT): We could adapt and make
available the four worksheets.
8) Organizational Mapping Tool: We could adapt the mapping tool to align with Mary’s
partnership assessment matrix so CE and the prospective partners already have common
starting point to work from and move forward. .
9) CED Planning and Assessment Guide (suggested by Mary):
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Appendix 2: Criteria to Identify CED Communities/ Enterprises
CED
PRINCIPLE

METRICS/
CRITERIA

INDICATORS

Sustainable

Profitable

-

Generates revenue (has a market), does not
depend on external funding

Self-Managed

-

Environmental
Awareness

-

No external people involved in the day-today operations or management of the
enterprise
Practices incorporate principles of not
damaging the natural environment

Social Benefit

-

Asset-Based

-

Participatory

Democratic
Governance

-

-

Operates for the mutual benefits of members/
owners (community)
Has impacts in multiple dimensions of
community well being (economic, social,
cultural, human, environmental, physical –
community capital)
Enterprises is collectively owned
(cooperative, association, etc.) by a group of
people who consider themselves as a
community (due to ethnic, territorial, socioeconomic, or other points of commonality)
Enterprise is democratically controlled by
their members (democratic vote or consensus
to elect leadership and make important
decisions about the enterprise)

In addition, we also are looking for the following kinds of characteristics, in ideal cases:
•
•
•
•

Builds on existing capitals - social networks/ organizations, local knowledge or
technologies, local natural resources, cultural heritage, and/or sweat equity
Based on broad community involvement and support in the development of the project
Demonstrates leadership and commitment to ongoing stewardship of the enterprise
Integrates social, economic, environmental, and/ or cultural objectives (at least three of
the four)
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Appendix 3: Viability & Sustainability of the Enterprise
The viability of the CED enterprise will be measured through traditional financial profitability
criteria, but also in terms of technological and human capacity, and social and environmental
sustainability.
Financial profitability (economic capital)

-

-

Debt to asset ratio
Cash flow
Income minus expenses
Size of existing markets/ degree of market
development
Pricing / competitiveness
Yearly balance sheet
Savings / reserves
Dependency on external aid – in the form
of grants or donations (degree of financial
self-sufficiency)
Analysis of supply chain – current
position and potential for improved
position

Social sustainability (social and cultural
capital)
- Commitment of participants / community
members to continuing / strengthening
the enterprise
- Living wage / income for members
/owners
- Land or property tenure / title
- Relations between members / owners –
how well do they work together,
mechanisms for addressing problems and
conflicts, etc?
- Place-based: “fit” of the enterprise to local
socio-cultural context
- Commitment level of external actors (if
relevant) to supporting the enterprise –
such as local government

Capacity (human and physical capital)

Environmental sustainability (natural
capital)

- Have the equipment / technologies
needed to successfully meet market
demand
- Transportation infrastructure allows for
timely access to markets
- skills of members / owners compared to
what is needed to successfully operate and
grow/ sustain the enterprise
- training / skills development built into
operations or plans

- use only renewable local natural resources
and/or do not rapidly deplete natural
resources
- use appropriate technologies for the
natural environment
- operations do not contaminate the natural
environment (soil, water, air, etc)
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Appendix 4: Criteria and Model for Measuring Impacts on Communities
Economic Capital Impacts
- Decreased poverty rates
- Increased savings
- Improved access to credit
- Accessed philanthropic
donations
- accessed government
investment
- accessed private
investment
- increased sources of
employment / income in
the community
- multiplier effects from
enterprise into creation of
other services/ products

Cultural Capital Impacts
contributes to values
based on collective
identity and/or cultural
heritage
- develops or preserves
historical knowledge
- develops or preserves
material manifestations of
cultural heritage
- enhances celebration/
recognition of cultural
heritage
-

Social Capital Impacts
Strengthened Bonding
capital: Trust, norms of
reciprocity, networks,
groups/ associations,
common vision/ goals,
leadership capacity, inclusive
participation
Strengthened Bridging
capital: level of community
organization, ability to access
/ influence decision-makers
external to the community,
ability of leaders to access
resources for the community

Physical Capital Impacts
Improved quality of
transportation
infrastructure
- Improved quality of
housing
- Improved quality of
telecommunications
infrastructure
- Improved or increased
number of community/
public buildings and
spaces
-

-

-

-

-

Human Capital Impacts
contributes to retaining a
healthy community
demographics (all ages /
sexes present in
community)
improves formal
education levels or access
to formal education
increases skills, creativity
/ innovation
contributes to improved
health (longevity, types
and frequency of illness
and disease, child
malnutrition rates,
maternal health, infant
mortality rates)
Natural Capital Impacts
Improved sustainable use
or management of air
quality, soil quality, water
availability and quality,
natural resources such as
minerals or plants,
scenery, and/ or
biodiversity
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Appendix 5: Criteria and Model for Measuring Impacts on Individuals / Households
Economic Capital Impacts
- Provides sustained or new employment
- Increased monetary
income
- Increases personal /
family assets (e.g.,
improvements to housing,
increased monetary
savings)
-

Cultural Capital Impacts
- Increased recognition of,
or valuing of cultural
heritage
- Promotes sense of
collective identity or
collective values

Social Capital Impacts
improved / strengthened
relations with other
community members
increased community
involvement
children’s access to /
attendance at school
increased or ability to
purchase school supplies
Increased gender
equality?

Physical Capital Impacts
- Improvements to housing
quality or size

-

-

-

-

-

Human Capital Impacts
Increases food security
(access to, and/or
increased production of
food)
Acquisition of business,
leadership or other skills
(e.g., work-related skills)
improved family / child
nutrition
increased personal
confidence / more
optimism about personal
/ family future
Natural Capital Impacts
Less waste or
contamination produced
on a household level
(and/or more options for
recycling, sustainable
waste or water
management)
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