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With over half the BC coast line lo cated north of Van cou ver Is land, the 
po ten tial for shell fish aquaculture in this largely re mote area has not
been re al ized. Cre at ing an in dus try in such a large area where no
shell fish aquaculture in fra struc ture ex ists pres ents sig nif i cant chal -
lenges and a re gional de vel op ment ap proach is crit i cal to suc cess.
Dur ing 2003, twelve First Na tion com mu ni ties work ing with two na -
tive or ga ni za tions, Coastal First Na tions Turn ing Point Ini tia tive So ci -
ety (TPI) and the Tsimshian Stew ard ship Com mit tee (TSC) ini ti ated a
pro gram of 22 pi lot farms, re gional busi ness plan ning, and in fra struc -
ture de vel op ment to test, ex plore op tions, and hope fully es tab lish a
suc cess ful in dus try. This pro gram has been un der taken with lo cal eco -
nomic de velop groups, Ecotrust Can ada (con ser va tion NGO), in dus try
con sul tants and lo cal First Na tion com mu ni ties. Re sults of pi lot farms
have largely been suc cess ful and a re gional fea si bil ity study  com -
pleted in early 2004 laid out a busi ness strat egy that is guid ing fur ther
phases of early in dus try de vel op ment in this re gion.  In the next phase
of the pro ject there is a fo cus on “pre-in dus try de vel op ment and ca -
pac ity build ing” that in cludes fur ther com mu nity work, grow-out test -
ing, train ing, es tab lish ing farm sites, re gional and com mu nity busi ness 
plans, mar ket strat e gies and sour cing cap i tal for de vel op ment. 

In tro duc tion

With over half the Brit ish Co lum bia coast line lo cated north of Van cou ver Is -
land, the po ten tial for shell fish aquaculture in this largely re mote area has not
been re al ized. For more than 30 years most bi valve fish er ies have been closed and 
aquaculture held back in this area due to a lack of san i tary and ma rine biotoxin
mon i tor ing in this re gion. Pre vi ously all but two small shell fish farms have been
lo cated on the south coast of Brit ish Co lum bia. The area of the pro ject ex tends ap -
prox i mately 400 km north to south and cov ers 3 de grees of lat i tude.

The 12 coastal First Na tions in this area are em bark ing on an am bi tious shell fish
aquaculture de vel op ment pro gram. Cre at ing an in dus try in such a large area
where no shell fish aquaculture in fra struc ture ex ists pres ents sig nif i cant chal -
lenges and a re gional de vel op ment ap proach is seen as crit i cal to suc cess.  

To that end the 12 Na tions have come to gether to move the ini tia tive for ward
jointly through two na tive or ga ni za tions, The Coastal First Na tions Turn ing Point 
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Ini tia tive So ci ety (TPI) and the Tsimshian Stew ard ship Com mit tee (TSC). This is
the first time that so many com mu ni ties in the north and cen tral coast and the
Queen Char lotte Is lands (Haida Gwaii) have co op er ated in such a large-scale ex -
plo ra tion of shell fish aquaculture all at once 

A stra te gic de vel op ment plan was es tab lished in 2002, and in 2003 the two
groups ini ti ated a pro gram of pi lot farms and re gional busi ness plan ning and in -
fra struc ture de vel op ment to ex plore op tions and hope fully es tab lish the foun da -
tions of a suc cess ful in dus try.  

Fund ing

The Turn ing Point Ini tia tive un der the guid ance of Larry Greba and the
Tsimshian Stew ard ship Com mit tee led by Bruce Watkinson of Kitkatla first
raised funds from lo cal com mu ni ties, In dian and North ern Af fairs Can ada
(INAC), the BC Eco nomic Part ner ship Ini tia tive and NRC IRAP (Na tional Re -
search Coun cil In dus trial Re search Assistance Pro gram) to ex plore this busi ness
op por tu nity. They and oth ers are still en gaged in fund-rais ing to as sist with train -
ing and the tran si tion to a full-fledged in dus try.  

Pro ject Team

A large pro ject team was as sem bled that in cluded staff of:
• First Na tions Groups; 
• Blue Rev o lu tion Con sult ing Group, which pro vided tech ni cal, busi ness

plan ning and mar ket ing ex per tise; 
• Ecotrust Can ada, a west coast NGO that pro motes en vi ron men tal is sues

through de vel op ment of con ser va tion-based econ o mies and has sig nif i cant 
busi ness plan ning ex per tise;

• BC Min is try of Ag ri cul ture Fish er ies and Food pro vided as sis tance with
pi lot sites; 

• The North Coast Wa ter Qual ity and Biotoxin So ci ety, a non-profit group
that is work ing to pro vide com mu nity-based Ca na dian Shell fish San i ta tion 
Pro gram ser vices in north ern BC; and

• The Prince Rupert Eco nomic De vel op ment Cor po ra tion. 
This lat ter group then worked with lead ers, staff and com mu nity par tic i pants

from each com mu nity.

First Stage Farms

The pro ject be gan early in 2003 with the de vel op ment of 22 “first stage” pi lot
farm sites spread across the re gion. The goal of these farms was to test and dem on -
strate spe cies and meth od ol o gies to sup port site as sess ments, pro vide train ing op -
por tu ni ties, fa mil iar ize com mu ni ties with shell fish cul ture, and pro vide in for ma -
tion for later busi ness plan ning.

In June of 2003 we used lo cal First Na tion ves sels and com mu nity mem bers to
de liver equip ment, an chor and build sites. Sites in the Tsimshian com mu ni ties
con sisted of a raft and small sur face long lines. Sur face long lines were in stalled in 
the Turn ing Point com mu ni ties.The sites were seeded in si mul ta neously in July.
Seed was of ten de liv ered to the sites by floatplane. The sites have been main -
tained and mon i tored reg u larly ever since. Each site was seeded with:

• Sin gle Pa cific oys ters in dif fer ent types of trays,
• Cultch oys ters,
• Gallo and blue mus sels,
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• Jap a nese weather vane scal lops
• Ed ible kelps, on some sites. 

Growth, tem per a ture and ocean o graphic In for ma tion

Growth and sur vival data are be ing re corded. As well, con tin u ous tem per a ture
data are be ing col lected and ocean o graphic mon i tor ing is be ing per formed at each 
site.

Suc cess ful grow-out

Gen er ally the com mu ni ties have ex pe ri enced ex cel lent grow-out suc cess, es pe -
cially with oys ters and scal lops.

Busi ness Plan ning

Con cur rent with the de vel op ment of seed ing of pi lot sites, the sec ond phase of
this ini tia tive has in volved the de vel op ment of a re gional busi ness plan that ex am -
ines the fea si bil ity of the com mu ni ties work ing to gether to over come in fra struc -
ture, lo gis ti cal, pro cess ing and mar ket ing is sues. This plan ning ex er cise rec og -
nized that the de ci sion on the spe cies grown and the form of prod ucts must be
mar ket driven and rec og nized the lo gis ti cal re al i ties of work ing in this re gion. To
test var i ous as sump tions, the pro ject team set tled on a se ries of case stud ies and
worked back wards to ex am ine what a $10 mil lion dol lar a year whole sale in dus -
try would look like.

Case study de ter mi na tions

Us ing the in for ma tion gen er ated dur ing this ex er cise, the team de ter mined op ti -
mal size and sit ing re quire ments for farms, cap i tal and la bour re quire ments, pro -
cess ing, gov er nance and cor po rate re quire ments.  

Com mu nity and re gional work shops

Be fore, dur ing, and af ter this ex er cise, work shops were
held in each com mu nity to ex plain the pro cess, dis cuss re -
gional and com mu nity is sues, and get com mu nity feed back
to as sist the plan ning. We also held three re gional work shops
where lead ers from each com mu nity got to gether as a group.

Re gional busi ness plan

The re sult of the ini tia tive has been a re gional busi ness plan
that sets out the anal y sis of fea si bil ity and pro poses a rec om -
mended busi ness struc ture and im ple men ta tion strat egy for
the com mu ni ties. The crit i cal rec om men da tion was, of
course, that to re duce busi ness risk and pro vide the best
chance of eco nomic suc cess that most, if not all, the com mu -
ni ties needed to work to gether in such a man ner that in di vid -
ual com mu nity goals were bal anced against the re gional ap -
proach.

Pro duc tion over view

The rec om mended ap proach is to pro vide an um brella de -
vel op ment cor po ra tion that looks af ter shared re quire ments
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Lo ca tion of the 22 pi lot
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such as gen eral di rec tion, seed, pro cess ing, and mar ket ing but al lows each in di -
vid ual com mu nity to in de pend ently op er ate its own farms.

Or ga ni za tional re quire ments

An or ga ni za tional di a gram for this model in cludes a shell fish trust re spon si ble
for in vest ment dol lars, equal par tic i pa tion by com mu ni ties in the board of di rec -
tors of the de vel op ment cor po ra tion and in di vid u ally-owned and op er ated farms.

Po ten tial new jobs

The busi ness model sug gests that this ap proach could con ser va tively gen er ate 
ap prox i mately 280 full-time-equiv a lent jobs in the re gion.

Po ten tial re sults

Other re sults would in clude more than $25 mil lion per year in whole sale value
with strong lo cal eco nomic mul ti pli ers, with First Na tion busi nesses that main -
tain im por tant high con ser va tion val ues. Work ing to gether, the com mu ni ties be -
lieve that they are ca pa ble of achiev ing a world class sec tor, at tracting new in vest -
ment to the re gion, and con trib ut ing to main tain ing in fra struc ture and ex port de -
vel op ment in cen tral and north ern BC.

Pre-In dus try chal lenges

So far, how ever, all that ex ists is a plan and a good start on the ground. The ma -
jor ity of the work now needs to be done in what we call “pre-in dus try chal lenges”.  
These in volve firm ing up com mu nity buy-in and com mit ment, main tain ing and
ex pand ing the pi lot farms, and putt ing the cor po rate struc ture to gether. Each
com mu nity must es tab lish com mer cial grow-out sites and re fine in di vid ual busi -
ness plans. Mar kets need to be de vel oped and con firmed ahead of prod uct reach -
ing the mar ket and fu ture em ploy ees must be trained. Biotoxin and san i tary sur -
veys need to be ex panded through the re gion, and a spe cific pro cess ing in fra struc -
ture needs to be de vel oped, as well as a suite of mis cel la neous but critical minor
projects.

Con clu sion

In many ways this re gional pro ject is just
be gin ning. All com mu ni ties and pro ject
part ners ac knowl edge that there are con sid -
er able chal lenges ahead and that the de vel -
op ment of a north ern shell fish cul ture in dus -
try will not be easy or fast.

Ac knowl edg ments

In dian and North ern Af fairs Can ada 
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Fig ure 2

Oys ter grown in a tray at 

one of the pi lot farm

sites.


