SUCCESS FACTORS IN INTER-COMMUNITY COOPERATION:
| A CASE ANALYSIS
By
Terence Alan Macdonald _
B.A. University of British Columbia, 1970
Brltlsh Columbia Teaching Certificate, Western Washington
State College, 1972
A THESIS SUBMITTED IN PARTIAL FULFILLMENT OF

THE REQUIREMENTS FOR THE DEGREE OF

MASTER dF ARTS

vin

THE FACULTY OF GRADUATE STUDIES

School of Community and Regional Planning

We accept thls thesis as conforming

to the required standard

THE UNIVERSITY OF BRITISH COLUMBIA
November 1988

¢ Terence Alan Macdonald, 1988

&



In present.ing this thesis in partial fulfilment of the requirements for anv advanced
degree at the University of Brifish Columbia, | agree that the Library shall make it
freely available for reference and study. 1 further agree that permission for extensive
copying of this thesis. fo_r scholarly purposes may be granted by the head of my
department or by his or her representatives. It IS understood that copying or
publication of this thesis for financial gain shall not be allowed without my written

permission.

Department of School of Community & Regional Planning

The University of British Columbia
1956 Main Mall

Vancouver, Canada

V6T 1Y3

Date September 26, 1988

DE-6(3/81)



Cii>

" For many Indian bands acrbss Canada, community deve]opment'
planning has emerged as an important approach to change. By
forging close economic and political links with one another,
small bands can accelerate thelr development through new
econcmies of scale, heightened political influence, more
innovative capacitlies and other advantages of cooperation.

In practical terms, however, the initiation, formalization
and consclidatlion of close inter-band cooperation presents
‘geveral problems. Native culture lacks traditions in
institutionallzed lnter¥commun1ty coocperatlion, internal
~disharmony 1n many Indian villages frustrates unity on such
important declsions as whether dr not to cooperate, and many.
Indian communities are péor in organizational skills essential
to planning and implementing cooperative strategles.

The pufpose of this thesis is to determine the factors
responsible for apparently successful cooperation In the case of
‘five Indian bands in the Nicola Valley and to assess the

applicabllity of findings to other groups of Indlan communitles
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across the country. A llterature review guides the selectlon of
research questions and criteria used in assessing the case.

Flfteen factors for effectlve inter-community cooperation
-are isolated from a literature review and grouped into three
general categories: those Important to the initiation of
cooperatlon,(those relating to the delivery of the rewards of
cooperation, and those affecting the capability of the
cooperative organization. |

lSlx factors for initiation include the presence of a common
crisls or threat, Inter-community simillarity and famlllarilty,
consensus, committed leadership, a propensity to cooperate and
prellminary planning. Successful cooperation was also found to
be ]inked to the capture by cooperating communities of four
types of rewards, each representing a factor: Ilmproved resource
acqﬂisltlon, adaptablility to change, efficiency in community
regource use and ablllty to achieve common geals. Finally,
ongoing success was found to be reflected in the capability of
lnter¥commun1ty cooperatlve organizations to accomplish five
tasks: build community and staff commitment, plan harmonious
lnter?communlty relations, manage 1ts environment, explolt
common geography and culture, and solve problems.

Case research focusses on five Indian bands in the Nicola
Valley of southern British Columbia and is based on forty-one

lnterylews held in the valley. These bands dre represented by
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the Nicola Va11e§ Indian Admlnlstratlon (NVIA>, a centralized
buyeacracy which coordinates on behalf of the five éommunitles a
wide range of administrative services.

Fifteeﬁ questions - each corresponding to a success factor
derived from the literature - were asked in lnfervlews with
people representing a broad spectrum of the native communities.
Responses were complled and analyzed to assess the degree to
which inter-band cooperation conformed to expectations from the
llterature on successful Inter-community cooperation. Analysis
led to the conclusion that despite deficiencies in preliminary
planning, ongoing planning and problem-solving, NVIA is a
successful inter-community cooperative enterprise which has
dellvered many significant benefits to lts member communities.

While NVIA’s existence suggests a successful initiatlon
process, better planning in the formative yeérs would likely
have avoided several problems encountered in later years. Some
of the.pewardé of cooperative effort have been inequitably
distributed to member bands and various cooperative programs
have béen adversely affected by polltléal interference. Perhaps
most'seriously,-NVIA itself was found to be deficient in
bullding broad commitment and designing mutually acceptable
solutions to internal Qifficultles. |

Effective plénnlng In the early stages Is vital to

establishing and, more importantly, ultimately maintaining
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inter-community cooperation. Incomplete planning during the
formation of NVIA led to lack of clear consensus on the purpose
of . cooperation, the nature of inter-band power relations, the
obligations of each band, and ways of distributing rewards and
minimizing risks to participant bands.

NVIA provides evidence that Indlan communities can
establish close formal relations with each other and thus
capture certain important benefits. Problems encountered
suggest, however, that bands ought to temper enthusiasm with
dellberation when considering formal cooperative relations.

Analysis of fhe Nicola Valley story confirmed that
consensus, early planning, reward delivery, ongoing planning and
problem-solving capacity are especially lmportant factors in
establishing and malntaining Inter-community cooperation.

The case makes a key contribution to interorganizational
relations theory by highlighting the importance of Informal
cooperation as a means of preparing Indian bands for more
structured cooperation. It also reveals the critlical role of
persistent and far-sighted leadership in the formalization of

Inter-band cooperatlive relations.
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Relating to Indian or Inult 1lfe before
the coming of non-native people,.

A legal group defined by the Indian Act. In
this sense, a Band is the basic unlt of
Indian government recognized by the federal
government. Each has its own Band Council
and legal membership list. Most have
reserve land and a trust fund as well.

The governing body of a Band under the
Indian Act. It is composed of one or more
Chiefs, and usually several Councillors.
Some Bands chose their Counclils today under
the electlive system, and some by custom.

A document by which a Band Council
records a formal decision or a Band Bylaw.

Monies belongling to individual Indian Bands,
held and managed by the federal government
for each Band. Most are made up of proceeds
from the sale, lease or exproprliation of
reserve lands and the resources on them.

- The term used for the time in history when

North American native people .first met with
non-natives from other parts of the world.
This meeting could be either face to face,

or Indlirect - that ls, through foreign trade
goods and influence.

Federal department exercising delegated
duties, powers and functions of the Minister
responsible for the Indian Act.

A type of anthropological study which
describes, compares and interprets ways of
life of sgspeclific groups of people.
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10.

11.

12.

13.
14.

Indian Act

Indian Status

Membershlp

Native

Of f-Reserve

Reserve

(xiv)

The federal statute that, since 1876, has
embodied most of the federal law concerning
Indlian people. Before 1B76, there were a
large number of colonlal and local statutes
relating to Indians. Parts of these were
rewritten, expanded, and lncorporated into
two new federal acts relating to Indilans
passed in 1868 and 1869. The first complete
*Indian Act’ as such was passed In 1876.

New versions were issued in 1880 and 1951.

The current Indian Act ls that of 1970. It

has had only a few minor revisions since
that date.

A person‘’s legal status as an Indian, and

speclifically hls or her status as defined by
the Indian Act. :

This term refers specifically to the rights
of an Indian person as a member of a band.
Membershlp l1ssues are generally the same as
Indian Status issues.

Canadians of aboriginal descent. This term
can lnclude status or non-status Indlians,
Inuit and Metis.

Locatlions other than on a reserve.

Land set aside for the use and occupancy of
an Indian group or Band. Reserves are
defined in the Indian Act and are provided
for or mentlioned in the Consititution,
various treaties, various federal statutes,
and various other Crown agreements and
executlve actions. It is still not entirely
clear in law exactly what sort of land an

Indian reserve is, or how reserves are

established. The current position of the
federal government 13 that all Indian
reserves are legally the property of the
Crown, and that Indian Bands have
significant rights to or interests in them,
but not full ownership iIn the ordinary
sense.
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A term that has recently come iInto use in
some regions to refer to a grouping of
tribal administratlions or band counclils iInto
a reglonal peolitical unit. The tribal
council may or may not be empowered to
represent the Bands externally, or to
administer common funds or resources.



1. Purpose

The substantive focus of this thesis is the role of
cooperation in community_developmeht. The Nicola Valley Indlan
Administration, an organization representing five closely
integrated native communities in southern British Columbla,
provides the case study. The purpose of the study is to analyze
NVIA as a case of apparent successful inter-community
cooperation and to assess the applicability of findings to other
‘groups of Indlan communities ln'the country. For the purpose of
this study, I define ‘inter-community cooperation’ as ‘joint .
action undertaken voluntarily by two or more communities to
change specified conditions for thelr mutual advantage’.

Thesis research concentrates on NVIA’s strengfhs and
weaknesses, and on how the case compares to expectations drawn
from the lliterature on interorganizational and inter-community
cooperation.

My hdpe is that thesis findings will enlighten other groups
of communities on the benefits of lnter-community cooperation
and the application of cooperative principles to the community
development process. Indian communities in particular should be
able to apply the lessons derived ffom this research to -enhance

their prospects for meaningful self-government.



For over twenty vears, inter-community cooperation has been
an lmportant element in the community.development approach of
five Indian bands in the Nicola Valley of southern British
Coiuhbla. These bands control twenty-five réserve lands and
twelve villages within a fifty-kilometer radius of the City of
Merritt. Since 1973, they have been tightly organized into a
political and economic confederatlion represented by the Nicola
Valley Indlah Administration (NVIA), a tribal council agency
which centralizes and coordinates administrative services in
policy planning, financial management, housing and
infrastructure expansion, educatioﬁ and training, social
development, band membership and reserve lands.

What is compelling about NVIA is the manner in which it has
facilitated broader and deeper inter-community cooperative
activity than is typically the case with other tribal councils
In the province. A slgniflcant aspect of band development in
the valley is the intensity with which its direction and scope
is controlled by the Indian people themselves (Kozey 1986,

The followlng 11st presents an overview of NVIA In Its
present form, ldentifying eight Jjolntly controlled organizations
and lndicating their respective mandates and sizes: \

a) Area Council - executive body for NVIA, consisting of sixteen
band council appolntees;



b

c)

d>

e)

>

g?

h>

NVIA Core - centrallized administrative body providing super-

visory and pol

icy planning duties, advisory

services in capital proJect planning, land regls-

tration, band

membership, and band management and

planning (staff of 15);

Nicola Valley Indian -
Development Corporation

non-profit, incorporated advisory
body providing venture capital to
public and private business and
administering employment programs
and forest management planning
(gtaff of six);

Valley Buslness - incorporated company owned by the five
Computer Services NVIA member bands, preparing and proces-
' sing monthly flnancial statements for
over_40 cost centers (staff of five);
NVIA Social Development -~ body of advisory staff delivering

social services to the bands’ mem-
bership (staff of six);

NVIA Education - body of advisory staff administering band
education budgets, post-secondary tralning
appllications and student counselling ser-
vices (staff of four);

Nicola Valley Instltute -
of Technology

Indian-control led post-secondary
institution offering pre-entry,
certificate, diploma and university
transfer programs (staff of seven);
and

Nicola Valley Indian - Jointly owned incorporated company

Services Agssociation ownlng government bullding and other
real estate In Merritt area (staff of
three).

Figure 1 illustrates the interrelationships between the

five bands and the numerous cooperative entities organized on

their behalf.

Ultimate authority lies with the bands’ general

membership, which is depicted at the top of the diagram.

Directly accountable to this membership are the five autonomous

band councils, which are elected bodlies providing political
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leadership and policy direction at the band level. As NVIA‘s
executive body, the Area Councl]l comprises appointees from each
elected band council. This representative system ensures that
the Area Council - and through it, NVIA - is accountable'to the
general membership of the flve bands. |

Reporting to the Area Council 1s the NVIA Administrator,
who oversees the day-to-day operations of the various Jjointly

controlled agehcies listed above. Each agency is supervised by

a manager.

3. The Meaning of Community Development

For over twenty years, the Nicola Valley bands have been
involved in a deliberate community development process. The
goal of cooperative planning has been to enhance from within the
social, cultural and political well-being of band members. This
means building the capacities of lndividuals tb shoulder
increased responsibllity for the growth énd improvement of their
communities. This section provides background on the goals and
inherent difficultles of the community development approach as
it is applied more generally.

The term ‘communlity development’ flirst came into
international parlance in 1948 (Griffiths>1981). It is a hybrid
of ‘community organization’ and ‘economlic development-

(Christenson and Robinson 1980). Most advocates of community



development state that the only way'to effect substantlial and
enduring change in the community ls to lnvolve everyone -
individual citizens, interest groups, and local leaders - in the
process of ldentifying problems and goals and developing
appropriate courses of action.

An important debate in the literature concerns the degree
to which community development should be process- or product-
oriented. Voth et al. (1980:188) elaborate on this argument
among scholars:

Some place more emphasis on substantive achievement

(lmprovements in economic well-being, services, etc.),

and others place more emphasis on process aspects of

community development.

To date, the maJor emphasis in the literature has been on
procedural concerns such as developing local problem-solving
capaclties (Khinduka 1979; Nelson et al. 1960; Kozey 1976>.

Borrowing from essential elements in both schools of
thought, I define ‘community dévefopmqnt’ as ‘a process which
increases the capacity of the community to identify, analyze and

solve local problems for the purpose of producing positive

change in the social, economic and political 1i1fe of the

community’.



4. Indlan Community Development

For over one hundred years, natlve Indlan communitles
across Canada have suffered from unemployment, alcoholism,
family breakdown, imprisonment, lnadequate housing, low
educational achievement and health problems at rates far
exceeding the natlonal average (Canada 1983).

Since early in the century{ these conditions have helped
spawn varlous national and provinclal native groups with
mandates to lobby senior governments for increased
constltutloﬁal, legislative and funding support to Indian
organizations and communities (Duff 1964>. A more actlvist
strategy‘arose In the 1960“s and gained impetus in recent years
with a series of cross-country caravans, demonstfatlons and
sit-ins (Roberts 1979>., Both approaches have served to organize
dissent, publicize and legitimize the concerns of natlve people,
and instill a measure of raclal and cultural pride. But the
substantive lmpact‘Of political organizations and
confrontational tactics on the lives of ordlnary Indian people
and thelr communities has been limited.

A third approach to change - communlty'development - also
gained popularity in the 1960‘s and began to attract Indian
bands ln‘the 1970/s. Thls apprcocach has been guided by a renewed

sense of tradlitional values. As Roberts (1979:100) observes:



The Indlan people can take into account their own cul-
ture, which 1s analagous to the older, traditlional sense
of community, and with the conflidence that this engenders

they are better equipped to engage in development at the
community level ....

Khinduka (1979:363) also elaborates on the nature of community

development’s special appealito native people:
Community development activities, which create linkages
between various communities, can, similarly, be helpful
in improving inter-community relations. By successfully
completing even relatively inconsequential community
projects, the participants may develop a sense of compe-
tence, a new faith in their ability to overcome forces

of nature. This faith in their capacity may be very

important for people who live in small, rural areas of
traditional societies.

S. Inter-Band Cooperatlion

Much has been wrltten about close cooperative relatlons
among pre-contact aboflginal groups in the territory now known
as British Columbla. As wlith other groups of Indlgenous peoples
around the wofld, these relations were rooted in the need for
food, ‘soclability, trade and stable political 1inks.

On the coast and inland, inter-tribal cooperative behaviour
was rooted in a need to share fesources that were only
gpasmodically available in the northwestern part of the
continent (Suttles 1960; Jenness 1960; Hill-Tout 1978; Telt
1967>. This Was especia1ly the case in the interior, where food
gathering was more difficult than on the coast (Balf 1978).
Uﬁllke the present-day cooperative structures in the Nicola

Valléy, however, early manlfestations of Inter-band cooperation



were not lnstitutional in nature (Duff 1964).

The history of aboriginal peoples in British Columbia since
direct contact has been marked by the erection of social
barrlers between Whites and Indlans which have prevented the
latter from entering mainstream soclety. Combined with a deep
senge of grlevance or ‘herltage of bltterness’, these barrlers
have induced some native people and their communities to work
together for common goals. Cooperative activity has also been
supported by modern transportation and communication technology
and the perslistence of strong cultural affinitles among certain
bands (Duff 1964).

The statement that the single Indian band is usually too
small a unit to be effective was made over twenty vears ago byb
Duff (1964:105>, who adds:

The adaptation of the Indians to modern Canadian soclety

may be measured in terms of their success In adopting

political institutions to govern their local affairs and

to gain gsome measure of control over lssues which affect
Indians as a whole. '

6. Problem Statement

Wherever it i1s applled, the community development approaéh
encounters typical obstacles. People are frequently unable to
formulate thelr own ldeas for community betterment (Batten
1974)>. Oppbnents may consider its approach too radical (Alden

‘and Morgan 1974) or oppose 1ts characteristic emphasls on broad
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public participation (Littrell 1980). As well, the Intractable
nature of the very problems that stimulate community development
processes may later 1imit thelr capaclity to effect significant,
long-term change (Warren 1§69; Warren 1974; Batten 1974; Mulford
(1984). |

Communlty‘development processes may be subverted by
opportunistic individuals interested only in personal gain, or
-they may be stalled by transience (Biddle 1965>. The ideals of
community dévelopment advocates may eventually succumb to
unresolved confllict among individuals and groups (Khinduka 1979;
Littrell 1980>. To these problems is added that of accurately
assessing the ilmpact of various types of community development
initiatives (Voth 1979).

In addition to the above problems, Indian community
deveiopers confront others which are ;ore typlcal of thelr own
situation. For example, a band’s land use and economic
development schemes are often fettered by sweeping federal
government powers. Plans that have managed to circumvent
bureaucratic hurdles are usually constralned by an lnadequate
land and resource base (Read 1976; Kozey 1976).

Other limiting factors in the native community are the lack
of available vécational skills and project management abllities
(Read 1978>. Many potentially beneficlal social and economic

development initlatives are difficult to lmplement in small

Indian communities due to limited human and natural resources,
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poor division of labour and serlous skill deficlencles
(Cunnlngham 1987)>.

Because band organizational capacities are also in such
short supply, locally,trained persons often sejize employment
opportunities outside of their villages. Development planning
is also restricted by inconsistent government policies resulting
in the funding of fragmented and uncoordinated band programs
(Brodhead 1981). Funding programs oriented more to the
Individual than to the whole community, the federal government
has displayed its insensitivity to significant variation in the
needs and characteristics of Indlgn bands (Read 1978).

Inter-community cooperation 1s a valuable component of
commmunity development which may have special relevance to small
native Indian bands. Increased access to funding and technical
expertlse (Thompson and McEwen 1969, more innovatlve
problem-solving (Alken and Hage 1978), enhanced adaptability to
change and uncertainty (Hasenfeld and Tropman 1979; Mulford
1984)>, improved efficlency (Schermerhorn 1975; Wells 1984, and
greater peollitical clout (Sherif 1958> are some of the potential
benefits to be captured from building cooperative 1inkages
"between communities. |

Whatever potentlial value it may have, close formal
cooperation among bommunltles is nonetheless difficult to
achleve and maintaln. If Inter-community cooperation were less

problematic, it would likely occur more often. First, physical
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proximlty does not necessarily guarantee a productive workling
relationship among a glven set of communitles. Caplow
(1964:24), who suggests that cooperation may be more attainable
among a set of organizations than among a set of communities,’
stresses this point:

The community has some but not all the attributes of an

organization. There is a collective identity - ordina-

rily the name of the place - but that ldentity need not
imply the possibility of collective action.

Opposition to cooperation may stem from those viewing it as
an overly radical approach (Williams 1982, lnsular attitudes on
the part of local representatives (Alden and Morgan 1974), lack
6f resources to implement cooperative systems (Wells 1984) and
fear of diminlished autonomy (Mulford 1984)>, Once these hurdles
are surmounted, organlizers face the daunting task of
coordinating critical conditions at appropriate phases in their
attempts to build cooperative relations (Gray 1984).

Sherif s (1958) study of adolescents illustrates how
cooperation is fairly éaslly attained among a group of
individuals but is often exceedingly problematic among groups.
Mulford (1984> identifies the fo]lowlng barriers to establishing
and maintaining cooperative interorganizational networks:

a) participants fear loss of autonomy;
b)> participants may try to dominate the network;

¢) the government may try to dominate the network;

d) staff may have opposing ldeologies;
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e) a powerful external party may try to block a new cooperatlive
initiative; and

f)> sources of conflict may divide would-be cooperants.

Cooperation within or among communities is often
vcomblicatéd by the fact that many important local organizations
owe allegiance not to'their community or region but to larger
provincial or natlonal systems (Warren 1969).  Even where
cooperative arrangements are begun, progress may be hampered by
disproportional dependence on a particular community or
organization iIn the cooperative network (Aiken and Hage 1978) or
by poor relations and cohf]icting goals In the network (Sherif
1958).

We are reminded by Warren (1974) that the scope of
community development based on interorganizational relations is
limited by the existing power structure, and by Morgan (1957)
that cooperating communities must cautiously determine how much
independence they are prepared to relinquish for the sake of
pursuing common objectives.

The development potential in many Indlan communities is
seriously restricted by their small population - a condition
resulting in limited human resourcés, skills, lnnovative
capacities and political infiuence (Cunningham 1987). As a
point of )nterest, 166 out of Britlsh Columbia’s 195 Indlan
bands have membershlps of less than 500 persons; even so,
together these small villages comprise fully 54% of the

province’s status Indian population (Canada 1985)>.
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Community smallness precludes the capture of benefits
assoclated with economies of scale. The average Indian band has
too few people to effectively perform the productive,
distributive and consumptive functions vital to many kinds of
feaslble enterprises (Cunningham 1987).

Reduced capaclty for innovation aléo results from community.
smallness. Limited ‘critical mass’ presents difficulties in
brainstorming and sharlng experliences and knowledge - actlivities
which, glven a larger population, often lead to creative
problem-solving at thé community level (Cunningham 1987>. But
even where imaginative lideas for local change are generated,
flnanclaf drawing power from public funding agencles is often
adversely impacted by the political limitations associated with
small community size (Cunningham 1987>.

A major assumption of this paper is that strengthening
inter-band cooperative relations can help to address the many
community developmént constraints accompanying small size.
Fortunately, Indian bands possess an historical and cultural
*—fnclination to cooperate - at least informally - with one
another,

But putting cooperative theory into action in the context
of Indian communities means overcoming several obstacles.
Underdeveloped organizational competence may handicap efforts by
these communities to create effective inter-band cooperatlive

mechanlisms. Bulilding consensus within a band - not always an
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easy task - 1s necessary to undertake major initiatives such as
the establishment of close cooperative relations with
neighbouring bands. In recent yvears, Indlan people have
complained about internal factions in their villages and
Insufficient input into declislons made at the band or pan-band
level (Roberts 1979; Dosman 1972).

Community consensus on cooperation may in turn requlre‘
abandoning or altering cultural norms governling interaction
between band members and band leaders, or reconciling
long-standing disputes between families, factlions and rival
Interest groups. Cooperation among bands may be desirable for a
number of reasons but 1Is problematic among a set of communities,
each of which is wracked by internal disharmony. |

Similarly, structuring cooperative pollitical relations
among bands may involve setting aside traditional éroscrlptlons
against institutionalizing cooperative relations, or working for
the first time through the often tortuous process of reaching
consensus on problems, needs, priorities and plans. Formally
establishing pan-band organizations probably also entails
struggling to reassure band members - particularly those In
positions of political power - who fear loss of autonomy.

The obstacles to progress associated with a limited human
and physical resource base pose a serlious threat to future
development in native communities. It appears that a productive

“approach may involve fostering inter-band trust and pooling
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human and financlal resources., In theory, the cooperative
approach seems to promise at least a partial solution to fhe
community development dilemma facing small Indlan bands. In
order for bands to take full advantage of this alternative,
however, they must first learn how to overcome the many
conceptual, cultural and organizational barriérs to close
Inter-band collaboration.

This study therefore identifies for interested communities
the most important elements in the process of implementing
Inter-community cooperative planning and provides empirical

insight into strategies for overcoming difflculties in this

process.

7. Methodsg

Based on a survey of emplirical and theoretical literature
on lnterorganizational and inter-community cooperation, this
thesis identifies the elements of successful inter-band
cooperation in the Nicola Vélley. Conducted in 1986 and 1987,
on-site research conslsted of forty-one structured lnterviews
with thirty-six individuals, including four chief councillors,
four band councillors, NVIA and band staffs, and band members.
The selection of interview questions was guided by the

lliterature review.

This case study compares the Nicola Valley experience to my
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expectations for successful inter-community cooperation derived
from the literature and assesses the imp]icatloné of these
findings for cooperative community development policy and
practice.

The process of selecting lntervléwees involved a dellberate
attempt to strike a balance between those in political power,
senior and Jjunlor staff, and the general membership. Some
reséondents were elected politlclans and also employees of NVIA
or the bands. |

Politiclans and staff operating at both NVIA and band
levels were interviewed. Among the general membership, I spoke
to a range of age and iInterest groups, including those involved
in the formation of NVIA, elders, youth, business people,
ranchers and unemployed people. The ratlcnale for thls broad
approach. was to obtain a reasonably accurate representation of
prevalling knowledge and views throughout the local native
community (Appendix 1). |

The intervlew'fbfmat was deslaned around the flfteen
factors for effective inter-community cooperation derived from
the literature and lidentifijed in Chapter Two. Designed to
provide information and opinions, the survey comprised carefully
wordeq and consistently applied questions (Appendix 2). All
thirty-six interviewees were approached, except on questions
dealing with the lnitlation of cooperation; for this sectlon,

just nine persons were interviewed. In the interest of



-18-

confldentiality, no statements of fact or opinion have been
ascribed to any particular -individuals or bands,

It is Important to distinguish between two types of
questions used in the survey: first, those intended to obtain
objective, factual information, such as the scale of new housing
construction; and second, those intended to obtain oplinions,
such as views on NVIA’s effectiveness. It is primarily on the
latter type of questlon that I have based my comparison of the
Nicola Valley with the success factors generated from the
llterature. However, factual comments bearling upon community
development success are weighted as heavily as opinions. Where
respondents falled to bring up obvious and relevant facts in

their answers, I have provided this information myéelf.
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1. Introduction

The objective of this chapter is to identify from
theoretical and case study literature the determinants of
fruitful inter-community cooperation. Specifically, my aim is
to determine what community development writers identify as the
most important conditions for cooperative arrangements involving
sovereign community governments to be effectively initiated and
implemented. Factors will thus emerge as the basis of a model
for organizing or analyzing inter-community cooperative

initliatives.

2. Factors For Effective Cooperation

A review of the literature on interorganizational relations
reveals a range of factors which, to various degrees in various
situations, determine whether the goals associated with
cooperation are ultimately realized. These factors are grouped
into three broad categories: those necessary for the initiation
of cooperation, those related to the delivery of rewards to the
participants in cooperation, and those affecting the capability

of the cooperative organization itself.
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al Egcﬁg:g Important to the Initiation of Cooperation

Writers identify a number of conditiqns which must be
satisfied in order for interorganizational cooperation to be
properly initiated. Varied perspectives are reflected in
different emphases placed on six factors: crisis or threat,
mutual simlliarity and familiarity, consensus, leadership,
organizational propenslty'to cooperate, and preplanning.

1> Crisls or Threat |

Groups often cooperate In the ébsence of a negative
stimulus. However, crises or threats often act as catalysts in
bringing groups toéether. ‘In a review of interorganizational
literature, Gray (1984) concludes that crises increase the
chances for initiating inter-group cooperation. Oft-cited
stimulants of collaborative activity afe threats of negative
sanctions for failure to work together (Aldrich 1976; Henderson
and Thomas 1981) or disaster (Biddle 1965>. It is unlikely,-
however, that a cooperation-based community development process
can be sustained by a single crisis or threat. In the words of
Biddle (1965:274):

Often community development will begin as a result of a

disaster or of some other emotion-stirring event .... if

disaster-born initiative is the only motivation, the

process will be short-lived and addressed to a single

accompl ishment. OQOur experience with many contrasting

populations leads us to belleve that the frustrations and

the hopes for betterment accumulated from crises of the

past are a sounder basis for progress.

Crucial turning points, such as a government decision to



-21-

withdraw support to a group of organizations, a takeover by a
rival group, br a tragedy induced by long-term deprivation,
often compel groups to cooperate (Biddle 1965). 1In the case of
southern Alberta, a persistent worsening trend in the rural
economy ignited close cooperation among ten small towns (Bodmer
- 1980>. Similar concerns’motivated three municipalities in
Vancouver‘s North Shore (Kellas 1987; Coriolis Consulting
Corporation and Nemtin Consultants 1987>. Commonly, the crisis
which provokes cooperation is the last In a series of incidents

impacting negatively on the affected groups.

1) Mutual Simzlgglﬁx and Familiacity

Scholars debate the links between interorganizational
similarity and cooperative interaction. Some claim that alike
groups are moré likely to cooperate with each other and view
such comparative properties as function, structure, amount and
availability of resources, size, compatablility of philosophies
and degree of brofessionalism as opportunities for initiating
cooperation (Mul ford 1984>.

Others stress comparative properties such as values (Gray
1984>, geographical proximity (Schermerhorn 1975; Gray 1984),
enemies (Sherif 1958), organizational target (Akinbode and Clark
1976; Henderson and Thomas 19813, or relative'weakness (Mul ford
1984; Johnson and Tropman 1979>. Kropotkin (1955) finds that

solidarity in a confederation of forty-six Siberian tribes was
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strengthened by a common cultural background.

- On the other side of this debate are scholars claiming that
similar groups are more prone to compete with each other and
that the original stimuius for cooperative behaviour is more
likely to be found among groups with different goals and
complementary resources (Evan 1965; Aiken and Hage 1978).

It is likely that local circumstances dictate whether
grcups cooperate with their peers or with other types of groups.
That is, alike groups collaborafe 1 £f they'antlcipate benefits
from pooling supplementary resources to achicve common goals,
and otherwise unrelated groups come together if they anticipate
benefits from pooling complementary resources to achieve
coincidental goals (Rondonelli 1975).

To launch successful cooperative programs, potential
cooperators should hold some degree of mutual familiarity.
Cooperation is more effectively initiated when relations among
groups are structured in favour of frequent and long-lasting
liaisons, especially when those groups share common
geographical, cultural and institutional characteristics

(Axelrod 1984; Mul ford 1984).

iii> Consensus

To initiate strong cooberative relations, potential
col laborators should formally acknowledge to each other that

they recognize common problems, programs, clienteles, functions
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and goals. Cooperation is also more likely to be initiated if
1t engages precisely that set of organizations affected by the
‘problem or issue which joint actlion is supposedly addressing
(Akinbode and Clark 1976; Gray 1984).

Rondonelli’s (1975) study of regional development policy
making by several Pennsylvania communities indicates that the
foundattgn for consensus is a minimal amount of either symbiotic
interdependence based on complementary differentiation or
commensal interdependence based on interaction among groups
performing similar or supplementary functions.

Consensus may occur either within a community in which a
set of linked groups function or within a region containing a
group of communities. However, geographical parameters may not
be the critical factor in consensus-building; for example, a
group of wfdely dispersed communities may cooperate due to
shared cultural or political values. In the more spatially
confined environment of Jamestown, New York, two rivaliing ’
subcommunities - labour and management - responded to economic
decline by recognizing a shared concern - the local economy -
and cooperated Ln its interest by establishing a jolnt committee
to attract local business (Williams 1982).

Vancouver’s North Shore initiative cited above arose out of
inter-community consensus based on shared recognition of common
economic opportunities and constraints (Kellas 1987; Coriolis

Consulting Corporation and Nemtin Consultants 1987).
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iv) Leadershlp

Lack of organizational leadership inhibits the onset of
interorganizational cooperation. The initial decision to
participate in cooperative enterprise is invariably leff to
leaders with the vision to recognize that the potential benefits
of cooperation exceed its anticipated costs (Gray 1984).

In their stud? of collaboration among American\gpvernment
agencies, Akinbode and Clark (1976:112) suggest two other
leadership attributes: charisma and a sense of local control.

.. most of the cooperative efforts were facilitated by
dynamic and democratic leadership, while competition and
conflicts were attributed to changes in leadership style
and centralized administrative practice.

The decision to cooperate requires vision and imagination -
qualities geﬁeral]y ascribed to effective leaders. In the case
bf Jamestown, New York, the joint committee was organized not by
the two principle antagonists but by the mayor of the larger
community (Willlams 1982).

Sometimes cooperative leadership is provided not py those
in formal positions of authority but by those whose concerns may
bear oﬁiy partial resemblance to the ultimate form and mandate
of the joint initiative. For example, cooperation on
Vaﬁcouver’s North Shore originated with professionals and laymen

concerned with the issue of unemployed youth (Kellas 1987;

Coriolis Consulting Corporation and Nemtin Consultants 1987).



-25-

The liklihood of an organization entering into cooperative
relations with other groups has been shown to be partly
dependent on whefher it views itself as a é]osed or open system
with respect to its environment (Mulford 1984; Hasenfeld and
Tropman 1979). Schermerhorn (1975:850) writes:

To the extent organizational boundaries are open or per-

meable vis-a-vis the external environment, interorgani-

zational cooperation becomes more likely as an element

in an organization’s behavioral repertoire.

From their research on sixteen welfare agencies in a large
American city, Akinbode and Clark (1976) note that |
organizational openness - or more fregquent and intense
interaction with the environmeﬁt - 1s congruent with an
appreciation of interdependence with other organizations.

To commence an effective cooperative process, potential
barticipants require more than an open attitude; a minimum
degree of intra-group competence is also essential (Akinbode and
Clark 1976>. That is, the extent and manner by which a group
.ihitiafes cooperative relations with its neighbours depends
partly on its own internal attributes, such as cooperative norms
and.structures.(Schermerhorn 1975> or purpose, operations and
competence (Stogdil] 1962).

Groups should therefore possess latent resources to explore

ways of initiating and building cooperation. Organizational

boundary-spanning and environment-scanning capaqltles are
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extremely important to this process (Schermerhorn 1975). Gans
(1962) points to the lack of interorganizational abllities among
varlious subqommunities living and working in a Boston inner-city
neighbourhood as a key factor in the neighbourhocod’s failure to

prevent its own demolition by city developers.

vi) Preliminary Planning

By ensuring that potential cooperators fully understand and
agree on the goals of joint effort, the roles of each
particlipant, ways of reducing risks and the distribution of
cooperation’s rewards, proper planning In the early stages
increases the liklihood that they will be induced to cooperate.
Potential cooperators need reassurance that measures will be put
in place to correct the possible Qnequal distribution of
rewards. This can be dpne by altering the participants’ input
to more closely match anticipated rewards or by making the
reward distribution system as equitable as possible.

Cooperatlon is also more likely when mechanisms are set up to
mitigate the increased risks accompahying cooperation (Low 1979;
Nelson et al. 1960).

Careful planning during the formal initiation of
cooperation can establish penalties restraining potential
violators of cooperative agreements, distribute appropriate
rewards to cooperants, and reduce risks to‘a manageable level

(Low 1979>. Eatly planning offers to groups apprehensive about
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cooperation some addltlonal incentives to enter lnto formal
col laboratlive arrangements.
__Akinbode and Clark (1976:100) expand on the need to protect

. a measure of each organization’s autonomy when organizing
cooperative undertakings:

Partial ihterdependence among organizations is another

necegsary condition for interorganizational cooperation

to fluorish. The interdependence should be partial to

the extent that no one organization controls all the
input and output of another agency within the system.

b> Factors Related to Reward Dellvery

Not surprisingly, writings on interorganizational
. cooperation indicate that grbups cooperate out of self-interest.
Whefe the factors noted above have interacted to initiate a
cooperative arrangement, each new member group tries to ensure
that its own interests are being furthered by the capfure of
certain types of rewards. If i1ts ongoing monltoring process
reveals a failure to capture these rewards, the group is likely
to disengage itself from continued cooperative lnvolvemenf.

To be vlablé in the long term, therefore, a cooperative
undertaking.should be perceived by each of its groups as meeting
needs identified by certain group-determined criteria.
Organizations assess the net worth of their Joint ventures by
engaging in formal measurement procedures or by more
subjectively relying on general opinion. This literature survey

reveals that a given group evaluates its cooperative
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participation according to how well it enhances its own resource
acquisition, adaptability, efficiency, and goal achievement.

1) Resource Acauisition

A group is motivated to work with other groups only when it
believes that the benefits of doing so exceed.the costs (CGray
1984; Van de Ven and Walker 1984; Perrucci and Pilisuk 1970).
Its main concern is to further its own mandate, which is always
dependent on the availability of resources such as money,
information, speclal skills, clients, labour or access to
certain markets. Organizations confronted with resource
shortages will thus look to the cooperative body to ‘deliver the
goods’. Levine and White (1969:120) explain:

Theoretically, ... were all the essential elements in

infinite supply there would be little need for organi-

zational interaction and for subscription to co-opera-

tion as an ideal.

In their analysis of sixteen social welfare and health
agencies in a large American city, Ailken and Hage (1978)
describe how groups were able to access essential additional
resoﬁrces by engaging In Joint programs. The North Shore’s
Economic Development Advisory Committee exemplifies how
communities can cooperate in attracting more markets and
providing new employment opportunities (Kellas 1987; Coriolis

Consulting Corporation and Nemtin Consultants 1987).
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11> Adaptability

Community development llteraturé referé to the turbulent
and uncertain environment within which post-industrial
communities and community groups must function. Technology
édvances, laws change, public policy is subject to political
expediency, economic opportunities fluctuate and plans are
continually redrawn. These currents of change are so prevalent
and pervasive that institutions increasingly perceive themselves
as being unable to adapt (Schon 1971). Greater adaptability
depends on reducing organizational uncertainty caused by rapid
change. This is posslible through the promotion of exchange
relations among groups (Cook 1977)'and organizational staff
(Aiken and Hage 1968). - In part, cooperative networks are thus
evaluated by their member organizations according to the degree
of increased adaptability to change which they provide.

From their research, Emery and Trist (1973:178) conclude
that only by forsaking traditional ‘closed-system thinking’ in
favour of an adaptive, more open approach c¢an groups
realistically hope to effectively solve their problems:

Growing up ... is the conversion of dependence into

inter-dependence. Capacity for inter-dependence will

carry an ever higher premium in the post-industrial soci-
ety, given that higher levels of complexity and uncer-
tainty can only be met by the greater adaptive resources
brought into being by self-regulatory collaborative
endeavour. :

Centrally assisted local cooperation enabled nine villages

in the Codroy Valley of Newfoundland to adapt effectively by
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turning an uncertain economic future into a promising one
(Wismer and Pell 1981).
ili> Efficiency

Writers such as Mulford (1984)> and Hall et al. (1977
comment on the value of coordination among cooperating
organizations and communities in streamlining the community
development process. If groups are overprotective of their
mandate and clientele, the outcome is often wasteful duplication
of community resources.
| Schermerhorn’s (1975) study of social service agencies
identifies efficiency benefits to coordination, which was
identified by Hall et al. (1977) as a key dimension of
cooperation. These include increased resource utilization,
improvéd community capacities and reduced duplication of
services. In complex situations, a coordinative mechanism may
be required to facilitate organizational interaction (Hasenfeld
and Tfopman, 1979>. However, Nelson et al. (1960> caution
against over-reliance on formal coordinative institutions and
urge organizations to cooperate informally as much as possible.

Morgan (1957> envisions community federations, whereby
towns or cities share recreational, medical, educational and
fire-fighting facilities. The above-mentioned case study in
rural Alberta illustrate communities efficiently sharing
complementary resources such as recreation facilities,

government programs and professional-technical services (Bodmer
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19805 .
lv) Goal Achievement

The need for communities and organizations to collaborate
in the pursuit of common goals is especially acute when they
are confronted by a common, powerful adversary. Sillis (1975)
draws this conclusion after comparing the success of groups
which cooperéted in countering external threats with that of
groups acting alone. The fallgre of Boston’s West End residents
to cooperate on plans to thwart a development plan led to the
destruction of their community (Gans 1962).

Cooperation also helps organizations or communities attain
superordinate goals (Sherif 1958; Miller 1958). Sherif (1958)
defines ‘superordinate goals’ as those which can only be solved
by Jjoint effort. These kinds of goals are also termed _
‘indivisible problems’ by Gray (1984)> and Aldrich (1976>, or
‘meta-problems’ by Emery and Trist (1973)>. From the
organization’s standpoint, the degree to which these types of
goals can be realized through joint effort will determine the
usefulness and long-term survival of the cooperative
arrangement.

From their study of British medical, correctional and
educational organizations, Emery and Trist (1973) conclude that
communities increasingly recognize the interrelatedness of
difficult problems and will settle for nothing less than a

comprehensive approach involving everyone with a stake in
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resolving them. In the North Shore and Jamestown examples cited
above, the operative superordinate goal engaging Jjoint effort is
a healthy local economy (Kellas 1987; Corlolis Consulting

Corporation and Nemtin Consultants 1987; Williams 1982).

¢) Factorg Affecting the Capabijility of the Cooperative

Organization

The literature on interorganizational relations indicates
that ultimate success in cooperation is closely tied to the
attributes of the cooperative organization itself and the people
behind that organization. Theorists argue that in order for the
organization to gain credibility in the eyes of its constituents
and establish its an identity and sense of purpose, it must
conform to certain self-imposed standards of effectiveness and
efficiency. Imbulng the organization with collective purpose
and moméntum. this pbocess is facilitated by an ability to build
commi tment, plan and promote harmonious relations, monitor and
manipuléte environmental change, exploit common geocgraphical and
cultural attributes, and deal effectlvely with problems and
threats.

1> Building Commitment

While acknowledging that the interests and activities of
cooperating parties cannot always coincide, writers insist that
Joint enterprise is sustained by a minimuh level of commitment

to cooperation. A cooperative ‘chain’ is only as strong as its
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weakest link. The Jjoint agreement must generate a minimum level
of commitment by enlisting participants who appreciate the
importance of building a sense of purpose and honouring formal
agreemenfs (Gray 1984; Stogdill 1962>. Closely associated with
commitment is emotlional zeal, which Goodenough (1968) cites as a
key factor in implementing cooperative community development
plans. Another vital ingredient in building commitment based on
interdependence is lnter—groué trust (Emery and Trist 1973).

The signiflcance of commitment to overall success is
illustrated by the North Shore Economic Development Advisory
Committee, one of whose member municipalities compromised the
success of a proposed regioné] study by refusing to participate

(Kellas 1987>.

11> Planning

In any given region, the requirements for maintaining
cooperation may not be present, or their deficlency may
seriously impede cooperative processes. This point is amply
demonstrated in Alden.and'Morgan's (1974> analysis of futile
attempts to bring together Jjealous and insular local authorities
in Wales and explains the need to proactively work for
cooperation (Mul ford 1984; Hasenfeld and Tropman 1979).

Planning has been shown to be essential to the long-term
viability of any collaborative undertaking. It is thus

important not only in initiating cooperation, but in maintaining
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and consolidating it as well. Hasenfeld and Tropman (1979) and
Mulford (1984) hold that planners or those fulfilling a planning
function must be able to diagnose certain issues as
interofganizaﬁional in nature, develop}and implement appropriate
interorganlzatlonél responses to them and proactively encourage
positive inter-group relations on an ongoing basis.

Some writers envision planners ffom.differént commuﬁities
integrating their efforts, contending that the application of
interorganizational relations (IOR)> theory to community
development problems should shift its orientation away from
" single organlzations and toward whole communitlies (Ryan 1984;
Wells 1984; Emery and Trist 1973>. Boundary-spanning capacities
are thus important in both initiating and maintaining
cooperative arrangements.

Gray’s (1984) process model of creating and sustaining
interorganizational domains identifies the need to consciously
satisfy certain conditions at each of three sequential phases:
problem-setting, direction-setting and structuring. In the
problem-setting phase, consensus is reached on joint problems
and the groups having a stake in resolving them. The direction-
setting phase introduces a sense of common values and purpose,
and maintains an appropriate power balance among participants.
Williams (1982) describes ‘search conferenciﬁg’ - a valuable
direction-setting technique involving participants in a |

three—day process of defining shared goals. Successfully



-35-

working through these stages and activities requires a planning
capability.

In the structuring phase, stakeholders realize a need to
manage their interactions more systematically. Planning
abilities are thus required to develop Joint recognition of a
high degree of interdependence, redirect resources, closely
monitor stakeholder activities and reallocate power within the

network of groups (Gray 1984).

111> Environmental Management

In many instances, organizations cooperate in response to
external pressureé of support (Gray 1984; Schermerhorn 1975).
It is therefore important that they keep abreast of government
policy changes, market trends and other exogenous influences.
If it is sufficiently attuned to its environment, a cooperative
organization significanfly improves its chances of creatively
manibulating events in order fo ensure that lts own internal
agreeements are effectively carried out (Gray 1984>. A
boundary-spanning perspective is thus an important attribute not
only of organizations contemplating cooperation in the
initiation phase, but of the interorganizational network itself.

Coopérating oréanizations and communities will not always
feel obliged to solicit the support of institutions outside
their own sphere of influence. Solicited or not, however,

external support may prove crucial to the léng—term viability of
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the cooperative plan. For example, limlted government
lntérference Is cited as a vltai factor in the success of inter-
community cooperative planning in rural Alberta (Bodmer 1980).
Successful environmental management thus entails lobbying

capabilities.

lv)> Common Geography and Culture

An interesting debate centers on geography’s significance
in cooperation._ Some writers deny an automatic correlation
between physical proximity and collaborative arrangements
(Caplow 1964; Alden and Morgan 1974)>. HoweQer, geographic
pfoximity can be an important factor in maintaining, as well as
initiating, healthy cooperative relations among groups (Bodmer
1980; Wismer and Pell 1981; Kellas 1987; Coriolis Consulting
Corporation and Nemtin Consultants 1987>. It avoids the high
cost of meetings among geographically dispersed partners and
enhances the liklihood of a high degree of continuing
interdependence (Schermerhorn 1975; Gray 1984). |

Common culture can strengthen and maintain co-action among
communities. Strong sentiments of ethnic unity helped hold
together a confederation of Siberian tribes over a long perijiod
of time (Kropotkin 1955). Other dimensions of cultural
similarity, such as rural lifestyle (Axelrod 1984; Khinduka
1979) or disadvantaged economic conditions (Johnson and Tropman

1979) can be equally effective stimulants to ongoing
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cooperation.

In cases involving two opposing ‘cultures’ such as labour and
management in Jamestown, New York, the intent of cooperation was
to harness the dynamics of conflict in the interest of the
broader community (Williams 1982). On the other hand, the
Alberta and Newfoundland examples show how poverty among rural
villages can provide a strong foundation for productive and
durable inter-community cooperation (Bodmer 1980; Wismer and

Pell 1981).

v) Problem-Solving Capacity

In Chapter One, the following barriers to establishing
interorganizational cooperation were identified: domination by a
participant or the government, fear of diminished autonomy,
intervention by an external party, ideological differences and
sources of conflict among potential participants. These
obstacles may emerge at different stages in the process of_
'bulldfng cooperatlﬁe relations - some at more than one gstage
(Mul ford 1984).

Once cooperatlve processes begin to become consolidated,
other problems may arise. Henderson and Thomas (1981) note
cooperative representatives compromising time commitments to
their own groups, or latent divisions emerging in newly
federated structures which threaten to weaken the network’s.

posltioh relative to the rest of society.
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Cooperative agencies should be capable of dealing
effectively with these problems. Rondonelli (1975> values the
peacemaking role of the coordinative planner, who reconciles
gserious inter-group differences, cqntinua1ly searches for
compromises and bases for exchange, and counters threats to
inter-community stability. Alldred (1976) suggests that
planners. can turn potentially divisive conflict into ‘creative
dissidenqe’. Planners and others can more effectively deal with
obstacles to inter-community cooperation by consciously applying
interorganizationa) cooperative theory to community development
problems (Wells 1984; Alden and'Morgan 1974; Mulford 1984).,

Community citizens need to understand that fruitful inter-
community cooperation, like community development itself, hinges
on successfully working through a planning process conslsting of
a number of sequential stages. A minimal planning capabllity is
therefore required to agssist communities through each stage and

to counter anticipated threats to lnter—communit? harmony.

3. Summary

Inter-community cooperation is a potentially valuable
approach to community development. Its successful implementation
depends on the interaction of fifteen key factors derived from
the literature. These factors can be organized into a planning

process for initlating, implementing and maintaining productive



-39

inter-community cooperation.

Grouped into three broad categories, the factors relate to each
other as part of a process. That is, establishing successful -
inter-community cooperation involves working through a sequence
of goals and related tasks. Deliberate planning in the
formative stages of cooperafion capitalizes on certain key
community characteristics and qualities essential.to initiating
Joint effort; and lays the groundwork for each coﬁmunity to
captufe'an acceptable measure of rewards. This process implies
a close relationship between the first two categories of factors
- thoge relating to initiation and reward delivery.

Cooperative momentum generated by the capture of rewards is
sustained only by a conscious effort to build and maintain
commitment to cooperation, an ability to design cooperative
solutions to common problems and a willingness to overcome
obstacles associated with internal conflict, dissatisfaction
with power relationships and fears of lost autonomy. In this
way, the capablilities and gqualities of the cooperative
organization itself - factors comprising the third category -
detgrmine whether the goals identified in the initiation of
cooperation are realized effectively over time. The fifteen
factors therefore do not stand on their own but relate to each
other both causally and sequentially. They are listed below in

-terms of the three major categories.
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a) To initlate cooperative processes, communities usually:
i) respond to a ¢risis or external threat;
il)> hold some degree of mutual similarity and familiarity;

iii> achleve consensus on common problems and the communi-
ties affected by them;

iv) have leaders with vision and imaginatlion;

v demonstrate, through their openness, functions,

operations and competence, a propensity to cooperate
with other communities; and

vi) engage in deliberate preliminary planning to ensure
that potential participants understand the purpose of
cooperation, the roles they will play in it, the
relatlionship between input and reward, and ways of
minimizing risk.

b)> To gain credibility, an inter-community cooperative
organization usually delivers certain rewards to its
members, including increased:

i> access to resources such as money, information, and
technical-professional skills; '

il adaptabillty to rapid change in government policy,
economic conditions and other external influences;

1ii) efficiency in the use of social and educational ser-
vices, community facilities and speclial skills; and

iv) abillities in achieving common development goals.

¢) To maintaln its own momentum and sense of purpose, an inter-
community cooperative organization usuaily: '

1> ensures a high level of commitment among its staff and
member communities by instilling a sense of mission
and cobligation to honour formal agreements based on
inter-community trust and emotional zeal;
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1i> has a planning capability to proactively promote
positive inter-community relations, find inter-commu-
nity approaches to common issues, satisfy necessary
conditions at specified phases of bullding coopera-
tion;

iii) monitors and manages change in its external environ-’
ment in order to ensure that its own internal
arrangements are implemented;

iv) involves participants who share common geographical,
cultural and economic circumstances; and

v)v is capable of dealing with threats to its existence
related to internal conflict and overextended communi-
ty representatives by reaching compromise and appyling
interorganizational relations theory to community
development problems. :

Some of tﬂe above factors are repeated in the process. For
example, boundary-spanning capacities are critical in both the
initiatlion of cooperation and in the ongoing effectiveness of
the cooperative organization itself. The same applies with
planning and a common geography-culture.

As noted briefly above, some factors are not crucial to
auccessful Inter-communlty cooperation in every instance. For
example, the presence of a crisis or threat is not always
essential to the initiation of cooperation, although in some
cases it is more important than any other factor. Second,
common geographical or cultural features are not always
required, butAif present they facilitate the initiation and
- maintenance of joint endeavour and are positively correlated
with deeper and broader forms of cooperation.

Attention now turns to cooperative community development

among the five Indian bands of the Nicola Valley and the degree
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to which it conforms to the above conditions of success,



1. t U on

This chapter offers insight into cooperative community
development among the five Indian bands of the Nicola Valley.
It compares the case study against the determinants for inter-
community cooperatl?e success identified from the literature in
the last chapter. Data utilized for this assessment were
gathered through personal interviews conducted in the Nicola
Valley over a gwo-day period in February of 1986 and a twelve-
day period in May of 1987. |

Background information on the valley’s location, geograpﬁy,
history, demography and economy is ;ntroduced. Most of the
chapter examines the Nicola Valley case in terms of the three
categorles of success factors established at the end of Chapter
Two: initiation, reward delivery and capabilities of the

cooperative body.

2. Backaround Information

This éection briefly outlines the geography, history,
demography and economy of the Nicola Valley.
a) Location and Geodaraphy

The Nicola Valley is located in the center of the Thompson

Plateau of British Columbia‘’s southern interior (Figure 2).
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Merritt, the geographical and commercial heart of the valley, is
situated two hundred sixty kilometers northeast of Vancouver and
ninety-three kilometers south of Kamloops. Surrounding this
city of 6,500 are twenty-five Indian reserves controlled by the
five case study bands. Reserves controlled by four of the bands
straddle or are adjacent to the Nicola River; those belonging to
the Coldwater Band are located in the valley of the Coldwater

- River, the Nicola River’s chief tributary.

The lower Nicola Valley features fairly steep terrain and
affords limited pasture land, but most of the valley is a broad
‘flood plain bounded by rolling hills. Grasslands predominate in
extensive areas near the river and lower hills, while pine and
Douglas Fir dot the upper slopeé of the valley. The climate is

continental and semi-arid (Shewchuk 1981).

b> Ethnoloay and History

Thé earliest aboriginals of the Nicola Valley were
Athapascan-speaking peoples who were absorbed in the early 1%9th
Century by the Nicola—Thompson and the Upper Okanagan, two
- sub-branches of the Interlor Salish (Telt 1967). The Interior
Salish are composed of four major language.grouplngs: the
Shuswap, Lillooet, Okanagan and Thompson. The Upper Nicola Band
is one of four bands in the Upper Okanagan subgroup, which is
one-of three lingulistic branches of the Okanagan. The other

four case study bands'belong to the Nicola-Thompson subgroup of
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the Upper Thompson, which is one of two branches of.the Thompson
(Duff 1964>.

Human presence in the valley dates back 5,000 years or more
(Fox and Lean‘1985). A semi-nomadic lifestyle was practiced by
the valley’s pre-contact peoples, whose social unit was the
‘band’ - an uneasy alliance of families or kin groups related by
blood and marriage (Jenness 1960). Each band was a village
community governed by an hereditary chief who enlisted the
support of an elder’s council. Trade, sociability, food
gathering, hunting and war-making were the basis for intertribal
cooperation (Hill-Tout 1978; Balf 1978).

Increased intertribal commerce resulted from the fur trade,
chénging native life in the Nicola Valley from 1813 to 1858.
During this period, thé Indians’ settlements became more
permanent and their tradltionaj independence, dignity and
lifestyle began to break down (Wyatt 1972; Wooliams 1979>. The
White Influence intensified after 1858 with the influx of
packers on their way to the gold fields, the arrival of the
first permanent settlers, a major smallpox epidemic and the
relegation of the Indians to new reserve lands (Fox and Lean
1985; Balf 1978; Wooliams 1979).

The late 19th Century witnessed the erosion of traditional
hunting and fishing rights in the valley, the introduction of
farmihg and ranching to the native people and the construction

of new rbads bringing in more settlers. A new rail link



~47-

stimulated further economic growth after 1916, particularly in

coal mining (Shewchuk 1981).

¢> Demoaraphy and Reserve Lands

The Nicola Valley’s native population declined drastically
to a low of 250 in 1927 but has since climbed to total over
2,800 people (Fox and Lean 1985)>. The valley is now home to
about 12,000 people. Lower Nicola and Collettville are bedroom
communitlies near Merritt, while the remainder of the rural
population reside on area ranches, rural residential areas,
lakefront lots at Nicola Lake and Indian reserves (Shewchuk
19815 |

With twelve settlements on twenty-five reserves (Figure 3),
the five bands have a total membership of 1,499 (Canada 1986).
The reserves are also home to an additional 350 people who are
either members of other bands or non-status Indians. Another
1,000 Indians live in the valley off-reserve. Thus about 3,000
péople, or one-quarter of the total valley population, claim
native descent (Weir 1985>. Due to Bill C-31 - federal
legislation ending discriminatory laws which removed the status
of Indian women and others - potential membership in the five
bands is 2,300,‘an increase of 53% over present numbers.

Table I on the following page presents demographic and
reserve land data for the five bands of the Nicola Valley

(Canada 1986; Canada 1985).
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Table I - NVIA Member Bands: 1986 Membership, Number of Reserves
and Area of Reserves

BAND MEMBERSHIP NO. OF RESERVES  TOTAL AREA (HA.)
Coldwater 359 3 2498.9
Lower Nicola 438 9 7096.3
Nooaitch 112 2 1693.4
Shackan 93 3 3873.7
Upper Nicola 497 8 12503.1
TOTAL 1499 25 27665.4

d> Econom

Agriculture, a stabilizing factor in the valley economy,
consists of a few.large_ranches and smaller farm units. Of 107
farms in the valley in 19?9, 57 were on Indian reserve lands.
However, less than one-third of all valley farms had annual
sales exceeding $5,000 (Fok and Lean 1985; Cambrit Consulting
1985).

Coal mining waned after World War Two and wés replaced by
copper mining in the nearby Highland Valley, where three mines
employ 700 workers. Logging activity and sawmi]liﬁg make the
forest industry the most important employer and income generator
in the valley (Shewchuk 1981; Cleasby 1958).

Drawing on excellent scenery, climate and sport fishing,
the local tourist industry has contributed to steady economic
growth in the valley.. When completed, the Coquihalla Highway is
expected to sfimulate tourism, light manufacturing and the
trucking-distribution business (Weir 1985).

To date, native people have participated minimally in the
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mining and tourism industries, but many work in the forestry

sector as labourers, equipment operators, and logging-

silviculture contractoré (Merritt and District Chamber of

Commerce 1985).

Analysis of the Nicola Valley divided into three parts,

each addressing a broad category of factors found in the

literature and relating to inter-community cooperation. The

three categories are initiation, reward delivery and capability

ofAthe cooperative body.

Statement:

Communities involved in successful cooperation
usually respond to a crisgsis or external threat,
hold some degree of similarity and familiarity,
reach consensus on common problems, have leaders
with vision and imagination, have a propensity
to cooperate with their neighbours, and carry
out preliminary planning to develop joint agree-
ment on the purpose of the cooperative organiza-
tion, participants’ roles in it, and mechanisms
to ensure that cooperation’s rewards are matched
to particpants’ input and its risks minimized.

Data on initial conditions were gathered by interviewing

nine persons with intimate knowledge of the period leading up to

the formation of NVIA. The interviewees include three chief

councillors, two senior NVIA staff (one of whom is a chief

councillor), four elders and one former chief councillor.
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i) Crisis o t

Everyone in the interview sample responded in the
‘affirmative when asked whether some sort of crisis or external
threat motivated the five bands to beQin working together.
Interview sessions revealed that by about 1965, leaders and
other concerned citizens were beginning to recognize and discuss
their bands as being in a crisis situation due to high
unemployment, heavy reliance on social assistance and shorf—term
employment programs, minimal government encouragement and, most
seriously, depressed citizen interest and involvement in local
affairs.

Concern was expressed at band meetings about.the loss of
traditional village unity and its threat to the bands’ future as
viable communities. Clearly recognized was the need for unity
within each band and among the five bands to deal with this
threat, which was perceived to originate more directly from

internal apathy and disunity than from external influences.

ii> Mutual Similarity and Familiarity

When questiohed on the role of similarity and familiarity
among the five bands in prompting cooperative activity, all nine
respondents replied that it was a key factor. Elders referred
to a long Bistory of feasts, meetings and other ihter—vil]agé
social functions, some even involving bands outside the valley.

Ongoing, especially close relations among the five bands were
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tied to intermarriage, proximity and shared cultural
characteristics.

All respondents claimed that these dimensions of inter-
village similarity and familiarity facilitated initial informal
attempts at inter-band cocperation. They also cited cloée
geographical, historical and social ties between Upper Nicola
Band, whose members speak the Okanagan tongue, and the four
Thompson-speaking bands.

Other relevant aspects of inter-band similarity not noted
in interviews were size, financial resources and organizational
structure. Although in the mid 1960’s two of the bands were
each about five times as large as each of the two smallest
bands, all had populations under 400 and limited accesé to
funding essential to the realization of many community goals.
Except for Shackan Band with its hereditary system, the bands
"were led by elected councils. Band funding was administered
totally by the Department of Indian and Northern Affairs Canada

(INACS.

111> Consensus

When asked if the bands harnessed consensus to organize
NVIA, all nine réspondents agreed that formal agreement on
common problems and the communities affected by them was a
prerequisite to establishing NVIA in 1973. Five respondents

noted that about eight vears earlier, people from the five bands
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had already begun to discuss common prbb]ems such as apathy,
dependence and lack of community involvement. They cited this
recognition of common plight as contributing to subsequent
informal cooperative attempts to deal with these problems.
wa_respondents volunteered the opinion that there was an
unstated recognition of a degree of interdependence among the
five bands. That is, in their view there was and still is a
common understanding that important actions taken by or upon one

band usually create rebercussions throughout the valley.

iv> Leadershlp

Respondents were asked about the role of leadership.
Invariably, bold, imaginative and persistent leadership was
cited as the primary motivating factor in the initiation of
inter-band cooperative activities in the Nicola Valley.
Interestingly, six individuals pointed out that cooperative
leadership did not flow entirely from chief councillors, band
councillors or others in formal positions of authopity. They
praised ordinary band members forbhelping to develop and
coordinate informal, area-wide strategies to solve problems
shared by the five bands.

Six respondents revealed that in the interest of
resurrecting traditional community strength, the leaders of the
1960“s promoted informal cooperative strateglies among the bands.

They sensed that by working together, the five communitles could
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accomplish more than they could be working alone. Those who
later lobbied for a mbre'structured form of cooperation realized
that local programs administered by INAC on behalf of the bands
could be édminlstered equally well - and probably better - by
the Indian people themselves.

The advocates of forma] cooperation initially encountered
some resistance and were sometimes physically evicted from band
- meetings. They were encountering fears of diminished autonomy
and the effects of long-standing inter-band conflicts
originating primarily from a few cases of interpersonal
hostility. However, the vision and persistence of this cofe of

activists resulted eventually in the formation of NVIA in 1973.

v) Or

Only seven of the nine respondents felt themselves able to
provide knowledgeable answers when questioned about the
contribution of the five bands’ boundary-spanning and
environment-scanning propensities to the introduétion of formal
cooperation. The seven agreed that these gqualities were
important in establishing cooperation in the valley, indicating
that leaders demonstrated these community attributes by
organizing two successful regional training programs in life
skills and driving.

As indicated above, many villagers reéognized strong social

and cultural ties among the flve bands. Responses indicate that
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at least within the immediate environment of the valley, members
of a given band viewed their community as an ‘open system’.
However, there was no pre-existing cultural foundation for
institutionalized fbrms of inter-band cooperation - something
finally ratified by the five band councils following a bold and
unprecendented decision.

Four interviewees revealed that some leaders looked beyond
valley borders to improve themselves and their communities.
Séme became involved in the Union of B.C. Indian Chiefs’ protest
agalnst the federal government’s controversial White Paper in
1969. Four future chiefs upgraded personai skills outside the
valley, two obtaining university degrees and two others opting
‘for practical training in the army. Two respondents noted that
tendencies'toward cooperatipn were further strengthened by
commonalities in the purpose, structure and operations of the

five bands’ political and administrative systems.

vi> Preliminacy Planning

The nine respondents were questioned about the role of
preliminary planning - that is, deliberately reaching agreement
on the precise goals of joint effort, the specific roles of
participant bands, and ways of minimizing risks and ensuring
fair distribution of the rewards of cooperation - in helping to
initiate cooperation. Their answers indicate that preliminary

planning - as defined above - was not carried out in the months
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preceding the formation of NVIA. During that period, little
appears to have been done to reassure bands apprehensive about
the risks assoclated with cooperation.

All respondents indicated that when the bands were in the
process of forming NVIA, concerns surfaced about autonomy, risk
and reward, at least to some extent. While four stated that
autonomy issues were satisfactorily addressed prior to setting
up NVIA, five others méintained that much more work should have
been done in the early stages to ensure that bands would not
later be placed in vulnerable positions by other bands acting
irresponsibly. They stated that the autonomy of some member
bands had been compromised by 6ther bands’ irresponsible
spending behaviour. Six respondents said that better planning
in NVIA’s formative months might well have vielded a fairer
allocation of voting power - one which would not have left the
three smallést bands in a minority votingvposition.

It must be polnted out, however, that many funding- and
power-related problems which arose years later were likely not
foreseen in 1973. To be sure, af that time relativel§ few band
resources were at stake and there was nowhere in the province an
inter-band cooperative model to inform the preliminary planning
process.

One may argue that more intensive and comprehensive
planning in NVIA“s formative period would have helped the bands

avoid problems which surfaced years later. However, it is
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obvious that the planning process engaged in 1973 sufficed to
initiate formal cooperation. At that time, cooperative goals
were articulated in rather non—spebific terms. For example,
five respondents referred to leaders emphasizing NVIA’s future
role in advancing the well-being of native people in the valley
or in consolidating community-based development and change.
Clearly, these generalized planning discussions provided the

impetus for a decision to cooperate formally in 1973.

b> Factorg Related to Reward Delijvery

Statement: To gain credibility with their member communi-
ties, inter-community cooperative organizations
usually deliver certain rewards to their mem-
bers, including increased: access to different
types of resources essential to their goals,
adaptability to rapid change in government
policy and economic conditions, efficiency in
the use of social and educational services,
community facilities and special skills, and
success in achieving common goals.

Data on factors constituting this category were gathered in
interview sessions with the entire survey sample, my intent
being to solicit unbiased views on the overall effectiveness of
NVIA. Seven respondents who admitted personal limitations in
offering informed opinions nonethelegs contributed to this
section of the survey.

1) Resource Acquisition
All thirty-six respondents were asked if band access to

resources such as program or capltal fundlng, information, or
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technical and professional skills had improved since the
inception of NVIA,.

Twenty-six respondents agreed that access to resources had
improved significantly since 1973, citing accelerated business
assistance, housing and community facilities construction,
community infrastructure development, and benefits associated
with shared technical and professional expertise. Respondents
mentioned twelve times the bands’ enhanced political clout in
lobbying for band funding through NVIA. Six cited cases of
band-sponsored economic development projects receiving support
-from other member bands, while three referred to unprecedented
~opportunities for smalfer bands to undertake ambitious projects.

Three NVIA staff and two band members alluded to the Nicola
Valley Indian Development Corporation, which administers venture

loans to band-owned and private businesses. Established in 1981
as a non-profit corporation by pooling the federal government’s
Local Economic Development Corporation program with each band’s
economic development dollars, NVIDC has met with some success in
encouraging private business.

Eight respondents tempered their praise, stating that
relatively recent downsizing by INAC and the availability of
funding through national initiatives such as Central Mortgage
and Housing Corporation’s Social Housing Program mean that with
or without NVIA, improved levels of program funding would have

been available to the bands. Two senior NVIA staff stressed
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that NVIA“s annual allocations for program and capital dollars
are based on eligibility for INAC’s criteria and suggested that
most development in the valley is directly dependent on senior
government policy.

Three persons alleged that NVIA‘s allocative decisions on
band members’ education and economic development assistance
‘applicatlons are politically motivated. Two NVIA staff and
three band members observed that average band members had not
sufficiently benefitted from increased access to housing dollars
and other types of assistance dollars, claiming that the more
aggressive personalities in the valley were the major
beneficiafies of increased funding levels. These staff also
pointed out that most of NVIA‘s annual budget of about $2.5
million covers social assistance and education costs.

A significaﬁt point waé made by four interviewees, who
remarked that local administration of available funding means
that local needs can be more effectively identified and
addressed. Two others mentioned that cooperation-based local
control represented by NVIA opens the door for many native
people to be emploved in the administration of their own

programs.

ii) Adaptability
The sample of thirty-six interviewees was asked whether

inter-band cooperatidn had improved the bands’ abilities to
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adapt to maJér changes lh government policy, economic conditlons
or other environmental influences beyond their total control.
Nine were not sure whether bands were better at adapting, eight
said there was little the bands could do about decisions made
elsewhere, twelve stated that collectlive lobbying could
influence external decislon—maklng and seven made no comment.

A response noted twenty-eight times in relation to the
benefits of cooperation was the opportunity of bands to share
ldeas on problem-solving. Respondents pointed to the monthly
Area Councll'meetings as an effective, ongoing forum for
engaging in collective learning and generating adaptive
stfategles to deal with new developments. An Area Council
strategy session was held during the period of my field
research, resulting in a delegation being sent to INAC’s
regional office in Vancouver to express and successfully allay
regional concerns about a pending change in education policy.

Eleven responqents pointed to the Nicola Valley Indian
Services Association as providing a degree of control over the
local economy. Directed by the five bands and registered as a
non-profit society, NVISA owns property along the Fraser River,
160 acres of Merritt real estate with potential for residential,
commercial and industrial development, and a large building in
downtown Merritt from which it leases office space to NVIA and a
number of Qovernment agencies. The Fraser River property

affords a food fishery to the bands’ members.
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Eight respondents noted that bands previously unable to
adapf to new challenges are now moré able to profit froﬁ the
experience of other bands. Three referred to increased
adaptability thfough ideas generated at the inter-band think—
tank session held aﬁnually,at Glimpse Lake.

111> Efficiency

When questioned on the relationship between cooperation and
efficiency, the majority of respondents (twenty-three) asserted
ﬁhat close relations enébled the bands to more efficiently
coordinate human, financial and physical resources at their
disposal. Several key staff were cited, including the Technical
Services Advisor, who helps the bands develop and implement
their housing and infrastructure.development plans.

Also henfioned was the Policy Planning Advisor, a lawyer
and business management expert who was preparing, at the time of
my field research, a comprehensive reserve lands registry system
and was also assisting the Manager of Nicola Valley Indian
Development Corporation by advising clients on their business
plans. NVIDC“s professional forester has helped three bands
prepare woodlot licence plans and is developing an inter-band,
labour-intensive on-reserve silviculture project through a
Forest Resoﬁrce Development Agreement with the Canadian Forestry
Sefvice.

NVIA“s Social Development Coordinator stated that

cooperation facilitated the matching of social workers’ diverse
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skills and personalities with individual band needs.

The twenty-three respondents listed joint benefits
associated with the Nicola Valley Institute of Technoiogy and
education capital funding. Established in 1983 through NVIA‘s
education branch, NVIT offers certificate and diploma programs
in forest ménagement, business administration, fashion design,
hospitality and tourism, and community economic development.

| NVIT’s accreditation agreements are»in place with Fraser
Valley, Cariboo and New Caledonia Colleges. Enrollment has
grown from twelve students in 1983 to two hundred in 1987,
Cooperative use of education capital budgets has permitted
construction of the jointly run Nicola Valley Alternate School,
as well as community-based schools operated by Upper Nicola,
Coldwater and Lower Nicola Bands.

Twelve respondents also referred to joint use of Valley
Business'Computer Services, which charges accouhting services to
NVIA and the bands at full market value and processes monthly
financial statements for a large number of clients, including
several non-Indian concerns. NVIA employs a fully qualified
Controller, who also serves as supervisor of the accounting

staff at VBCS.

iv) Goal Achievement

All respondents were asked whether inter-band cooperation

has led, through NVIA, to the achievement of superordinate goals



-63-

common to the five bands. Interview sessions with two Area
Councillors revealed NVIA’s broadly stated superordinate goal as
‘developing an improved lifestyle for all band members’. They
identifled two objectives as being complementary to this goal:
first, ‘safeguarding everthing already gained, such as rights of
access to departmental program dollars, social programs, and
wildlife, fish, forest and water resoufces’; and, second,
‘*building and enhancing everything that has been accomplished to
date”.

However, thirteen respondents stated that they were not
raware of offlcial NVIA goal statements. Cooperative community
development goal achlevement is usually difficult without broad
awareness and understanding of those goals, and an attempt has
been made to address this issue. Two senior NVIA staff said
they were preparing the articles of a new constitution for NVIA.
This exercise was described as a deliberate attempt to educate
and unite band members, band leaders, and NVIA and band staff
behind the cooperative body’s goals and objectives.

Once advised of the goal stétement as presented above, all
respondents were in a position to offer their opinions. Tweﬁty—
five felt that NVIA had accelerated, at least to some extent,
community development in the valley. Goal achievements most
commonly cited were in the areas of housing and infrastructure,
education and training, small business incubation and expansion,

and, perhaps most important, a sense of greater local control
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over change.

Significantly, however, two chief councillors and three
senior NVIA staff Jjudged that other factors, such as community
pride, funding assistance, key evenfs, a return to older values
and individual leadership have been more important to progress
in the valley than inter-band cooperation. Perhaps |
surprisingly, seventeen others expressed the view that inter-
band cooperation had not been crucial to community development
success. This response calls intc question my assumption about
the importance of cooperation. All but five of the thirfy—six'
‘respondents felt that at the time of research, a finalijudgment
on NVIA‘s effectiveness in achleving the bands’ common goals was
prematureﬁ

One éhief councillor and three senior NVIA peréonnel
acknowledged that the five bands have come a long way since 1973
but suggested that NVIA’s record is not so impressive when
measured against the potential for growth and development. Two
eldefs still referred to the NVIA office building as the ‘Indian
agent’s office’; NVIA had apparently not made a great difference
~ to the lives of these people.

One senior NVIA staff suggested that the long-term
community development thrust should emphasize the promotion of
band self-sufficiency through true market-driven economic

development and taxation of wealth created by band members.
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c) Factors Affecting the Capability

of the Cooperative Organization
Statement: In maintaining their own momentum and sense of
purpose, inter-community cooperative organiza-
tions usually nurture a high level of commitment
among their staff and member communities, pro-
actively promote inter-community approaches to
common issues, satisfy necessary conditions at
appropriate phases of building cooperation,
monitor and manage change in their external
environment, involve communities which share
common geographical, cultural and economic
circumstances, and are able to overcome problems
and serious threats to their existence.
The full sample of thirty-six people provided information
relating to this category of success factors.
i) Building Commitment
‘As suggested in the above discussion on goal achievemeni,
little was revealed by respondents on concerted efforts by NVIA
to build and maintain commitment to inter-band endeavour, either
among the bands or within the bureaucracy itself. Other than
the monthly Area Council meetings and preparation of an NVIA
constitution, no mention was made of conscious efforts to
broaden and strengthen the base of support for NVIA‘s policies,
- programs or other Jjoint initiatives. However, one chief
councillor reported that he circulated regularly among
important’ families in his community to inform them of new
plans and register their concerns. As mentioned above, few
respondents expressed awareness of NVIA’s stated mandate.

However, nine respondents, including four chief

councillors, stressed that the opportunity for band members to
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attend Area Council meetings and volce their concerns
facilitates broad commitment tb shared goals. Two chief
counclillors stressed the importance of maintaining inter-band
‘trust through continuous communication, claiming that Area
Council meetings were an excellent forum for these exchanges.
Communication was cited by the chief councillors of the three
largest bands as being crucial to commitment, especlially glven
the existence of differing approaches to community development.
Interview sessions with the chiefs revealed emphasis by one band
on economic development, another on social development and a
third specifically on education.

One senior and three Jjunior NVIA staff acknowledged NVIA‘s
monthly staff meetings but pointed to inadequate
interdepartmental communication within ﬁhe organization as a
problem which occasionally depresses staff morale. Discussed
later in more detail, several interviewees complained about some
bands failing to exercise fiscal restraint. Eight of these
complainants reasoned that commitment to NVIA is jeopardized by
bands which fail to honour joint funding agreements.

Respondents were asked an additional question about the
role of emotional zeal in bolstering commitment. Only one
person cited this faétor as still being important; most stated
that it was more operative during the confrontations of the
1970’s. Finally, the gquestion of commitment arose in sessions

wih two respondents from Coldwater Band who spoke of their
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band’s plans to drop out of NVIA early in 1988.

11> Plannina

Responses to the question on NVIA‘s planning capabilities
in promoting positive inter-band relations revealed fhe need for
more work in this area. Twenty-four persons acknowledged the
work of a core of key persons who harnessed consensus to form
NVIA in 1973, and of others who later identified common needs
and established appropriate subsidiary cooperative institutions
such as NVISA, VBCS, NVIDC and NVIT.

Fifteen individuals, however, discerned a drop in NVIA‘s
planning eapacltles to improve and maintain inter-band relations
after the Inception of NVIA. These respondents related this
decline to NVIA’s lack of ability or willingness to address two
areas of concern: overspending by some bands and the present
distribution of power among the five bands. The present system
allocates voting power on all jolint ventures, including the Area
" Council, according to band population, as follows: Upper Nicola
and Lower Nicola Bands, six votes each; Coldwater Band, four
votes; and Nooaitch and Shackan Bands, three votes each.

The six respondents referring to the power belance
protested that the two larger bands control the votes and can
thereby overrule the wishes of the three smaller bands. Three
respondents specifically expressed the desire for improved

methods of monitoring and regulating the bands’ spending
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behaviour, but acknowledged the difficulties of doing so without
| overly compromising their autonomy. They also remarked on the
apparent difficulty of bands pulling out of NVIA if they owe
money to other member bands. Two NVIA personnel added thatAwhen
NVIA accepts blame for band deficits, as it has been known to
do, it perpetuates a dependency attitude which does»nothing to
improve inter-band relations. |

Seven representatives from the smaller bands registered
deep concern about the first decade or so of NVIA’“s existence,
when much of their funds were used to foster development
programs for the larger bands. They expressed fears that the
larger bands, having reaped these benefits, might soon abandon
'NVIA and leave the smaller bands to fend for themselves. This
prdblem reflects incomplete preliminary plaﬁning, a lack of
ongeoing, long-range planning capability, and perhaps an
unwillingness to implement plans calling for repayment to the
smaller bands.

When aéked directly, twenty-one respondents acknowledged
monthly Area Councli]l meetings as serving a self-evaluative
planning function for NVIA; of these, twelve called for more
formalized self-regulatory mechanisms. Three senior and two
Junior NVIA personnel spoke of politicians being unable to
distinguish between management and authority. This problem
resul ted, they sald, in program managers being given the

responsibility but little authority to carry out their duties_
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effectively. These same respondents and three band members
pointed to similar problems of political interference in
explaining the financial woes of several band-owned and jointly

owned businesses.

iild Envifogmegtgl Management

The sample.was surveyed on NVIA’s ability to manage change
in its external environment. Most respondents praised NVIA’é
ability to manipulate its own environment, with twenty-two
offering favourable replies. Eleven referred to strategles of
environmental management employed in 1975, when the five bands
rejected government funding as irrelevant and demonstrated
self-supporting capaclties ovér a period of months. Two
district INAC office sit-ins the same year by NVIA leaders and
Indians from é]sewhere in the southern interior paved the way
for more native employment in a gradually expanding NVIA,

Seven respondents referred to Continual monitoring of
government policy trends by NVIA‘s program managers. Five
directed attention to a practice which they felt was facilitated
by cooperative planning: that of sending representatives to
Important meetings, whereever they may be held. They explained
that cooperation permits a greater population base from which to
select appropriate delegates who later report back to the Area
Council on proceedings and decisions. A constraining factor,

they admitted, is inadequate funding to finance delegates’
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transportation to all relevant meetings.

Six persons noted that NVIA regularly takes advantage of its
proximity fo Vancouver, which is the location of INAC’s Central
District (this district includes the Nicola Valley) and B.C.
Regional offices. They noted that when NVIA representatives
psrcéive a need to meet directly with department officials to

discuss urgent lssues, they do so readily.

iv)> Common Geodraphy and Culture

When respondents were asked if common geographical,
cultural and economic circumstances contributed to the
maintenance of healthy 1nter—baﬁd relations, 100% replied in the
affirmative. Ten fespondents elaborated, claiming that while
proximity sometimes contributes to conflict and debate, it also
reinforces interdependence and frequently facilitates the
resolution of internal disagreements.

The survey went further, including a question on whether
NIVA had taken full advantage of shared circumstances. Fourteen
respondents pointed to NVIA locating its administrative offices
in downtown Merritt, the geographic center of the twelve
villages and twenty-five reserves. Two referred to the annual
Gl impse Lake retreat, which integrates inter-band cultural

events with brainstorming strategy sessions.
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v) Problem-Solving Capacity

I asked respondents how well NVIA has dealt with various
problems and threats to its existence. Half (eighteen)
expressed the view that NVIA has been at least somewhat
effective In this aréa. Eight referred to opportunities for
band input on problems through the voting dis:ribution system
applied in all cooperative ventures. Monthly Area Council
meetings were cited by five people as a useful forum for dealing
with inter-band disputes.

In general, however, responses indicate a close correlation
between inadequate planning and low levels of problem-solving
capacity. Nine interviewees claimed that insufficient atténtion
was being paid to the problems Qf bands whose interests they
sald were being compromised by the existing inter-band balance
of decision-making power or by irresponsible fiscal behaviour on
the part of other member bands.

These issues were cited by the pine as the most significant
sources of inter-band conflict. They were in agreement that
NVIA had done little to deal with them and cast doubt on its
ability to address them in the future. This level of negative
response suggests that NVIA and its member bands are either
unable or unwilling to deal with some of the organization’s most
potentially divisive problems: those generating dissatisfaction
and dissent from within.

Five respondents clearly stated that several concerns
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expressed at the band level were not being adequately addressed,
either by NVIA or the band counclils. Two referred to lack of
communication within NVIA as the main obstacle to solving band
problems. Three otheré were upset over alleged meddling by some
NIVA actors in a member band’s internal conflict over a land
development scheme involving the new Coquihalla Highway.

Six interviewees, including two chief councillors,
acknowiedged that political interference in business and program
~ operation at both band and NVIA levels was a serious problém :
-which had not vet been completely resolved. They referred to an
inability, at least on the part of previous band councils and
Area Couﬁéils, to distinguish between business and community
gervice decisions. Four linked the demise of the jointly owned
~ construction company to band leaders lgnoring sound business
management practice by currying political favour through
overemphasiiing costly home renovations and overemploying
carpenters.

On the positiQe side of the ledger, six respondents
referred to a valuable lesson that has been learned from past
political meddling in band or jointly owned business ventures.
Due to counter—producti?e interference in the past, NVIDC is now
more wary of supporting community-owned business ventures and is
placing the bulk of its venture assistance behind privately
-owned initiatives.

All fouf chief councillors who were interviewed stated that
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their time commitments with the Area Council were not
overburdehing and that they were therefore able to give their
required attention to global concerns. Three chiefs said that
delegating varlious responsibilities to their band councillors
enabled them to better cope with pressing Area Council matters
without neglecting the needs of their own bands.

All respondents were asked if they felt that the five
communities could benefit from the application of
interorganizational cooperative theory to solving community
development problems in the valley. Sixteen replied that any
new ideas.with the potential for bringing the bands together for
mutual benefit was worthy of attention. Two noted that it might
help resolve major inter-band problems. Significantly, seven
respondents pointed to a need to apply usele cooperative theory
in building intra-band consensus, citing three cases of
unresolved conflict at the band level.

As was mentioned earlier in the section on adaptability,
twenty-eight respondents stated that problem-solving capacity
was greatly enhanced through the pooling of ideas. Four
respondents said that over the last twenty vears, local bands
had benefitted from a collective learning process marked by many
victories and defeats; nine observed that this experience would
prepare them well for'successfully meeting future challenges.

Overall, this section suggests that NVIA does not fully

exhibit the qualities of an effective problem-solving
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organization, especlally where problems are internal in nature.
However, band leaders are generally able to balance their
fesponsibilities between NVIA and their community. The problem
of political interference in business has been addressed for the
most parﬁ, albeit by avoiding the problem rather than directly
confronting it.

Important decisions have been reached through the sharing
of ideas and the application of a representative, though some
say unfair, inter-band voting system. However, it does not
appear that the legitimate concerns-of bands who wish more input
into collective decisions directly affecting them are being
satisfactorily addressed. In addition, inadequate communication
within NVIA appears to be limiting the resolution of

administrative matters calling for Inter-program action.

4. Summary

The story of inter-community cooperation in the Nicola
Valley is punctuated by instances of challenges being metvand
surmounted by individuals, bands and the cooperatlve‘
organization itself. 1In the early days, inertia, apathy, lack
of trust and a few interpersonal differences were overcome,
thanks largely to the leadership of a small, vocal core of
activists.

Later, collective political will enabled a newly
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established NVIA to endure minimal funding support before
employing shrewd confrontational tactics in supplanting gn‘
insensitive and irrelevant bureaucracy. NVIA was able to build
upon itself, gradually assuming from INAC increased
administrative responsibility for band programs. Local people
were employed to administer these programs. Political clout
grew. Initiatives in education, eéonomic development and land
speculation were undertaken. Physical development accelerafed
in the early 1980“s and transformed the face of the Indian
villages of the Nicola Valley.

Along with the concrete accomplishments accompanying
collective endeavour, several problems emerged. Political
interference impacted negatively on Jjoint ventures'and community
owned businesses. Program ﬁanagers were overruled by a few
politicians with contempt for INAC funding criteria. Some of
the larger bands overextended their budgets. Smaller bands came
to lament their limitéd input into NVIA decisions and feared
pull-outs by larger bands which owe them funding from earlier
sharing arrangements. Internal band problems occasionally
became intertwined with vested interests within NVIA itself.

Several success factors identified in the literature have a
counterpart in the Nicola Valley. However, other factofs are
not noticeable at all, or are not prominent. It is likely that
community development success and fai]ure in the valley is tied,

at least in part, to the degree of convergence with these
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factors. The final chapter examines this premise in more

detail.
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t. Introduction

.This chapter is a synopsis of the analysis presented In
Chapter Three. Inter-band cooperation in the Nicola Valley is
summarized in terms of the fifteen success factors viewed by
scholars as contributing to successful inter-community
cooperation and discussed in detail in Chapter Two. These
factors are gfouped into three broad categories. An
acknowledament of the limitations of this study is presented,
followed by a section on thesis findings. A final discussion
ireats the findings in terms of their implications for other

groups of native communities.

2. Aﬁglzgig of NVIA

In this section, inter-band collaboration in the Nicola
Valley is compéred to the fifteen factors drawn from the
literature. Thesé factors are classified into three categories:
those relating to initiation, those relating to reward delivery
and those relating to the capability of the cooperative

organization.
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In general, circumstances leading to the establishment of
NVIA conform to conditions typically preseht to stimulate
inter-community cooperation, as identified in the literature.
Informal inter-band cooperation in the late 1960’s was a
reaction to a generally perceived crisis situation. Reinforced
by loné—standing cultural and social ties, the high degree of
inter-community similarity and familiarity created the
conditions for consensus. Success in informal cooperative
strategies in human resource development created an awareness
among a few key band leaders of the potential benefits pf deeper
and broader forms of inter-band cooperation.

It is significant that the crisis which helped launch joint
effort was largely viewed by locals as originating from within
the Indian villages themselves rather than from external
sources. Wide recognition of the need for internally generated
change increased the liklihood of collective ameliorative action
being taken, whereas blaming external sources for local problems
could well have created expectations for external responses and
thereby entrenched the prevailing dependency attitude which had
been eroding sel f-determination among the five bands.

A key research discovery is the critical role played by
informal inter-band strategies in legitimizing formal
cooperative érocesses in the valley. Joint planning of life

skills training programs and participation in political protests
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harnessed and reinforced already high leveys of similarity,
familiarity and boundary-spanning propensities.

The other critical factor in creating NVIA was the presence
of individuals in the region who possessed the foresight to
recognize the potential benefits of more formally working
together toward common goals. This core of leaders exhibited
persistence and boldness ;~essentia1 qualities given the intense
resistance to cooperation initially encountered and the lack of
native Indian traditions in institutionalized inter-band
cooperation.

The period leading up to the inception of NVIA was marked
by animated debates between the advocates and detrators of
formal cooperation. The success of informal cooperative
strategies in local skill development was cited by the
proponents of formal cooperation as evidence of the potential of
more intense collaborative effort to further advance the
well-being and self—gerrning capacities of the native people of
the Nicola Valley. ‘

Comprehensive planning was not done in the formative stages
fo outline the goals of the cooperative organization, identify
the roles and obligations of member bands, establish mechanisms
for mitigating risk and restraining potential violators of joint
agreements, and distribute the rewards of cooperation. Because
preliminary planning failed to focus on these key issués,

problems later surfaced.
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In falrness to the organizers, however, there was in 1973
little precedent for the formal structuring of cooperation among
groups of native Indian bands. Early planning activity focuséd
on general ‘motherhood’ statements about the potential value of
formal cooperation. Whatever its eventual shortcomings, an
inter-band, cooperative decision-making body was: in fact,
established in 1973 - a major achievement given the lack of

native Indian traditions in representative democracy.

The NVIA case conforms to the factors categorized under the
heading ‘reward delivery’. Since NVIA‘’s establishment in 1973,
the flive bands have benefitted substantially from improved
funding levels and related programs, adaptability to economic
and political change, efficiency of resource use and ability to
achieve common goals in social development, housing aﬁd
Infrastructure, education and training, small business
development and, most significantly, enhanced local control.

NVIA has therefore gained considerable gredibility among
its member bands by ‘deliverlng the goods’. A wide range of
community development initiatives have been made possible
through Joint political action. By pooling human and financial
resources, the bands have managed to establish companies, build
and renovate housing, expand community infrastfucture, nurture

new businesses, build band schools and develop the area’s
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natural resources. Opportunities have been seized through joint
control of agencies with mandates in financial management,
social services, post-secondary education, economic development
and real estate investment. _

Collective ﬁolitlcal lobbying has enabled the five bands to
influence, to a degree unmatched in the past, public policy
makers and bureaucrats in matters directly affecting their
future. Lobbylng has contributed to improved adaptability to
change and uncertainty, resulting in an enhanced capacity to
carry out joint agreements. At the band lievel, innovative
strategies and improved problem-solving have resulted from the
cooperative sharing of ideas and experience. Coordinating
professional and technical services through NVIA has facilitated
cost-effective implementation of a ranée of community

development strategies.

c) Category 3: Factors Affecting the Capability of the
Cooperative Organization .

In generai, NVIA is weakest in the category of factors
relating to organizational capabilities. However, there are
exceptions. Recognizing that interdependence also operates at
levels beyond tBe borders of the valley, NVIA“s leaders have
demonstrated a capacity to influence decision making by senior
government policy makers for well over a decade. To a degree,

NVIA has also capitalized on the bands’ shared geographical,
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cultural and economic circumstances.

However, NVIA does not clearly demonstrate the ability to
build broad-based commitment, promote healthy inter-band
relations and resolve its own internal problems. In any inter-
band cooperative structure in which the three largest members
emphasize three different dimensions of community development,
continuous consensus-building is essential. Yet there is a
general lack of awareness of NVIA’s stated mandate and a
relatively passive approach to community involvement on the part
of the cooperative organization itself. Recognizing the vital
role of communication to organizational commitment, some NVIA
staff have perceived a need for an improved system of
~information-sharing among the orgaﬂlzation’s numerous program
areas.

Although some band members are dissatisfied with the
prgéent distribution of voting power among the five bands, NVIA
has not demonstrated an ability or willingness to allay‘their
concerns. The Area Council may be reluctant to accept the
political consequences of amending the existing balance of
bower. For exampfe, if the decision making process were
amended, the problem of some larger bands owing money to smaller
bands would probably have to be addressed.

Maintenance of positive and productive inter-band relations
has become more difficult in the absence of mechanisms for

monitoring and regulating the fiscal behaviour of member bands.
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Reépondents spoke of the need to restrict bands from spending in
areas where other bands’ funding could be adversely affected.
To date, however, the Area Council appears to have turned its
attention to other matters. Its inability or unwillingness to
create effective self-regulatory mechanisms may ultimately
weaken the bands’ commitment to a cooperative organization in.
which the three largest bands pursue comhunity development from
three different perspectives: social development, education and
economic development.

Significantly, controversial power relations and fiscal
conflict stem from incomplete planning during the formation of
NVIA. Early planning was sufficient to help establish NVIA
itself but it lacked a deliberate, comprehensive approach in
setting up the cooperative body’s goals and each member band’s
specific rights and responsibilities.

Similarly, NVIA has demonstrated a lack of capacity to
develop policies restricting political intervention in progfam
and business management. Leaders with contempt for government
regulations are perhaps more prone than others to disregard
proper protocol in their own backyard. Serious limitations are
placed on the impact of policy improvements if there is
insufficient political will to enforce them. As the bands’
cooperative agency, NVIA has not confronted this issue. In any
case, its policy-making authority is limited to Jjointly

controlled organizations, as it does not extend to those
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controlled by individual bands. On the positive slde, however,
NVIA’s economic development agency - NVIDC - has sidestepped
political meddling in jointly or band-owned énterprlses by
placing greater eﬁphasis on individually owned businesses.

NVIA has an impressive record in dealing with externally
generated problems, such as irrelevant government programs,
insensitive INAC policies or insufficient funding support for
local initiatives. However, its record is less impressive in
~addressing its own internal problems, such as dissatisfaction
"wlth existing inter-band power relations and imprudent fiscal

practices on the part of some bands.

3. Summary of Findinag

Below are Iisted the three major findings of this thesis.
Each relates to a major category of factors for establishing and
malintaining effective inter-community cooperation.

a)> The Nicola Valley case exhibits all six factors for
initiating inter-community collaboration. These factors
include the five bands responding to a crisis or threat,
holding a degree of mutual simitarity and familiarity, achie-
ving consensus, possessing effective leadership, demonstra-
ting a propensity to work together, and planning formal
cooperation. The case therefore conforms to expectations
relating to the initiation of inter-community cooperation.



-85-

b) The Nicola Valley case exhibits all four of the factors for
delivering rewards to the participating communities. These
rewards include enhanced resource acquisition, improved
adaptability, greater efficiency and more successful goal
achievement. The case therefore conforms to expectations
relating to the delivery of rewards to participating
communities

c¢?)> The Nicola Valley case exhibits only two of five factors
respecting the abilities of NVIA to maintain positive momen-
tum: the ability to manage the external environment and to
exploit common cultural and geographical clircumstances. How-
ever, NVIA does not exhibit three abilitles: building commit-
ment, planning harmonious inter-band relationships and
solving internal problems. In general, therefore, the case
does not conform to expectations relating to the ongoing
capability of cooperative organizations.

4. Limitations

Two thesis limitations are worthy of note. First, case
study research falls to address factors other than inter-band
cooperation which may have been critical to community
development success in the Nicola Valley. Indeed, the survey
results call into questioh my assumption about the vital role of
inter-community cooperation, with about half of the respondents
claiming that cooperation was not critical to progress. Five
interviewees judged other factors, such as community pride,
external funding asslstance,'kéy leaders, impor£ant events and
a return to traditional values as being more cruclal to
development than inter—baﬁd cooperation.

However, this revelatlion does not eliminate cooperation as

a key féctor. For a variety of reasons, such as pride in one’s
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own band, personal dissatisfaction with NVIA or‘]ack of
awareness of the 1inks between cooperation on the one hand and
key leaders and events, tradition, and funding support on the
other, some respondents may be underestimating cooperation asra
factor in the bands’ development. Nevertheless, research
findings suggest that l1n the Nicola Valley at least, cooperation
was only one of several factors behind community development
success over the last two decades. |

Second, one may well question the relevance of thesis
findings to the needs of small, geographically isolated Indian
bands which face many of the constraints to development once
confronted by the Nicola Valley bands acting separately, but

which do not share their regions with other bands.

5. Disc io

Critical to the initiation of inter-band cooperation in the
Nicola Valley was the contribution of a high degree of
similarity and famillarity among the bands to the development of
consensus. Further strengthened by informal cooperative
strategies, consensus helped to maintain close inter-band
relationships after cooperatioh was forﬁallzed in 1973.

Also critical in the formative stage was the ability of a
few leaders to antlcipate the benefits of cooperation and then

build sufficiently broad support to implement their rdeas,
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Given the lack of precedent in Canada of cooperative structures
involving native communities, strong leadership was partlcu]afy
important. To establish formal cooperation, native communities
lacking strong traditions in institutionalized forms of
cooperation may therefore be more dependent than other types of
communities on imaginative, bold and persistent leadership.

It is important to recognize that formal inter—band'
cooperation was successfully initiated in the Nicola Valley in
the absence of comprehensive early planning to establish the
purpose of NVIA, the roles, responsibilities and power of each
member bénd, how band inputs could be matched to rewards and how
bands could be compensated for violations by other member bands
of cooperative agreements.

Clearly, some preparatory work had been done prior to the
formation of NVIA or the bands would not have been induced to
participate. It is only in hindsight that a significant number
of respondents decried the lack of adequate planning in the
formation of NVIA. The point here is not to de-emphasize the
importance of preliminary planning in introduclné inter-band
cooperation, but to stress that the early planning that was
conducted sufficed to initiate formal cooperation in the Nicola
Valley. However, it is likely thét many of NVIA’s internal
problems which surfaced years after its lnceptioﬁ originate, at
least in part, from inadequate preliminary planning.

NVIA’s success in ‘dellverlng the goods’ in terms of
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providing improved access to resources, adéptatlon, efficlency
and ability to achieve the physical, economic and social
development goals of its member bands has been crucial to its
survival over a period of fifteen years. However, to date some
of the benefits of cooperation - particularly those accruing
from new housing and subdivision development projects - have
been disproportionately distributed to the larger bands.

At least in recent years, NVIALappears not to have extended
itself in building and maintaining broad commitment and positive
inter-band relations. It is now therefore less able to resolve
serious problems stemming from the perceived unfairness of
present joint decision-making arrangements, irresponsible fiscal
behaviour by some bands, and fears of band autonomy being
compromised by previous internal funding agreements going awry.
In this way, the Nicola Valley story supports literature
findings stressing the importance of comprehensive preliminary
planning, which would have avoided or at least mitigated many of
these problems.

Continuation of the close and productive inter-band
collaboration that has made NVIA outstanding among tribal
councils in British Columbia depends on its ongoing planning
capability. NVIA must deliberately confront and find agreement
on the resolution of these key issues related to resource
sharling and Jjoint decision makling. Otherwise the consensus upon

which the organization was founded and maintained will begin to
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break down.

An important lesson to be drawn from this thesis is that
inter-community cooperation is not so much a goal in itself as
it I1s a community development tool. Building cooperation
involves one in a process comprised of stages, each to be
nurtured along toward maturity. Key factors in this process are
temporally arranged into three categories, each representing a
stage. First, communities initiate cooperative processes in the
expectation of certain rewards; second, they set up a
cdoperativé organization and reap these rewards; and third, they
nurture within this organization an ongoling capacity to further
their common goals.

The importance of prelimihary planning to this process
cannot be overstated. Unless there is a capability and
willingness to bring local representatives into agreement on the
precise purpose, structure and operations of collaborative
endeavour, cooperation will either not occur at all or, as in
the case of NVIA, it will not evolve to its full potential for

enhancing community growth and improvement.

6. Conclusjons
Based on analysis of the Nicola Valley case, I have listed
below the seven most important factors for successful

implementation and maintenance of formal inter-band cooperation.
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One factor - organizing informal cooperative strategies - is
drawn solely from the case itself. These factors represent
steps that other groups of native communities should consider in
planning their own cooperative efforts. |

a) Developing Consensus

To initiate formal cooperative relations, groups of Indian
bands should formally recognize and attain a degree of

consensus, whereby needs and interests are clearly defined
and acted upon, not in terms of a single band but in terms

of the common needs and concerns of all bands sharing the
region. ‘ :

To consolidate consensus and legitimize more structured
forms of cooperation, Indian bands should initially plan
and implement small-scale, informal Joint strategies.

¢) Leadership

To initliate formal cooperative relations, groups of Indian
bands should depend on the foresight, persistence and
leadership of a core of band members who, recognizing that
the benefits of cooperation outweigh its disadvantages, are
willing to commit themselves to bringing the communities
together.

Ad>2r_e_l_mumu_£’_l_anm.ng

To interest groups of Indian bands in structured forms of
cooperation, proponents should engage in a deliberate
planning process to reach formal agreement on the purpose
of collaborative endeavour, the precise responsibilitlies of
each band, and ways of distributing the rewards and minimi-
zing the risks of cooperation.
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e> Reward Delijvery
To. gain credibility, an inter-band cooperative organization
should dellver to its member bands improvements in access
to vital resources, adaptability to change and uncertainty,

efficiency in the use of human and financial resources and
success in attainlng common community development goals.

£) Planning
To be effective in an ongoling way, an inter-band coopera-
tive organization should have a planning capability to
build commitment to its purpose through active encourage-
ment of broad-based involvement in collective decision
making, promote positive inter-band relatlions and

deliberately time certain key activities with appropriate
phases in the process of consolidating cooperation.

g) Problem-Solving Capacity

To maintain viability, an inter-band cooéerative organiza-

tion should deliberately confront and resclve its problems,

whether they originate externally or internally.

As néted in the discussion of thesis limitations, inter-
band collaboration has been just one of several factors driving
~community development in the Nicola Valley. Other elements such
as community pride, external funding assistance and dynamic
leadership havé also been important. Just as coopetét@on should
not be clted as the sole explanation for progress over the last
two decades, nor shouid it accept full blame for the bands’
ongoing high levels of unemployment. Indeed, the contribution
of cooperatlion and other factors to positive change is
constrained by.the valley’s relative poverty in natural
resources and its heavy emphasis on agrlcuﬂture, which limits

opportunities for year-round employment.
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Clearfy; interorganlzationai relations theory éontributes
to the Nicola Valley case study by highlighting the importance
of comprehensive prelimlnary'planning and ongoing planning to
the establishment and maintenance of inter-community
cooperation. Indeed, recent difficulties in the valley support
theory dealing with the need for inter-band cooperative networks
to conscientiously build commitment and positive relations ‘from
the bottom up’. To solve internal problems and maintain
momentum, cooperative groups must first stimulate debate among
their constituents to ensure a broad base of support for joint
decisions and then promote inter-departmental staff
communication to optimize implementation of joint strategies.

It must be emphasized, however, that significant rewards
have been captured through collective action desplte inadequate
.plannlng practices. Case analysis indlcates that while starting
cooperation and reaping its rewards may not be totally dependent
on a commitment to planning, maintaining the joint venture over
the long term may well be.

The case analysis makes significant contributions to
knowledge about inter-community, and more specifically inter-
band, cooperation. As noted above, factors such as consensus,
leadership and informal cooperation were shown to be more
important than others in organizihg and consolidating formal
inter-band endeavour. Utilizing informal cooperative strategies

can bé important, at least in some native communities
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unaccustomed to institutionalized joint effort, to building
confidence in subsequent, more formalized cooperation.
Implementing such strategles can be a low-risk venture which
bands may use to assess the feasibility of more structured and
5inding forms of cooperation. o |

The documented progress of the five bands reinforces
writings about the critical importance to the credibility and
longevity of inter-band cooperative organizations that they
provide to their member communities measurable and previously
unavailable benefits essential to the attainment of community
development goals. |

It i1s through NVIA‘s role as trailblazer that the value of
its experience is most clearly recognized. For the five subject
bands, leadership and iﬁformal cooperation proved to be
_indispensible to the lnitiation of structured cooperation,
especially given the absence of pre-existing cooperative models.
For other groups of Indian bands interested in similar forms of
collaboration, these two considerations Qlll be perhaps less
important. NVIA‘s success clearly demonstrates that inter-band
cooperative organizations can be advaﬁtageous to their member
communities. On the other hand, its difficulties highlight the
importance of deliberate preliminary planning and ongoing
planning to the céntlnulng‘lntegrity and effectiveness of the
cooperative construct. Thesis analysis suggests that

comprehensive preliminary planning is not always as crucial to



lnitiétlng formal inter-community cooperative networks as it is
to establishing the basis for their ongoing utility over the
long term. |

Naturally predisposed to cooperative endeavour by history
and culture, geographically and culturally related Indiaﬁ
communities stand to benefit from building close political and
economic linkages with each other. Cooperative enterprise holds
out to single Indian bands the prdmise of greater political
clout, coordinated planning, economies of scale and more '
innovative strategies. These incentives are essential to the
realization of many kinds of community development goals.

However, Indian bands need to exercise caution in embracing
formal cooperative relations with their neighbours. That is, in
their own long-term interest bands need to reach formal
agreement not only on the specific purposes of the cooperative
body and their respective roles in it, but also on how the
anticpated benefits of cboperation are to be distributed and
its potential risks mitiéated.

Once bands have establlished a cooperative organiiatlon, the
challenge has just begun. The organization must meet the
diverse needs of each community while addressing collective
concerns in a way that will not overly compromise each
community’s political and economic autdnomy. This is not an

easy task and a measure of band autonomy will have to be

relinquished in order to attain shared goals.
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It is hoped that.thié thesis will enlighten groups of
communities, particularly Indian bands, on ways of effectively
Introducing and mailntaining close cooperative relations for
mutual advantage, and that these groups will be inspired by the
potential rewards of cooperation while systematically

recognizing and confronting its difficulties and risks.



-96-—

Alken, M. and J. Hage. "Organizational Interdependence and
Intra-Organizational Structure", in William M. Evan (Ed.),

Interorganizational Relations. University of Pennsylvania
Press, 1978, 161-184.

Akinbode, Adefolu and Robert C. Clark. "A Framework for
Analyzing Interorganizational Relationships". Human
Relations, 1976, 29, 101-114. '

Alden, Jeremy and Robert Morgan. Reqional Planning: A
Comprehensive View. Bath, England: Leonard Hill Books,
1974.

Alldred, Neil. "Some Contradictions in Community Development:
The Need for a Stronger Community Approach". Community
Development Journal, April 1976, 11(2), 134-140,.

Aldrich, H. "Resource Dependence and Interorganizational

Relations". Administration and Society, 1976, 7¢(4), 419-
454, :

Axelrod, Robert. The Evolution of Cooperation. New York: Basic
Books, 1984.

Balf, Mary. The Dispossessed: Interior Indians in the 1800‘s.

Kamloops Musuem, 1978.

Barnard, Chester I. "Organizations As Systems Of Cooperation",
in Amitai Etzioni (Ed.), S 1 i 1 Reader

Organizations. New York‘ Holt, Rinehart and Winston,
1969, 15-19.

Batten, T.R. “The Major Issues and Future Direction of Community

Development". Community Development Jourpal, April 1974,
9, 96-103. :

Bennis, Warren G.

legnlgijungig;é_ggggg _Readlng,-MassachussettS‘ Addison—
- Wesley, 1969.




-97-

Benson, J. Kenneth. "The Interorganizational Network as a

Political Economy". ini tive Science Quarterly,
1975, 20, 229-249.
Biddle, William W. The Community Development Process: The
iscovery. of i . New York: Holt, Rinehart

and Winston, 1965.

Blakely, Edward J. "Toward a Science of Community Development',

in Edward J. Blakely <Ed 3, Community Development
Resear : 2 rategies. New York:

Human Sciences Press, 1979, 15 23

_Bodmer, G. Hugh. "Regional Resources Project No. 1: An
Innovative Approach to Economic and Social Development®,

Plan Canada, 1980, 20, 81-90.

Brodhead, P.D., Michael Decter and Ken Svenson. Community-—
Develo : t 1980~
Ottawa: Ministry of Supply and Services Canada, July 1981,

 Cambrit Consulting Ltd. Eggngm1g_DgxslggmgnL_Engii_g_Ang

o) rtunit de : view
Sub-Redgions. Compiled for Thompson- Nlcola Regional

District Economic Development Commission, October 1979.

Canada, Department of Indian and Northern Affairs. hedule Of

Membershxp‘And_Populatxon, Location And Acreage In.
Hectares. Ottawa: June 1, 1985.

Canada, Department of Indian and Northern Affairs. Population

By Sex and Residence For Registrvy Groups. Residence For
i ili C Redions an

Canada. Ottawa: December 31, 1986.
Canada, Department of Indian Affairs and Northern Development.
Population P n i e s 9
1996. Ottawa: February 1985.

Canada, Special House of Commons Committee. Indian Self-

Government In Canada. Ottawa: October 1983.
Caplow, Theodore. Principles of Organjization. New York:

Harcourt, Brace and World, 1964.

Christenson, James A. and Jerry W. Robinson, Jr. "In Search of
Community Development', in James A. Christenson and Jerry

W. Robinson, Jr. (Ed.), Community Development in America.
Ames, Iowa: Iowa State University Press, 1980, 3-17.



-98-

City of Merritt. Merritt at a qalance, 1985.

Cleasby, Henry Standiey. "The Nicola Valley in Review", Printed
in Merritt Herald, Merritt, B.C., 1958.

Cook, - Karen S. "Exchange and Power in Networks of

Interorganizational Relations'", Socioclogical Quarterly,
1977, 18, 62-82.

Coriolis Consulting Corporation and Nemtin Consultants. North
re Economi velo eqgy: orce Worki
Guide. Vancouver, February 1987.

Cunningham, Alain - Policy Analyst and Project Negotiator,
Department of Indian Affairs and Northern Development, B.C.
Region. Interview, Vancouver, B.C., April 1, 1987.

Dewdney, Selwyn. Survive: The Native P les
Canada. Toronto: Macmillan of Canada, 1975.

Dosman, Edgar A. Indians: The Urban Dilemma. Toronto:
McClelland and Stewart, 1972.

'Duff, Wilson. The Impact Of The White Man. Victoria: Province
of British Columbia, 1964.

Emery, F.E. and E.L. Trist; *The Causal Texture of
Organizational Environments®'. an R ons, 1965, 18,
21-32.

Emery, F.E. and E.L. Trist. Towards a Social Ecology. New
. York: Plenum Press, 1973.

Evan, William M. "The Organization-set: Toward a Theory of
Interorganizational Relations", in J.D. Thompson (Ed.>,

Approaches to Organizatjonal Design. University of
Plttsburgh Press, 1966, 173-191.

Fox, Tammy and Pat Lean. M itt: j of
Identity. Merritt, B.C.: Heraidic Committee of Merritt,
1985. -

Friend, J.K. and W.N. Jessop. Local Government and Strategic
Choice. London: Tavistock Publications, 1969.

Gans, Herbert J. The Urban Villagers. New York: The Free
Press, 1962.



-09 -

Goodenough, Ward Hunt

Anthropological Aggrogch to Community ngglggmeng New
York: Russell Sage Foundation, 1968.

Gray, Barbara. "Conditions Facilitating Interorganizational
-Collaboration". n Re ions: ourn o tudies
Towards t nte i £ ocial Sciences, 1984,
38(10>, 911—936.

Griffiths, Hywel . "The Aims and Objectives of Community
Development". Community Development Journal, April 1974,
9¢(2>, 88-95.

Hall, Richard H., John P. Clabk, Peggy C. Giordano, Paul V.
Johnson and Martha Van Roekel. "Patterns of

Interorganizational Relationships". t iv
Science Quarterly, 1977, 22, 457-474.

Hasenfeld, Yeheskel and John E. Tropman. "Interorganizational
Relations: Implications for Community Organizers and
Community Organization", in Fred M. Cox, John L. Erlich,

Jack Rothman and John E. Tropman (Ed.), rateqi of
Community Organization. Itasca, Illinois: F.E. Peacock

Publishers, 1979, 262-276.

Henderson, Paul and David N. Thomas. "Federations of Community
- Groups - The Benefits and Dangers". C v} evelo
Journal, April 1981, 16(2), 98-104."

Hill-Tout, Charles. The Salish People: Volume I: The Thompson
and the Okanagan. Vancouver: Talonbooks, 1978.

Hodge, Gerald. Plannino communities duct
to the Principles, E:g L g gng Eg:; ici gan;g Toronto:
.Methuen, 1986.

Jenness, Diamond. The Indians of Canada. Ottawa: National
Museum of Canada, 1960.

Johnson, Harold R. and John E. Tropman. "The Settings of
Community Organization Practice", in Fred M. Cox, John L.
Erlich, Jack Rothman and John E. Tropman (Ed.>,

Stratedgies gf Co i Q i . Itasca, Illinois:
F.E. Peacock Publishers, 1979, 213-223.

Josephy, Alvin M., Jr. The Indian Herltage of America. New
York: Bantam Books, 1973.

Kellas, Hugh - Planner, Greater Vancouver Regional District.
Interview, Burnaby, B.C., April 14, 1987.



-100-

Khinduka, S.K. "Community Development: Potentials and
Limitations", in Fred M. Cox, John L. Erlich, Jack Rothman
and John E. Tropman (Ed.>, Stratedgies of Community
Oraanization. Itasca, Illinois: F.E. Peacock Publishers,
1979, 356-364.

King, Alexander. "Interdependence and Self-Rellance", in Ervin

Laszlo (Ed.>, Coo ion f Development: S teqgi
the 1980‘s. Dublin Tycooly International Publishing,
1-13.

Kozey, Stephen William. Administrative And Planning Issues Of
Native Communities: A Case Study Evaluation. Master’s
Thesis, University of British Columbia School of Community
and Regional Planning, 1976.

Kozey, Stephen William - Manager, Central District, Canada
Department of Indian Affairs and Northern Development.
Interview, Vancouver, B.C., February 12, 1986.

KrOpotkin, Peter. Mutual Aid. Boston: Extending Horizon Books,
1955.

Levine, Sol and Paul E. White. "Exchange As A Conceptual
Framework For The Study Of Interorganizational
Relationships", in Amitai Etzioni (Ed.>, A Sociclogical
Reader on Complex Organizations. New York: Holt, Rinehart
and Winston, 1969, 117-132.

Lim, Gill C. "Regional Planning in Transition", in Gill C.

Lim (Ed.>, i 1 i : EBvolutio ri
Prospects. Totowa, New Jersey: Allanheld, Osman and Co.,
1983, 3-14.

Littrell, Donald W. "The Self-Help Approach", in James A.

Chrxstenson and Jerry W. Robinson, Jr. (Ed.), Community

Development in America. Ames, Iowa: The Iowa State
University Press, 1980, 64-72.

Litwak, Eugene and Lydia F. Hylton. "Interorganizational
Analysis: A Hypothesis On Co-ordinating Agencies", in
Amitai Etzioni (Ed.)>, Soci i 1 C e
Organizations. New York: Holt, Rinehart and Winston,
1969, 339-356.

Low, William James. Inte i ional Relatijo
Land-Use Planning. Master’s Thesis, University of British

Columbia School of Community and Regional Planning, 1979.



-101-

Merritt District Chamber of Commerce. The City of Merritt.
20 p., Merritt, 1985.

Miller, Walter B. "Inter-Institutional Conflict as a Major
Impediment to Delinquency Prevention". Human

Organization, 1958, 17, 20-23.

Morgan, Arthur E. The Community of the Future and The Future
of Community. Ann Arbor, Michigan: Braun-Brumfield, 1957.

Mul ford, Charles L. Interorganizational Relations:
Implications for Community Development. New York: Human

Sciences Press, 1984,

Nelson, Lowry, Charles E. Ramsey and Coolie Verner. Community

Structure and Change. New York: The MacMillan Company,
1960,
Nicola Vailey Archives Association Newsletter. Historical Work

Paper, 1<(1>, Merritt, B.C., December 1977.

Page, Daniel and Victor M.P. da Rosa. Heritage of the North
American Indian Pegple. Ottawa: Borealis Press, 1982.

Perfucci Robert and Marc Pilisuk. "Leaders And Ruling Elite:
The Interorganizational Bases of Community Power".

American Sociological Review, 1970, 35, 1040-1057.

Read, Simon Charles. mmwmgmmmm
ian i D 1 ent ]

Master’s Thesis, University of British Columbia School of
Community and Regional Planning, 1978.

Roberts, Hayden. i Develo : d ion.
Toronto: University of Toronto Press, 1979.

Robinson, Jerry W., Jr. "The Conflict Approach", in James A.
Christenson and Jerry W. Robinson, Jr. (Ed.>, Community

Development in America. Ames, Iowa: The Iowa State
University Press, 1980, 73-95.
Rondonelli, Dennis A. Urban and Regional Development Planning:
- oli inis ti . Ithaca and London: Cornell

University Press, 1975.

Ryan, Vernon D. "Increasing IOR‘s Contribution to Community
Development®, in Charies L. Mulford (Ed.),

nterorganizati tions: 1 ications f Communit
Development. New York: Human Sciences Press, 1984, 203-

206.



-102-

Savoie, Donald J. Regional Economic Development: Canada’s
search for solutions. Toronto: University of Toronto
Press, 1986.

Schermerhorn, John R., Jr. "Determinants of Interorganizational

Cooperation". e £ t Jour , 1975, 18,
846-856.
Schon, Donald A. Bevond the Stable State. New York: Random

House, 1971.

Sherif, Muzafer. "Superordinate Goals In The Reduction Of

Intergroup Conflict". American Journal of Socioloay,
1958, 63, 349-356.

Shewchuk, Murphy. Exploring the Nicola Valley. Vancouver:
Douglas and McIntyre, 1981.

Sills, Patrick. "Power and Community Groups". Community
Development Journal, January 1975, 10(1)>, 24-28.

Spiegel, Hans B.C. "Theoretical Research and Community
Development Practice", in Edward J. Blakely (Ed.),
Communit t R : Concepts ssu
Strategies. New York: Human Sciences Press, 1979, 24-45.

Steffens, Sophie. The Land of Chief Nicola. (Undated).

Stogdill, Ralph. "Intragroup-Intergroup Theory and Research", in
Muzafer Sherif (Ed.>, ch in Indust 1 c

Cultural and Poljitical Areas. New York: John Wiley and
Sons, 1962, 48- 65.

Sutties, Wayne. "Variation in Habitat and Culture on the

Northwest Coast", from the International Conaress of
Americ c i , 1960, 34, 522-537.

Teit, James A. "Notes on the history of the Nicola Valley",
Printed in Merritt Herald, Merritt B.C., May 25, 1967.

Thompson, James D. and William J. McEwen. "Organizational Goals
and Environment", in Amitai Etzioni (Ed.)>, Sociol ical

Reader on Complex Organizations. New York: Holt, Rinehart
and Winston, 1969, 187-196,.

Thompson-Nicola Regional District. The Redgion with Growth
Opportunities. Kamloops, B.C. (Undated).



-103-

Van de Ven, Andrew H. and Gordon Walker. "The Dynamics of

Interorganizational Coordination®". ) e ien
Quarterly, 1984, 29, 598-621.

" Voth, Donald E. "Problems In Thé Evaluation of Community
‘Development Efforts", in Edward Blakely (Ed.), Community
Development se : s, Issues and egjes.

New York: Human Sciences Press, 1979, 153-174.

Voth, Donald E., Elizabeth Bothereau and Richard Cohen.
"Evaluation: A Typology and Overview", in James A.
Christenson and Jerry W. Robinson, Jr. (Ed.), un

Development in America. Ames, Iowa: The Iowa State

University Press, 1980, 187-202.

t

Warren, Roland L. "The Interorganizational Field As a Focus for
Investigation". Adminis iv C ce Quart ., 1967,

12, 398-419.

Warren, Roland L. YA Community Model", in Ralph M. Kramer and

Harry Specht (Ed.>, Readinas in Community Organization

Practice. Englewood Cliffs, New Jersey: Prentice-Hall,
1969, 40-48. :

Warren, Roland L. "Communlity Change: Some Lessons from the

Recent Past'. Community Development Journal, January

1974, 9, 2-10.

Weir, Craig. “"Unprecedented Era of Growth Heralded by new
Highway". Reprinted from Trade and Commerce Macazine, May
1985.

Wells, Betty L. "Bridging The Gap Between Coordination Knowledge
and Application", in Charles L. Mulford (Ed.),

Interorganizational Relations: Implications for Community

Development. New York: Human Sciences Press, 1984, 206-
211, -
Williams, Trevor A. Learning To Manage Qur Futures: The
artici v ] oci j

Transition. New York: John Wiley and Sons, 1982.

Winters, James. "Merritt 0.K.’s Heritage Showcase". Printed in

Western Native News, April/May 1987, p. 5.

Wismer, Susan and David Pell. it it: C ity—

Based Economic Development In Canada. Toronto: Is Five

Press, 1981.



-104-

Wooliams, Nina G. Cattle Ranch: The Story of the Douglas Lake

Cattle Ranch. Vancouver: Douglas and McIntyre, 1979.
Wyatt, D. The Indian History Of The Nicola Vallev, British

Columbia. Phd Thesis, Brown University, 1972.



The alphabetical

-105-

list of names below identifies those

persons who particlipated in the Nicola Valley interview
sessions. '

10.

11.

12.

Harold AlJam

Gordon Antoine
Rose-Linda Archachan
Doug Baker

Willie Basil
Donna Charlie
Mary June Coutlee

Jimmy Fountain

John Hilton

Fred Holmes
Richard Jackson, Jr.

Barbara Joe

Coldwater Band
Coldwater Band

Band Councillor,
Program Manager,

School
Administrator, NVIA
Chief, Coldwater Band

Band Membership Clerk, NVIA
Upper Nicola Band member

Manager, Nicola Valley Institute of
Technology

Lower Nicola Band member
Shackan Band member
Band Councillor, Lower Nicola Band

Band Councillor, Nooaitch Band
Businessman '

Technical Services Advisor, NVIA
Chief Councillor and Band Planner,
Upper Nicola Band
Membership Co-ordinator, NVIA
Lower Nicola Band member
Executive Secretary, NVIA
Shackan Band member
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13. Mabel Joe - Elder, Lower Nicola Band

14. Percy Joe - Chlef Counclillor, Shackan Band
15. Rose Joe - Elder, Shackan Band

16. Harvey Mcleod - Small Business Advisor, Nicola

Valley Indian Development
Corporation
- Upper Nicola Band member

17. Daniel Manuel - former Chléf Councillor, Upper
Nicola Band

18. Brian Michel - Resource Planner, Upper Nicola Band
- Upper Nicola Band member

19. Lorraine Moses - Manager and Small Business Advisor,
Nicola Valley Indian Development
Corporation
~ Lower Nicola Band member

20. Charlotte Ned - Payroll Clerk, Valley Business
Computer Services
- Upper Nicola Band member

21. Clarence Oppenheim - Band Manager, Coldwater Band
- Coldwater Band member

22. Phillip Oppenheim - Coldwater Band member
- Businessman

23. Rena Sam - Accounts Receivable Clerk, Valley
' Business Computer Services
-~ Shackan Band member

24. Dave Schaab - Controller, NVIA
- Supervisor, Valley Business Computer
Services
25. Joan Seymour - Social Development Coordinator, NVIA
26. Francis Shuter - Chief Councillor, Lower Nicola Band
27. Gib Shuter - Band Manager, Lower Nicola Band

- Lower Nicola Band member

28. Phil Smith - Registered Professional Forester,
Nicola Valley Indian Development
Corporation



29.

30.

31.

32.
33.

34.

35.
36'

Doug Springford

Austin Stirling
Clifford Stirling

Deanna Stirling
Sophie Stirling

Amy Tom

Tracey Tomma

May Voght
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Policy Planning Advisor, NVIA

Band Councillor, Lower Nlcola Band
Businessman

Computer Systems Operator, Valley
Business Computer Services

Lower Nicola Band member
Elder, Lower Nicola Band

organizer, Upper Nicola Band School
Upper Nicola Band member

Lands Registrar, NVIA

Elder, Lower Nicola Band member
Businegsswoman
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Below are listed the fifteen questions which were used in
nterview sessions held in the Nicola Valley:

1. For the category of factors important to the initiation of
inter-band cooperation, the following six questions were
asked of nine respondents:

a’

b>

c)

d>

e)

Were the five bands responding to some sort of crisis or
external threat when they began working together infor-
mally in the mid-sixties, and later formally beginning in
19737

Were mutual similarity and familiarity among the five
pands important factors in stimulating cooperative activi-
ty? If so, how important were they?

How important a role did consensus - or the recognition of
common problems and goals among the five bands - play in
the establishment of NVIA?

Were there individuals who played a leadership role in the
introduction of closer cooperative relations among the
five bands? If so, how important a factor were these
people?

In the vears leading up to the formation of NVIA in 1973,
did the bands view themselves as communities open to
neighbouring communities, did their members demonstrate
boundary-spanning and environment-scanning propensities,
and what were some of the factors which induced the bands
to begin working together?



2.

3.
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f) Was preliminary planning an important factor in NVIA’s )
formative period in 1973 and, more specifically, did this
planning ensure that participant bands clearly understood
the purpose of the proposed Jjoint undertaking, their own
roles and obligations, the risks involved and the rela-
tionship between participant input and reward?

For the category of factors dealing with reward delivery, atll
thirty-six respondents were asked the following four
questions:

a) Has inter-band cooperation, as represented by NVIA,
resulted in improved band access to resources, such as
government funding for various programs and capital
projects, key information, and technical-professional
skills?

b) Since the formation of NVIA, have the bands increased
their ability to adapt to significant changes in
government policy, economic conditions or other
environmental influences?

c¢) Have the bands been able to coordinate human, financiél
and physical resources more efficiently than they did
prior to the formation of NVIA?

d> Has inter-band cooperation led, through NVIA, to success
in the achievement of common physical, ‘economic and social
development goals?

To determine the capability of the cooperative organization
in maintaining its own momentum and sense of purpose, the
thirty-six respondents were asked the following five
questions:

a) How effective has NVIA been in building and maintaining
broad commitment to its own activities and goals among the
membership in the five bands, band staff and its own
staff, and how important a role has emotional zeal played
in this process?



b>

c)

d>

e)
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Has NVIA itself demonstrated an ongoing ability and
willingness to actively promote positive inter-band
relations?

To further its own goals, has NVIA been abie to manage
change in its external environment?

How important are the bands’ common geographical and .
cultural characteristics in maintaining and strengthening
cooperative activities, and has NVIA been able to take
advantage of these shared characteristics?

Over the yvears, how successfully has NVIA deait with
serious problems and threats?



