
02.D 
Making a difference ... together 

SALT SPRING ISLAND PARKS AND RECREATION COMMISSION 
Notice of Meeting on Tuesday, February 22, 2022 at 2:30 PM 

Rainbow Road Aquatic Centre, 262 Rainbow Rd, Salt Spring Is land, BC 

Gary Holman 

Sonja Collombin 

Drew Bodaly 

Colin Walde 

Drew Takahashi 

Randy Cunningham 

Sean Norgard 

Andrea Little 

(r) = Regrets

AGENDA 

1. Territorial Acknowledgement / Call Meeting to Order

2. Approval of Agenda

3. Adoption of Minutes of January 25, 2022

4. Delegation/Presentation - None

5. Director and Chair Reports

6. Nomination of Vice Chair

7. Outstanding Business

7.1 PARC Final Budget Report 

That the Salt Spring Island Parks and Recreation Commission receive this 

report for information. 

7.2 Fulford Ball Park Lease 

7.3 License of Occupation for Manson Road in Ganges 

That the Salt Spring Island Parks and Recreation Commission recommends 

the Capital Regional District: 

Enter into a Licence of Occupation agreement with the Ministry of 
Transpiration and Infrastructure at Manson Road in Ganges Village from 
March 1, 2022- February 28, 2026. 

AND 

Enter into a Licence of Occupation agreement with Tree House Restaurant 
for the purpose of their business to operate on CRD tenured lands at Manson 
Road in Ganges Village from March 1, 2022 - February 28, 2026. 

To ensure quorum, advise Shayla Burnham 250 537 4448 if you cannot attend. 
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7.4 Market Business Case 

That the Salt Spring Island Parks and Recreation Commission recommends 
that staff issue an expressions of interest for an independent entity to 
assume the operation and management of the Salt Spring Island Saturday 
Market for the 2023 market season for a five year term.  

7.5 Rotary Dinghy Dock Replacement Project Charter 

8. New Business – None

9. Next Meeting – March 22, 2022 at 2:30 PM in the Salt Spring Island Library
Meeting Room, 129 McPhillips Avenue, Salt Spring Island, BC

10. Adjournment
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Minutes of the Regular Meeting of the  
Salt Spring Island Parks and Recreation Commission 
Held January 25, 2021 at the SSI Public Library-121 McPhillips Ave, Salt Spring Island, BC 

Present: Director: Gary Holman 
Commission Members: Sonja Collombin, Colin Walde, Drew Bodaly, Sean 
Norgard (via Zoom), Drew Takahashi (via Zoom), Randy Cunningham (via 
Zoom), and Andrea Little 
Staff:  Dan Ovington, Parks and Recreation Manager; Shayla Burnham 
Recording Secretary 
Absent: Brian Webster 

These minutes follow the order of the agenda although the sequence may have varied. 

1. Territorial Acknowledgement / Call Meeting to Order

The Territorial Acknowledgement was provided by Chair Collombin and the meeting was
called to order at 2:35 pm.

2. Limited Space Meeting Resolution

MOVED by Commissioner Collombin, SECONDED by Commissioner Walde, that this
resolution applies to the Salt Spring Island Parks and Recreation Commission for the
meeting being held on January 25, 2022, and that the attendance of the public at the
place of the meeting will be limited in accordance with the applicable
requirements or recommendations under the Public Health Act, despite the best
efforts of the Commission because:

a. The available meeting facilities cannot accommodate more than (43)
people in person, including members of the Commission and staff,
and

b. There are no other facilities presently available that will allow physical
attendance of the Commission and the public in sufficient numbers;
and

That the Commission is ensuring openness, transparency, accessibility and 
accountability in respect of the open meeting by the following means: 

a. By making the meeting agenda, as well as the other relevant documents,
available on the CRD website, and directing interested persons to the
website by means of the notices provided in respect of the meeting,

b. By making the minutes of the meeting available on the CRD website
following the meeting.

CARRIED 

3. Election of Chair and Vice Chair

• Commissioner Collombin was nominated by Commissioner Bodaly for position of
Chair. Calling three times for additional nominations and hearing none,
Commissioner Collombin accepted the position of Chair.
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• Commissioner Webster was nominated by Chair Collombin for position of Vice-
Chair. Calling three times for additional nominations and hearing none,
Commissioner Webster was appointed the position of Vice-Chair.

4. Approval of Agenda

MOVED by Commissioner Norgard, SECONDED by Commissioner Takahashi, that the
Salt Spring Island Parks and Recreation Commission agenda of January 25, 2022 be
approved as presented.

CARRIED  

5. Adoption of Minutes of November 16, 2021
MOVED by Commissioner Bodaly, SECONDED by Commissioner Takahashi, that the
Salt Spring Island Parks and Recreation Commission minutes of November 16, 2021 be
approved as presented.

CARRIED 

6. Delegation/Presentation – None

7. Director and Chair Reports

7.1 Director Holman briefly reported:

• BC Housing funding 28 units of affordable housing on Drake Road.

7.2 Chair Collombin briefly reported: 

• Welcomed Commissioner Little and a roundtable of introductions occurred.

8. Outstanding Business
8.1 Rainbow Road Recreation Centre Site Master Plan

• Due to the continued growth in operational services, a concept plan included
the Kanaka Road property as an option for a continued maintenance facility
expansion.

• Staff confirmed the Kanaka Road property was a future community amenity
that could potentially be used as a charging station following the
electrification of buses on the island.

• Staff addressed the Commissions concerns regarding rezoning
requirements noting a text amendment was required.

• The Commission expressed support for the maintenance facility on the
Kanaka Road site.

• Staff confirmed the Kanaka Road property could be sold however, it would
have to be purchased at market value and water concerns were discussed.

• Staff confirmed the Rainbow Road property is the only CRD property
appropriately zoned for covered indoor recreation.
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• The Commission expressed support in relocating the tennis courts from
Portlock Park to the Rainbow Road property.

• The Commission suggested relocating the dog park to Moats Park below
the parking area.

• The Commission suggested the dog park be included in the wooded area
of the Centre Site Master Plan to allow more space for multi-purpose courts.

• The Commission suggested a future community gardens expansion be
constructed at another CRD property.

• The Commission requested a concept plan for Portlock Park be created to
assist the public with a general outline of the proposed plans.

• The Commission asked if additional parking was required and staff
confirmed they would return to the Commission with an update.

• The Commission asked if additional washrooms were required and staff
confirmed a sufficient number of washrooms were already on site.

MOVED by Commissioner Bodaly, SECONDED by Commissioner Takahashi, that 
the Salt Spring Island Parks and Recreation Commission recommends that the 
three Landscape Conceptual designs developed by LADR Landscape Architects, 
including an option showing the maintenance facility on Kanaka Road be used for 
further community consultation. 

CARRIED 

8.2 Salt Spring Island Multipurpose Space (SIMS) Update 

• Depending on the amount of expression of interests received following
February 15, 2022 staff may go out for a request for proposal.

• The Commission acknowledged the excitement expressed by the
community regarding the SIMS space.

8.3 Mouats Park Horse Riding Ring License of Use 

MOVED Commissioner Norgard, SECONDED by Commissioner Bodaly, that the 
Salt Spring Island Parks and Recreation Commission recommends that a License 
of Use with the Gulf Island Horse Association for the purpose of operating a riding 
ring in the licensed area identified in (Appendix A; Schedule A) be drafted for 
consideration. 

CARRIED 

8.4 Salt Spring Island Administrative Project Tracker (PARC Projects) 

• The Commission expressed appreciation for the ongoing list of projects.

8.5 Baker Beach Stair Replacement Project Update 

• Staff updated the Commission that this project is now complete.

8.6 Drake to Cypress Trail Upgrade Project 
• Staff updated the Commission that this project was now complete.
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• New seeding to be completed in spring 2022.
• Hay down to event erosion.

8.7 Salt Spring Island Recreation Staffing Shortage and Further Reduction of 
Service Level 

• Staff confirmed that the Heron's Nest Preschool will likely stay closed until
fall of 2022.

9. New Business – None

10. Motion to Close the meeting in accordance with the Community Charter Part 4,
Division 3, Section 90 (1):

(k) negotiations and related discussions respecting the proposed provision of a municipal
service that are at their preliminary stages and that, in the view of the council, could
reasonably be expected to harm the interests of the municipality if they were held in public;

The regular meeting closed at 4:17 pm. 

The Commission re-entered the regular meeting at 4:34 pm. 

11. Rise and Report

MOVED by Commissioner Cunningham, SECONDED by Commissioner Takahashi, that
the Salt Spring Island Parks and Recreation Commission recommends that staff issues
on expressions of interest for interest for an independent entity to assume the operation
and management of the Salt Spring Island Saturday Market for the 2023 market season
for a five year term.

CARRIED 

11. Next Meeting – February 22, 2022 at 2:30 PM at the Rainbow Road Aquatic Centre, 262
Rainbow Road (Multi-purpose Room)

12. Adjournment

MOVED By Commissioner Bodaly, SECONDED by Commissioner Walde, that the
meeting adjourn at 4:38 pm.

CARRIED 

______________________________ 
CHAIR 

______________________________ 
SENIOR MANAGER 
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Much of the surplus is a result of the following: 

• Pool has been operating with reduced hours since November 2021.
• Park Land Recreation Technician position has been vacant since September 2021.
• Community Recreation preschool registrations and revenue was higher than anticipated
• Fernwood Dock repairs and maintenance costs were lower than budgeted.

Much of the lower revenue is a result of the following: 

• Reduced pool operating hours and reduced attendance
• Lost market revenue due to reduced vendor participation
• Lost program and drop in revenue due to PHO

Lower revenues were offset by COVID relief funding preventing deficits at year end. 

Balance of reserves at December 31, 2021:  

Capital Reserve Fund (CRF) 
101379 Parkland Acquisition  $    912,498 
102045 SSI Pool  $   97,461 
101792 Community Parks  $    77,459 
102030 Community Park Facilities  $    11,953 
101786 Community Rec Facilities  $    134,698 
101603 Park Land  $    263,563 
102111 Fernwood Dock  $   192,539 

 $   1,690,171 
Equipment Replacement Fund (ERF) 
101444 Community Parks  $    101,969 
101412 SSI Pool  $    34,842 
101445 Community Rec Facilities  $    10,273 

 $    147,084 
*Operating Reserve Fund (ORF)
105548 Community Parks  $    0 
105549 Community Rec Facilities  $    8,223 
105550 SSI Pool & Park Land $    35,689 

$    43,912 

*New operating reserves were established in 2020 for the parks services. Operating reserve 
funds enable CRD services to set aside operating funds to cover cyclical expenditures, 
unforeseen operating expenses, and special one-time operating projects, as well as to mitigate 
fluctuations in revenue.

PARC received a total of $366,260 of grant funding in 2021 for capital projects and new initiatives. 
(Appendix A).  This funding has been allocated to specific project funds and is not reflected in the 
reserve balances above.  
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REPORT TO PARKS AND RECREATION COMMISSION 
MEETING OF TUESDAY, FEBRUARY 22, 2022       

SUBJECT License of Occupation for Manson Road in Ganges 

ISSUE 

The current Licence of Occupation of Manson Road with the Ministry of Transpiration and 
Infrastructure is set to expire January 31, 2022.  The Licence of Occupation between the Capital 
Regional District and the Tree House Café for a portion of Manson Road is also set to expire 
January 31, 2022. 

BACKGROUND 

In 2017 adjacent property and business owners requested that the Capital Regional District 
(CRD) acquire control of Manson Road right of way and reclaimed land outside the terminus 
point north of the road from the Ministry of Transportation and Infrastructure (MoTI) and Ministry 
Forest, Lands and Natural Resource Operations (FLNR).    The purpose was to maintain the 
lands for public use and a pedestrian corridor to the boardwalk and enter into leases, at fair 
market value, with the adjacent business owners to support continued use as outdoor restaurant 
seating on the lands. 

The CRD Board authorized staff to acquire the unconstructed road right of way (Manson Road) 
and portion of filled in foreshore between the road and boardwalk through a LoC with MoTI and 
initiate the process to obtain tenure of the foreshore infill.  Subsequently the CRD Salt Spring 
Island Parks and Recreation Commission (PARC) obtained a Licence of Occupation (LoC) with 
the Province for a five year term ending January 31, 2022 for the undeveloped portion of Manson 
Road.   

PARC entered into a one year LoC with the Tree House Café in 2017 to utilize a portion of the 
area for outdoor restaurant seating with the provision that a pedestrian corridor to the boardwalk 
be upgraded and kept clear. In 2018 the CRD entered into a three year LoC with the Tree House 
Café that is set to expire February 28, 2021.  The tenure that the CRD obtained with the Province 
for a five year term is ending January 31, 2022. A new LoC with the tree house was granted in 
2021 and is set to expire January 31, 2022 as an LoC cannot be granted past that date until a 
new tenure term with MoTI is granted.    

The attached tenure agreement has been prepared to lease 350 ft2 at $23.00/ft2 + 2% annual 
which represents fair market value.  The Tree House Café will be required to continue to keep a 
corridor for pedestrian access to the boardwalk and Purvis Lane; keep the area free and clear 
during non-use; and allow emergency access.  Liquor sales will be permitted subject to applying 
for a Special Occasion License policy and meeting the conditions for the permit; and having proper 
insurance coverage as outlined in section 10 of the licence of occupation. 
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Tree House License of Occupation for Mason Road  3 

Mouat’s continued with the development of proper boardwalk to connect both the federal dock 
to the Kanaka wharf in 1988 with the aim of making Ganges area an attractive seaside village  

and a vision within the Community Plan. This waterfront boardwalk provides access east from 
Fulford Ganges Road west to Lower Ganges Road. 

Both the Oyster Catcher and Tree House Café have been operating an outdoor restaurant 
seating area adjacent to Manson Road and reclaimed land outside the terminus point of 
Manson Road during the tourist season.  Both businesses are significant employers on the 
island and due to their unique nature also are key attractions bringing tourists who in turn 
support other island employers. 

The Tree House Café has been operating in a heritage cottage for about 25 years.  This 
attraction has a long and diverse history since 1920 which includes being the site of the first 
electrical generating station on the island and later as a home for one of the Mouat family’s 
favorite aunts.  It’s even been a smoke house, crystal shop and music school and now has built 
up a large clientele since 1996 as a full service restaurant and coffee bar/deli.   

CONCLUSION 

The CRD tenure agreement will provide assurance for the Tree House Café to continue with 
their operations while protecting this portion of Manson Road for pedestrian access and 
maintain the unconstructed road area as the gateway to the community harbour and public 
plaza.  A new tenure that the CRD will need to obtain from the Province for a five year term will 
need to be approved prior to the CRD entering into a LoC with the Tree House Café.     

RECOMMENDATION 

Enter into a Licence of Occupation agreement with the Ministry of Transpiration and Infrastructure 
at Manson Road in Ganges Village from March 1, 2022 – February 28, 2026. 

AND 

Enter into a Licence of Occupation agreement with Tree House Restaurant for the purpose of 
their business to operate on CRD tenured lands at Manson Road in Ganges Village from March 
1, 2022 – February 28, 2026. 

Submitted by: Dan Ovington, Manager, Parks and Recreation 

Concurrence: Karla Campbell, Senior Manager, SSI Electoral Area 

DO: 

Attachments:  Appendix 1 - Draft Licence of Occupation of Provincial Public Way MoTI 
Appendix 2 – Draft Licence of Occupation Tree House Café (2007) Inc. 
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EXECUTIVE SUMMARY 
Background 

The Salt Spring Island Saturday Market (the Market) has been operating in Centennial Park 
since the 1970’s and as early as 1986 under the Capital Regional District (CRD) Community 
Parks Regulations Salt Spring Island Bylaw (Bylaw 1453) when the CRD was managing the 
Market by issuing permits to Market Vendors. The Market has been operating in its current 
inception since 1993.  The Salt Spring Island Parks and Recreations Facilities Local Services 
Establishment Bylaw No. 1, 1996 (“Bylaw 2422”) authorizes the CRD to establish a service on 
Salt Spring Island for the provision of parks and operation of recreation programs, equipment, 
and facilities, and acquisition of land for park purposes.  

The Community Parks Regulation (Juan de Fuca and Salt Spring Island Electoral Areas) Bylaw 
No. 1, 2001 (Bylaw 3795”) sets out the rules and regulations respecting the hours and operation 
of the Market, the parameters of the “Make It, Bake It, or Grow It” policy, the permissible items 
that may be sold at the Market, the rules respecting the use of the easement area, the 
establishment of the Market Advisory Group, and the process for vendor permit applications. 

From the Markets current inception it has grown considerably and attracts visitors from all 
around the world as a key economic driver and crucial pillar of island life for the community on 
Salt Spring Island. Administrative oversight, including issuing permits, collecting fees and 
resolving vendor disputes requires a considerable amount of CRD staff time and competes with 
other parks and recreation programs and service under the mandate of the Salt Spring Island 
Parks and Recreation Commission (PARC).  

The 2019 Salt Spring Island Parks and Recreation Strategic Plan identifies “review of the 
current operating and management of the Market with a goal to improve service delivery and the 
efficient and appropriate allocation of PARC resources” as a key strategy under our plan for 
resourcing, capacity and communication.  

The Market is operated by the CRD under the auspices of PARC, an appointed Market Advisory 
Group and a Market Coordinator contracted by the CRD.   

Conclusion 

The CRD has exclusive control over the Market and spends a considerable amount of time on 
administrative oversight, operation and management.   

If the CRD adopts an independent entity model, it can shift oversight to the society that takes 
over the Market and reduce the amount of time, risk and resources need to devote to and 
administer the Market. 
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Recommendation 

Alternative 1: Revert the operating and management of the Market to an independent 
entity 

That the Salt Spring Island Parks and Recreation Commission recommends that 

Staff issue an expressions of interest for an independent entity to assume the operation and 
management of the Salt Spring Island Saturday Market for the 2023 market season for a five 
year term.  
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PHASE 1: The Strategic Context 
Strategic Environment 

Organizational Overview 
The purpose of the PARC is to advise the CRD on the planning of a broad range of parks and 
recreation services and programs within the electoral area of Salt Spring Island and to 
recommend specific budget for operation of community-based parks and recreation services for 
residents on the island.  

The Market is operated by the CRD under the auspices of PARC and an appointed Market 
Advisory Group that typically meets twice a year, at the beginning and end of each market 
season to make recommendations to PARC.  The Market Coordinator is contracted by the CRD 
to assist in the daily operation of the Market.  The Coordinators role is to organize all of the 
activities of the day to day functioning of the Market and to enforce Market policies and 
guidelines.  The CRD administers vendor permits, insurance, maintenance, vendor relations 
and dispute resolution, advisory consultation, staff supervision, budget development, and bylaw 
enforcement.  

The Market operates as a local producer based market from 9am-4pm on Saturdays in 
Centennial Park from the first Saturday in April* to the last Saturday in October. Off season 
vending permits can also be issued during the winter months.  
*If Easter weekend occurs earlier than the first weekend in April then the Market Season starts
on the Saturday of the Easter Weekend.

PARC Mission 
The mission of the Salt Spring Island Parks and Recreation Commission is to: 
Provide access to quality, safe, divers, year-round, and inclusive parks, recreation and sports 
facilities, trails and water access, and to deliver recreational programs that enhance quality of 
life, promote healthy lifestyles, strengthen the sense of community, and connect all residents 
and visitors with nature, while following environmental best practices.  

PARC Desired Outcomes 
We believe that parks and recreation are a means to an end.  They are purposeful tools used to 
address a variety of individual, social, ecological, and economic issues.  By providing a quality 
parks and recreation system, we will work to achieve the following outcomes: 

• Healthy active lifestyle for all
• Attract and retain families, skilled workers, and employees
• Strengthen relationships between family, friends, and the community
• Increase partnerships and volunteerism
• Strengthen and promote environmental stewardship
• Diversify and strengthen our economy through community-based tourism
• Affordable yet viable parks and recreation services
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Business Need 
The 2019 Salt Spring Island Parks and Recreation Strategic Plan identifies “review of the 
current operating and management of the Market with a goal to improve service delivery and the 
efficient and appropriate allocation of PARC resources” as a key strategy under our plan for 
resourcing, capacity and communication. This strategy was originally listed as a priority three to 
be completed following strategies and actions listed as a priority one or two however challenges 
during recent market season have prompted PARC to complete the review ahead of other 
priority projects.       

An opportunity exists to explore the current operating and management of the Market and 
enhance the service delivery of the Market with a goal to improve service delivery and the 
efficient and appropriate allocation of PARC resources:  

(1) Shift the operation and management of the Market to an independent entity through a
license of occupation and fee; or (2) review the current operation and management under local
government to improve or innovate the service delivery

Drivers for Change 
The CRD operates and manages the Market through PARC. The CRD must amongst other 
things: coordinate “on the ground” activities on Market days, resolve vendor disputes, issue 
seasonal vending permits, assess whether vendors meet the Market’s "Make It, Bake It, or 
Grow It" policy, and hear appeals of decisions made by the Market Advisory Group and enforce 
Market policies and guidelines. 

The CRD recognizes how important the Market is for the Salt Spring Island economy and does 
not want it to cease operations. The Market could be viewed as a catalyst for change and 
improving the vibrancy of the downtown core and tourism but given the resources that the CRD 
must devote to the Market both in terms of cost and staff resources, it would like to explore the 
responsibility of operating and managing the Market to the local community through an 
independent entity. The CRD would, ideally, enter into a licence agreement with an independent 
entity that would operate the Market in Centennial Park and the easement area on Saturdays. 

The current operating model is outdated operational procedures and management structure is 
constraining growth, economic, and entrepreneurial potential.  The Market will benefit from the 
expertise and business acumen to guide the long term future direction and creative marketing to 
adapt to changing market conditions. 

Other Driving Factors 
Market as a Source of Liability 
Operating and managing a busy market on CRD property exposes the CRD to the risk that it will 
be liable for damages suffered by Market patrons or vendors. 

Use of Centennial Park 
Because the Market is operated partially within a park, the common law rules respecting 
permissible use of park are important to consider before adopting to the independent entity 
model, as these rules will impact any agreements, including a licence of use that the CRD 
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enters into with an independent entity respecting the use of the park.  Current zoning of park 
use for commercial activity is limited to 25% of the footprint  
 
Lost Opportunities under Current Model  
The current CRD operating model is not producing optimal results for improving vendor 
performance and business sustainability.  The bureaucratic nature of the market operations 
means that it is neither able to move quickly enough to respond to day-to-day operations nor 
take advantage of opportunities for enhancement and improvement. 
 
No sales or economic data to evaluate vendor performance:  
 

• To determine return on investment for marketing programs or special events 
• To assess vendor sustainability  

 Provide business education assistance to improve sales  
 Encourage vendor turnover for new entrepreneurial business ventures to enter the 

market from the waitlist and have non-performing vendors to exit 
 Maintain attractive market competition with other competitive famer’s markets on 

Vancouver island 
 Inspire entrepreneurial and fresh market activities to maintain unique market 

environment with superior products 
 Assess rental rates, allocation of space to more productive vendors, or determining 

prime selling areas and visibility 
 

No business operating model for:  
 

• Rental rates for prime spots and non-prime spots 
• Vendor mix 
• Budgeting 
• Staffing 
• Creative and sustainable business and marketing strategies (i.e. National or regional 

prepared brand i.e. Pike Street Market, Granville Market) 
 No action plan to maintain the character and image for the future  
 No marketing plan to address competition with other island regional famers markets. 

 
Benefits to changing the model to an independent entity model: 
 

• Can focus on market issues, regional differentiation, image, achieving profits, and not 
political impacts 

• Conduct consumer, visitors, and vendor surveys, data collection, demographic 
characteristics to offer important insights for market potential and business 
improvements 

• Establish a branding identity for a “Made on Salt Spring Island”  
• Establish an online presence for marketing and promotional material, link farmers and 

vendors to customers for further business transactions, and off-island sales.  Currently 
there is no information on the types of products sold, nor is there a vendor directory 

• Set long-term future direction (plan for growth) 
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• Creative marketing program with tourism initiatives, Chamber of Commerce, etc.  
• CRD can focus on capital improvements to the park and community recreational 

programming 

Themes 
Out of these contributing factors a number of themes emerge:   

Organization.  The goal in outsourcing is to minimize costs of delivering any given quantity 
and quality of services.  The local government is striving to minimize their respective labour 
and resource expenditures to produce the service and cost associated with administrating 
and managing a commercial market so that these resources can be directed to other parks 
and recreation program and services.  

Centennial Park Use.  There are opportunities to review the layout, vendor placement, 
products and services offered at the Market.  This type of review can be undertaken under 
the chosen service delivery model.  

Approaches and Methods.   Proactive and responsive marketing and meeting visitor and 
community needs require assessment, improvements, and action plans. Conducting a 
needs assessment; and creating a proactive and responsive marketing plan undertaken with 
the task of developing an overall strategic plan upon which to produce decisions and actions 
that shape and guide the Market operation in order achieve the most cost effective and 
economic model.   

Park Use Permits and Agreements.  CRD holds a great deal of control in improving the 
service levels and visitor experience based on park use agreements. Having a detailed 
agreement will assist an independent entity in how to carry out the responsibilities of the 
Market operations through contract specification and performance measures.  The 
agreement should include the fee for using Centennial Park to cover CRD costs associated 
with repairs, maintenance, cleaning and garbage removal, as well as investments into future 
capital improvements in Centennial Park. 

Business Outcomes  
The intention of this business case is to create a lens through which to consider the advantages 
and disadvantages of the current service delivery model to (1) solve the administrative overhead 
challenges to free up PARC resources for other parks and recreation programs and services (2) 
PARC needs to make a decision on which service delivery model is most appropriate for the 
Markets operating goals and objectives; (3) the chosen service model option will be required to 
address each contributing factor; and (4) present PARC with a business case to enhance the 
Market operation without creating a drastic loss in revenue typically generated by fees collected 
from vendors.   
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Specific Objectives 
The objectives of this business case is to demonstrate improving the operation and 
management of the market and increase capacity for parks and recreation service delivery in 
the following three ways: 

 
1. Reduce staff time to process weekly vendor payment from 2 hours to 0 (including 

management oversight, market vendor administration, and dispute adjudication). 
2. Increase recreation program offerings by 2% in the first year. 
3. Enter into a License of Occupation for a five year term with an independent entity. 

 
The desired outcome for the Market operation would be to (1) reduce CRD administrative 
oversight and resource allocation to oversee the Market; (2) increase recreation programs and 
services in the community by redirecting staff time and resources (3) outsource the commercial 
Market to An independent entity who serves the interest of the vendors and economic 
sustainability of the Markets interest to an experienced management entity.  

Assumptions 

• That vendor and visitor attendance will continue to increase without CRD’s management 
oversight. 

• That the Market philosophy of “Make it, Bake it, Grow it” will continue to be enforced 
without the CRD’s management oversight; and maintaining that farmer’s priority 
placement. 

• That CRD administrative oversight of the Market will decrease under an independent 
entity model.  

• That an independent entity collect and process fees from seasonal and day vendors.  

• That an independent entity proponent will be able to pay the CRD a fee for use of 
Centennial Park and the easement area equal or slightly lower to revenues currently 
collected to offset other operating costs in Centennial Park.  
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Opportunity Statement 
An opportunity exists to reduce CRD staff time to administer the Market, increase recreation 
program and services offered by PARC and improve the Market operation by providing 
improved operations and management by either (1) Shift the operation and management of the 
Market to an independent entity through a license of occupation and fee; or (2) review the 
current operation and management under local government to improve or innovating the service 
delivery.  

Vendor Fees and Linear Charges 
A commercial market should be operated under a policy of achieving fair market value in vendor 
fees and linear charges, therefore a change in management structure should have no impact on 
the potential gross revenue from vendor fees.   Under the current model, a public sector 
operating the market involves challenges related to revenue: 

• There can be a prevailing sense (among vendors, community at large, or
Commissioners) that a CRD run initiative should be operated on a break-even basis, as
though it were a community facility, not on a for-profit basis. This makes it difficult to
achieve revenue to support the real cost of administering and operating a for profit
commercial market.

• There is often political pressure on the elected officials and Commissioners (usually from
vendors) to avoid increasing rates to off-set costs and making changes to market
operations.

• Businesses downtown pay annual leases, and annual staffing costs; yet market vendors
have access to prime location, time, and day of the week and operate at prime season.

• It is challenging to determine fair market lease rates from commercial properties in the
downtown in order to evaluate annual fair market vendor fees and linear charges.

• The true cost to operate are not fully realized and subject to public rate-payer
subsidization as the true cost of CRD management and administration expenses are not
fully accounted in the funding formulas as it is difficult to capture.

• These challenges are greatest when the CRD directly operates the Market, as elected
officials and Commissioners are typically involved in making commercial decisions about
the Market and become targets of lobbying as we saw during recent COVID-19
restrictions.   Considerable time is placed on CRD staff adjudicating vendor disputes and
visitor complaints.  Non-public sector operated markets that have a better history of non-
involvement by public officials and commissioners (e.g., Granville Island, Lonsdale
Quay, New Westminster Quay, and Richmond Public Market) work better by
administering and marketing their commercial interests.

The private sector is immune to these kinds of pressures and political influence as there is the 
expectation that the private sector will maximize revenue to off-set operating costs and make 
strategic investments in market promotion and vendor sustainability.  The situation of a private 
sector operator on a long-term licence of occupation may be swayed as there is still a 
connection between public officials, commissioners, and the market vendors. The solution is to 
have a clear policy and consistent application of that policy on the financial performance and 
permit fees. 
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Given the significant investment by PARC and the desire to not subsidize some commercial 
vendors so they have an unfair advantage over their competitors leasing space in the downtown 
Ganges, a policy on financial performance and permit fees should be as follows: 
 

• To seek to operate at a profit 

• To set rents at fair market value, subject to the need to offer favourable terms for food 
sustainability initiatives 

As stated, this policy is only useful it if is applied consistently and if PARC does not seek to 
unduly influence the Market operations. 
 
Under the current CRD operating model, the Market has not been able to: 
 

• Achieve a quality tenant mix and business-management structure that is competitive. In 
addition, the social programming has not developed to its full potential. 

• There is a need to increase the quality of the hands-on management at the Market. The 
Market needs to be guided by a strong Market Manager and a strong independent entity 
Board of Directors who can be creative, set long-term future direction, have an 
understanding of retail leasing, marketing, and operations, and can act quickly.   An 
independent entity can provide the required expertise and autonomy to manage this 
retail and cultural asset. 

• The Market will be in a better position to be competitive with other regional island 
farmer’s markets and food shopping businesses by having the skills and autonomy to act 
quickly and efficiently to market forces (e.g., marketing programs, vendor compliance 
with lease regulations, etc.). 

• An independent entity should be comprised of professionals who understand marketing, 
leasing, and operations of retail markets (e.g., business acumen) as well as social 
programming skills required to ensure this continues to be a valuable community asset 
and support sustainable business opportunities for Salt Spring Island entrepreneurs 
(e.g., food education, business training, marketing, branding, product mix, off and on 
island sales, etc.). 

 
The CRD would retain control over capital investments, maintenance, and activities permissible 
within the park but an independent entity would be responsible for leasing, setting rents, annual 
budgeting, creative direction, and all other aspects of operating the Market. Most importantly, an 
independent entity would be responsible for operating the Market at no cost to the CRD.   
 
The Benefits of the Market to the Community 
 

• The Market brings life into the downtown and aids regeneration; 

• The Market can attract business to retailers in the vicinity; 

• The Market can stimulate local economic development by increasing employment, 
encouraging consumers to support local business, and thus keep money within the local 
community; 
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• The Market can stimulate more money being spent in the local economy, and ensure
that it will circulate in the locality for longer; and

• The Market can provide an outlet for local produce, helping to start new local businesses
and expand existing ones.  One of the goals should be to grow entrepreneurial
endeavours to move beyond the market and set up a business in the community e.g.
Embe Bakery, Saltspring Soapworks Ltd.

The Vision for the Salt Spring Island Market should be Focused 

• A local farmer’s food market (primarily) - highlight Ganges downtown market,
experiential appeal

• A catalyst activity centre for Downtown Ganges—more than just a market which will
include social activities in collaboration with the Chamber of Commerce

• An attitudinal/image enhancer for Downtown Ganges

• Creates a sense of “I want to go to the Market”—a destination

• Develops a branded identity – a “Made on Salt Spring Island”

• Creates a place of high standards in terms of service, unique product and produce
offerings, etc.

• Creates a sense of freshness

• A unique community asset

Boundaries 
The boundaries considered for this business case are as follows: 

Operating budget.  In this business case a loss in revenue to the community parks 
operating budget are not to exceed reduced expenses.  An independent entity would need 
to collect revenues to pay a monthly License of Occupation.  PARC would need to 
recommend increasing the annual tax requisition to support any major budget deficits other 
than what is proposed in this business case. 

Implementation.  There is timeline sensitivity due to a number of PARC projects that have 
been put on hold due to limited staff resources.  An independent entity would need to be 
identified to successfully take on the management and operation of the Market in 2023.  
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PHASE 2:  Analysis and Recommendation 
Evaluation Criteria 

There is an opportunity to reduce CRD administrative and management oversight and resource 
allocation to oversee the Market by outsourcing these functions to an independent entity.  
Currently the CRD issues seasonal and daily permits, collects seasonal and daily fees, 
processes payments and is involved in resolving vendor disputes or organizing Market Advisory 
Group meeting to address vendor exemption requests.  

An additional opportunity exists to reallocate resources and increase recreation programs and 
services in the community.  Administrative and management oversight of the Market requires a 
considerable amount of CRD staff time and competes with other parks and recreation programs 
and service under the mandate PARC. 

To improve the Market operation there needs to be a shift to the operation and management of 
the Market to an independent entity proponent or a review of the current operation and 
management under local government to improve or innovate the service delivery.  

Alternative Options 
Alternative 1: Revert the operating and management of the Market to an independent 

entity  
This alternative would require the CRD to put out a request for expressions of interest for an 
independent entity to assume the operation and management of the Market for the 2023 market 
season.  
AND 
Develop the terms and agreement for a License of Occupation in Centennial Park for the Market 
Season.  

Alternative 2: Review the current operation and management under local government to 
improve or innovating the service delivery 

This alternative would require additional capacity to complete the review and implement any 
recommendations.  

Alternative 3: Maintain the status quo by continuing with existing delivery model  
This alternative would have minimal impact to the operation and the users but does not meet 
the business case objectives to reduce CRD administrative oversight and resource allocation to 
oversee the Market; increase recreation programs and services in the community by redirecting 
staff time and resources; improve the Market operation by providing improved operations and 
management. 

When assessing how each option meets the screening criteria Alternative 3 Status Quo, 
continuing with the existing service and operation should be discounted as a viable option as it 
does not meet the evaluation criteria: Reduce administrative oversight, increase recreation 
programs and services or improve the Market operation. 
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