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Executive Summary

Island Roots Market @iperativeaimsii 2 a i NBy 3G KSy (G(KS f20If SO2y2Yeé I yR
encouraging and supporting the growth of local food productidaoes thistiroughli KS LINR @A aA 2y 2 7F
market, acommunity space(s) where farmers/local producers and commungitybers carnteract

IRMC wants to augment their outdobrl NJYn$aNgt With a sustainable yeesund indoor marketTheir
coneept is to build an indoor/outdoor facility in the heart of Beban Park. The planners were asked, through this
Preliminary Study, to examine therrently outlinedmarketplace concept for viability.

With that in mind, it is important to note that it is ti@ty of Nanaimo which operates Beban Park. In principle,

they have approved the proposed facility, and they are anxious that something be done with the heart of the

park AFI NYSNEQ YINJ SG Aa RSAANBR (i KS NS dor uiteNlipkss Ny 2 NB =
odzA f RAy3a Ay GKIFG FNBIF 2F G4KS LIN] YR GKS Lwa/ Qa L
O2y UGN @SyiGAz2y gAlGK (GKS /AdeQazr (GKS wS3aizyaQ 2N G§KS

| 26 SGSNE G(GKS Lwa/ Qa LXFya F2NI ISySNIaGAy3dI (GKS ySOSaa
have been met with oppositidnom the City. In point of fact, the City of Nanaimo will not allow the IRMC to

operate commercial activitiesutsideof market hour®r sublet excess spac®/ithoutthis additional casfiow,

and based on &0,000squarefoot building costing $3.5 milliorales would have talmost triple over 2017

levels. Island Roots believes thiis level of sales activity is possilflarthermore, they believe that operating
O2ai0a ¢2dA R 0S aA3aYyAFAOIydte t26SNI 0KIy GKS LI FyySN
further if the size of the building were reduced to BGQuae feet. And finally, rortgage paymentprojected at

$40,000 per yeamight be replaced with rent the City vere tobuild.

The Citywantsto buildsomething in the heart of Beban Parid it will support activities in the park that enhance
the value to the communityT his includeactivities that might normally be found in a parid thosethat are

ancillary to the main activity arhrichthe park experience. So, the opportunity still exists for the IRMC to create
something of value for their vendors and for the communityich ould include a building of some kind

The key, as the planners perceive it, is to remembek thew pufpasesd LG A& LI NI 2F GKS Ly
vendors and consumetsthe marketb a2 NBE | YR Y2NBXZ A0 A& 06SO2YAy3a | LI
central gathering place for the local community. In fact, during a recarketresearch project the planners
O2yRdzOGSR F2NJ GKS ./ 1 adaz2O0Al GA2yelapmentClepidedhdsd Rograrh)NJ S G
Al 61 a NBGSFHESR GKFdG 20Kt O2YYdzyAild& YSYOSNBR 2FdGSy
area and to local food. Therefore, should the IRMC propose a more permanent market that is more convenient

for vendors and more congenial for shoppers, the City is more likely to support that plan.

Furthermore, there are collaboratieest savingpportunitiespossiblyavailable to the IRMC with other groups in
BebanPark, such as VIEX, who are also seekingabelapment of more permaneraind convenient structures
to better serve farmers and the community.

While the planners recognize the work and the importance originally placediomérketconcept, the
Preliminary Study shows that the City will not supgia currentlyproposed commercial activities necessary to


http://ctb.ku.edu/en/table-of-contents/implement/physical-social-environment/places-for-interaction/main
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meet theincreased financial costs of operating, maintaining and financing a $3.5M buiRdit@should take the
opportunity tostudyalternativeoptions The idea of providing a place for vendors and community members to
gather,interact and share local food, resources, and education, is sound and prom@inthat idea is

packaged is important, if not critical.

The planners recommend that Stage 2 Iseditoassesshree alternatives.

Option1: Build it now

Option2: Take a staged approach starting with a covered outdoor market.

Option3: Build outside of the park using fees, financing and funding, tenants, and possibly other commercial
activities to make this option viable.

Background

Structure, governance and management

Island Roots Market Giperative (IRMC) is a registered Community Servicegdnptofit) Cooperative. The
co-operative was established in 2012. It is open to membership through the purchase of shares. The purposes of
the Coeoperative as provided omé IRMC websitare:

0 to provide the community with a place or places where farmers, artisans and other local producers, can
display and sell their products;

0 to acquire, and make availalto the community, supplies, materials, equipment and facilities that are
required to produce these products.

0 to encourage local food production (including urban agriculture), through public education, providing

examples and direct assistance to produn@t potential producers and in so doing, to strengthen the

economy and the community's food security

to provide a place for the community to obtain locally grown and produced products;

to encourage the creation of jobs that pay a living wage, and inisg, do support the local economy;

to assist in the creation of new, or development of existingyparatives that have purposes similar or

complementary to those of the association;

to ensure that the workers, vendors and consumers who are members aggbeiation control it;

to limit the spread between the wages paid to the lowest and the highest paid employee ofjne co

O« O¢ O«

O« O«

History

¢tKS .26Sy w2lIR CFEN¥YSNBEQ YIFIN]SG KIR 0SSy 2LISNI GAy3
since 2005In October 2014Island Rootspenedawinter market at Pleasant Valley HEll2016 IRMC and

Bowen Road Farméiglarket Society began working togetheroperate a summer market at Beban Park on
Saturdays as welh 201740 KS . 246Sy w2 R kedifNRIE WEuld lika tb tke Svér thie dinning of
both markets and IRMC agreed. Currenklg Wednesday market is doing very wehjlethe Saturday market is
gaining momentumThe winter market at Pleasant Valley Hall is often too small to house ithigenwf vendors

that want to rent tables thergbut there is a loss of momentum from both vendors and shoppers by the transition
of location from Beban Park to Pleasant Valley.

2


https://www.islandrootsmarket.com/your-co-op/about/
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LG KFa Ffteglea 0SSy -NPwayR) dmamkybdtaEnaRe thic walKIRMC béli&/eshidat
the market needs an indoor component. Their dream is to operate the market both outdoors and inside a
building at Beban Park that is built to suit the needs of the vendhbile also beingighly attractive to the
communily and amenable to hosting a market in the most inclement of weali@nning at both the regional
and muni@al levels has encouraged tthaking.

The question of what to do with the heart of Beban Park has been under consideration since 20tt&whe
Regional District of Nanaimo (RDN) undertook an agricultural planning process. One of the results of this plan

was support fromthe RDN foray@ dzy R Ay R22NJ FF N¥SNBRQ YINJSG 4 . Sol
2012).

In 2015, the City dflanaimo undertook a planning process for Beban Park resulfiingBeban Park Master
Plan.The vision for the centre of Beban Park as outlined in the plan is:

X F OSYyGNYf 3IFGKSNAYy3I FyR NBEOGhNSeaitisafiexik dzo Ay (K
space that could be developeih indoor recreation facilities of varying size, be the site of
indoor and outdoospecial events, and be a destination for-ttaglay park useExtending out
of thisfacility heart could be a series of pedestrian saalednplazas, open
spacesproductive landscapes, and trails that connect to existing buildings and f4¢lityes
of Nanaimo- Parks, Recreation & Environment, 2015, p. 41).

In 2016, the City of Nanaimo held an open house to solicit community feddbagkroposed Collaborative
Development Plan for the hub of Beban Park. The groups who were part of the collaborative plan included
Indigenous Peoples Place of Culture, Vancouver Island
Exhibition Island Roots Market @perativeand the
Nanaimo Equestin SocietyThis process resulted in
positive support for an agriculturatigemed hub. The
collaborative plan was presented to council apacial
open council meting on October 24, 201#nd the plan
wasapproved in principle.
https://www.islandrootsmarket.com/yeaound-
market/progresgeport/

At the beginning of 2017, IRMC vegproved for a grant
of $25,000 from the RDN to conduct a feasibility study 1
this plan. IRMC used $12,000 to develop a building
conceptbut delayedthe projectdue to lack of clarity with
the City of Nanaimo regarding land and building uise.
November2017, IRMC prepared a Stagafiplicationfor
ICET funding to cover a portion of building construction
costs. For this applicatiorthe business concept was
refined. At this point, Farm|Food|Drink Business Adviso
Team wasisked to review this revised business concept

oz N\
i . N.~/>/\v <6
@ < 775 bk <
MANAlmocoﬁf;(wmr/>
GARDENSOCIENY, )
W Buos
| C communiry

O

A i}s‘\ f 'R Z 2 .
PROPOSED BEBAN PARK REDEVELOPMENT
2016 May 17 { 1NJ


https://www.nanaimo.ca/meetings/pdf/2016_Council_Agendas/SOC161024A.pdf
https://www.nanaimo.ca/meetings/pdf/2016_Council_Agendas/SOC161024A.pdf
https://www.islandrootsmarket.com/year-round-market/progress-report/
https://www.islandrootsmarket.com/year-round-market/progress-report/
about:blank
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for viability as a preliminary step to completing the full feasibility study.

The IRMC Concept

The market concept is succinctly described onglad Roots websitand is repeated here for the convenience
of the reader:
6 Island Roots Market@LJ A& | 62dzi SFrdGAy3a €20t F22R FyR KSIf
social transformation, environmental preservationd aebuilding a once flourishing local food industry.
More than just a concept, the Island Roots Market Cooperative will provide a permanenbuyehr
space for shoppers, vendors, farmers, artisans and the community.

0 The YRCM will have three key compdsetine indoor marketplace, the outdoor marketplace and the
flexible office and community activity area.
O Thel0,043 ljdzr N F220 YIN]JSG O2NB gAatft o0S I OtAYIFGS C

anchor vendors including a catering kitchen thifitprovide a space to prepare and deliver locally grown
and produced food to the market, banquets and other functions being held away from the YRCM. A
highlight in the market will be the education area where cooking and other demonstrations can be done.
Displays will be filled with vendor goods on market days.
0 Sounds of local musicians will create a lively market atmosphere and the aroma of food freshly made in
GKS OFGSNAY3a {1 AGOKSY YR o6 1SNE ¢ A ttihg foF dustdmers KS | )
and storage for the market.
On nonmarket days the main floor will be available for classes, meetings and other activities.
The covered outdoor marketplace will be 5%tiare feet and will be a venue for up to 50 additional
vendors during warmer weather. It will include space to demonstrate agricultural activities where
producers and consumers can share information on gardeaid related outdoor activities. When not
fully utilized by vendors space will be available to families and groups that need a covered space for
picnics, family reunions, educational and similar activities.
The 5102quare foot second floor above the rker is an integral part of bringing the community
together. This flexible space can provide locations for offices, business/community group meetings,
classes, displays, banquets and even a small performance area. It is sure to become a home to the arts
community with space to display local art.
This design allows the market to thrive in all conditions, providing optimal shopping conditions for all
consumers as well as a central location for the community to gather. Our focus is to design and create a
project that will attract a broad spectrum of residents from toddlers to seniors throughout the year, as
well as appeal to the wide range of out of town shoppers and tourists that frequent the region.
With the assistance of community volunteers, we will pr@ntbé importance of buying local and
increase support for, and awareness of, our local food industry by providing opportunities to learn and
engage in local food production as well as developing partnerships with other Vancouver Island based
organizationsvhose goals reflect those of the IRMC.

¢ O«

O«

[@]3

(@]


https://www.islandrootsmarket.com/year-round-market/the-concept/

Preliminary Study —

Community Interest Assessment

¢KS O2YYdzyrie 6Fyia
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FENYSNEQ YIFENJ SO Ay

iKS KSt

NI

on August 10, 2016 to get community feedback for the Proposed CollaboratiefiDeset Plan. These were
plans for the use of the central section of Beban Park as proposed by four groups; Indigenous Peoples Place of
Culture, Vancouver Island Exhibition Society, Island Roots Market Cooperative, and the Nanaimo Equestrian

Society. AltA dz3 K

iKS NBaLRyRSyila

g SNB

LINBR2YAY Il yif e

LIS 2 LJt

concluded that the Open House provided overwhelming support for the plans of the four groups, including the
FINYSNEQ YL NJ \Bhie Idlafid Rodsthas tatirit SNifpept for the indoor market concept was
overwhelming (due to the prominent display of the indoor market drawing and information), only 3 of the 105
written commentsnentioned anything about wanting the market indoors. The feedback from that opse hou
was provided to council atspecial open council meeting on October 24, 28idis represented in the below
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Inn rD,I .
N = gnnd
. e Club g & Sisland
meIEX yBEll' = E: =E“y

I]FP[IHTIJNITII:".S (=)

i £
£5 impressed =
i l '&

Thank & "

redevelopment a
Market ﬂlfaulllty w
equestrlan ,,,ah,, .,.,,..a

s fatind ruject.,m.

communities user

l:ullam'a

= FACIL

rstPark & :believeld€a

g central
possc varking fuﬂd o= peopl Iglm:almn

I]E\'ELI]FMENT CENTRAL farmers @ tIFPE

WHHII EE.ﬁN time

Y cuiture *o NEEA """

youth

ethep.imww=fagilities

much
wunderful

aboriginal

ythmk

W"ﬂ keep

L well proposed activities
P MATKe S 8ot
group nundnd cultural n ﬂ uc a

design

member

Indigenous rsitve needs "

&l Place e
eoples
mdnur EVENTS

s )

concept

é

~


https://www.nanaimo.ca/meetings/pdf/2016_Council_Agendas/SOC161024A.pdf
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Community Economic Benefit

¢CKS Ydzf GALIX ASNI STFFSOG Aada YdzOK 3ANBIFGSNI F2N FFNY¥SNEQ
O2yRdzOGSR o0& ./ !'aa20AlLGA2y 2F CINNSNRQ alN)jJStasz S¢
$1.50 in spending in the communit(@y St ft 0 ® ! /I yI RAFY &aGdzRe& 27F FI NI)VSNJ
FGO FENYSNEQ YINJSGa Ay hy ioff ddivig (FEeSds & Me EahRp. bmnannn  YAf f
6) At the same time, spending at supermarkets reduces the local multipiifeles@arch indicates that the

multiplier effect can be as high as 1.6 compared to grocery stores which stand at 1.25.

The average household in Nanaimo spends abqQ08&n food purchased from a store. With 65,000

households in the Regional DistricN&naimo, that means we spend about $97.5M a year on food. Using 1.6
YR M®up & YdzZf GALX ASNEE AT w: 2F (GKFdG FY2dzyd ¢6SNB
Ay 2dzNJ NBIA2Yy D ¢KIFGQa (GKS SIjdihXDI CISNNS REFQ oap N $iEan nka
economic benefits to the local region.

KNOW YOUR FOOD

Fresh

Taste 0 b )
Distance 300km !
6 -9
Farmer/Food Producer Farmers Markets ¢ 5
For every $100 spent, $62 is re-spent locally

Fresh I
_____ Taste TN

T — Distance (EEIIm
=
e - ~—
Farmer/Food Producer Local buyer
For every $100 spent, $25 is re-spent locally m
Grocery
Store

' Exporter
Wholesaler Delivery

Figurel ThisInfographichasbeensharedwith permissionfrom BC
C I NJY'\8arkt QssociationT hisinfographids not to be usedon anyother materids,
andis considerectonfidentialto thisreport.
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Concept Analysis

Strengths:
Management, good governance and the appropriate legal strubhgd®een established

IRMChasa strongcoreboardof volunteerdirectorswho representdiversepointsof view:from young
to experiencedarmers farmersandnonfarmers livestockproducersandvegetableproducersThe
organizations ableto employpart-time managementTheco-operativehasbeenrestructuredasa
non-profit organizatiorin orderto meetCityof NI y | A réqui€enentsfor operationwithin the park.

The local food industry generates economic benefits (see Community Economic Benefit)

The community supporthe concepts presented by the four groypee Community Support)

Thelocal foodndustry isexperiencing significant growth

¢KS

¢CKS f20Ff F22R Y2@8SYSyid Aa 3lcényidengddtal oitetoyadfdo& | y R
movement. They provide the means by which small farms can deal directly with the consumer, thereby
educating the consuer and nurturing further growthof a8 YSNBAY 3 YI NJ S ® CI N)X SN
provide a means for small farms to earn a sustainable I%vifkgS Y I NBAy & I NB KA IKSNJI |
than through wholesale because distribution costs are lewder tabléstall ratesat IRMCare $20 a

day) andarm marketprices can be on pand sometimesigher than grocery store prices

6dAAYSaa KFHa 20SNIJ+ RSOFRS 2F SELISNASYOS FyR K

=N

AT I N S NE Q beeh dndrait atklBeban Park for 11 years. The Wednesday eventdgeneled.

The Saturday market which was started in 2016 is growing but has room for considerable additional
growth both in terms of supply and demand. The winter market, while natbarBPark, has also been
experiencing good attendance and the number of vendors wanting to rent tables is at times exceeding
the space available.

The location is good

The Beban Park location has been selected because it is central to the city, adeggaiblic

transportation and has plenty of parking. It is close enough to the north end to attract north end

shoppers and draws people from throughout the rest of the city. There are many other reasons for

people to go to the park and therefore the metrkas an opportunity to attract a wider audience than

the people who just go there to shop. The location within Beban Park has been changed to a grassy area,
with street front visible and more walkable from other Beban Park buildings and activities.
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Weaknesses:

I ONBF1SOSYy 2LISNIGA2y O2y&aiN}AYy&d GKS 2NEFYATFGA2Y QA

Island Roots is constrained by a breakeven budget. With revenue that only allows the organization to
operate a market, additional activities, such as planning for a new building in Beban Park, must be staffed
by volunteers.

The lack of facilities at BebBark makes it difficult to operate especially in the winter.

Changing locations from Beban Park to the winter location at Pleasant Valley Hall interrupts consumer
shopping habits but the current arrangement at Beban Park does not lend itself to opierétiag

winter. There is no cover for shoppers or vendors during inclement weather. Vendors must use long
extension cords to access electricity to power refrigeration equipment they carry in their trucks. There is
nowhere to prep food safely so, for exampfe consumer wants half a cabbage that is not allowed
because food safe facilities are not available.

Because Beban Park is a municipal park facility the City controls what goes on there.

IRMC does not have total control over when it may opeyatewit may promote its operatiarDuring

large events such as VIEX, for example, the Island Roots Market is displaced. This happens once or twice &
year. It haslso been subject teestrictions on where and how it can advertiSser example, in the past it

has notbeenallowed to place signage on the street front to alert traffic that the market is operating that
day.It may not, in short, operate on a level playing field with other businesses in the city.

Opportunities:
Although there are somdrawbackdo operating at Beban Park, the location is good and could be excellent.

The City of Nanaimo supports activities in the park that enhance the value of the park to the community
and are activities that one might normally expect to find at a park. Asitswédhsupport activities such

as a golf course and a BMX course. It will also condone operations that are ancillary to the main activity
YR SyKFyOS GKS LI Ny SELSNASYOS adzOK & | O2FFS¢
market is acceptae to the City as it enhances the Beban Park experience and is an activity that might
normally be found at a city park. As an outdoor market, the activity is not regarded to be in competition
with commercial grocery stores and other food vendors.

ATFNXYSNEQ YFENY SO A& 6FydSR G . Soly t+ NJ
The Parks and Recreation department of the City of Nanaimo wants and needs to build something in the
OSYyiGNB 2F .Soly tINJ® ¢KS& aSS I FIENYSNEQ YI NJ S
In shot, if Island Roots wants to build a more permanent market that is more convenient for vendors and
more congenial for shoppers, the City will likely support the plan.
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AT NYSNEQ YIN)YSG O2AYyOARSA gAGK GKS tHatweddiBepark T 2 G KS |
Other groups also want indoor space.

The building of a structure may be a natural evolution of a supportive and engaged comnherityard

other community groups wanting similar facilities in that area of tile grad here arealso other community
groups who are interested in and might want to participate or sponsor activities in that area of the park. If the
collaborative activities of those groups will benefit the community as a whole and will drive the local food

Y 2 @S Y Sgerd@the Clitynayhave a case to put forward to council for providing the needed and wanted
facilities.

Threats:
The market itself would need to be able to pay the operating and rent lease or mortgage costs of the building.

TheCitywill not allowIRMQo generaterevenueat the parkother thanfrom table or stallrentalsand
possiblysomeancillaryincomeearnedduringmarketdays. Operationsat BebanParkare subjectto
restrictions. TheCitywill not generallysupportor allow:

anactivitythat would not typicallybe found at a city parkor,

anoperationthat directlycompeteswith similarcommerciahctivities
anactivitywhosemainpurposeisto generatea profit unlessit payscommercialeaseratesor,
secondaryevenuegeneratedfrom afacilitylocatedwithin the parkwhetherthe facilityis built
by the operatoror by the city unlessit isancillaryto the mainactivity.

= =4 =4 =4

Usingtheserulesasa guideIRMCcandeterminewhatit mayandmaynot do at BebanPark.For
exampleabutcheror baker,restaurantor cateringkitchenthat operatesduringnormalcommercial
hourswith or without the outdoor farmersmarketin operationare (1) not operationsthat would
normallybe foundin a parkand(2) would directly competewith commerciabusinesseOnthe other
hand,a butcheror bakeror coffeeshopoperatingduring¥ I NJYnSaN&daysmight be considered
ancillaryto or part of the marketandthereforeallowed Finally,it is clearandwithout compromisehat
the Cityof Nanaimowill not allowIRMQo generaterentalincome(evenfrom acommunitypartnership
or activitythat would normallytake placein the park)from afacilitylocatedwithin its park i.e.assign
or subletspace.

Uncertainty

If the Cityof Nanaimoagreego build the facility, will it be built to suitthe requirementsof the vendors?Will it
be built soonor adecadefrom now? Willit allowthe ¥ I NJynsaN@&t@operatewith regulartimesor will it
haveto closeat intervalsdueto other events?Will it be offeredalongterm lease,or will it haveto live with
shortterm uncertainty? Wouldthe Citysignalongterm leasewith no certaintythat the marketwouldbe able
to payits leaseandoperatingcosts? Theseguestionswould needto be answeredprior to embarkingon a
buildingprojectandevenbeforeafundraisingproject. Theseare questionghat the Cityof Nanaimomaynot
be ableor willingto answerfor the long-term.
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Market Concept Financial Analysis

With the citiedetermination, Island Roots is lefta difficult position. With no avenue to earn rental income
from the facility can the market itself generate enough cash flow to operate and maintain a building and carry
any part of a mortgage?

Since inceptionRMC revenue has been steadily

40,000.00 increasig and the market habeen operating at
2233832 / almost break evenachyear.
25,000.00 / P — Sales The financial projections for 2018 indicate
20,000.00 PE— g = Payroll anticipated fixed expenses of $54,606liding
15,000.00 a4 _g;ﬂ;?tmg wages and benefits for a fiilne market manager,
10,000.00 Z__/ professional fees, insurance, marketing costs and
5.000.00 -~ sundry administration expenséss the market
0.00 T T T — i

2014 2015 ' 2018 2017 currently opeates, variable expenses (market costs

other than marketing) average about 12% of sales.

Based on 12% varial@gpensesRMCshould

Figure 2 2017 includes revenue and expenses to October

breakeven when revenue is $62,000. Island Roots
31st only

will need to almostlouble its salesver 2017 in
order to breakeven.

IRMC believes that an indoor market will fulfill its mandate to
operate a yearound market. The concept calls for a 10;,000
square foot building to house an indoor market with 5102

square foot secontloor above the market, and 5910 square

feet of outdoor space. — - -{

A quantity survey was completed for this concept and the PUBLIC MARKET -
estimated cost for this is $3.9 MillidhIRMC were ableto @~ &—~——"F—+"—"-——— — —— ———
raise 85% of building costs through the City or other fundin |
sourceghe mortgage would be $650,000. Annual cash
needed to carry a mortgage of $650,000 with interest at 3.!
over 288 months would be $40,000.

It may cost up to $60,000 per yeardperate andmaintain the buildingAccording to Mary Smith, manager of
recreation services at Beban Park, it costs that much to operate the Centennial biitdjather with mortgage

costs, IRMC would need to generate additional annual cash flow of $100,000. If other fixed costs are $50,000 per
yearo YI y I 3SNDa xpgehsesSek. p ififium®S$178,00M annual sales would be needed to
breakevenThe required sales to break even may be achievadeording to the President of Island Roots,

Cedar Market attracts about 70 vendors all summer long and this would be possible at Beban Park given the
needed facilitiesAlso, the President believes that table rates could be increased t@#alicum Maket

charges $35 per tahl8ased on these numbers revenaeuldbe as high as $210,000 per year, well over enough

to break even.
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Building cost might be reducedas well Current projections are for #0,008squarefoot building.The President
believes that 000 square feet may prove to be enouBlhsed on costs 175 per square foot, thisould
reduce the cost of the building $625000.

Next Steps

Fromthis limited researchallindicationspoint to Cityand communitysupportfor the ¥ | NJnsank&taRddfor
abuildingto partiallyhousethe market.Nextstepswouldbe to try andfind answerdo the followingquestions

1  Whatisneededfor IslandRootsto attract andretainvendors up to 70 vendorsyearroundand
twiceaweek?

1 Whatisneededto attract, retain,andbuild a supportiveconsumergroup?

1 Whatwill build supportfrom the community?

1 Giventhat IslandRootswill not try to generatesecondaryevenuebut will payfor building
operatingandmaintenancecoststhroughmarketrevenueonly, whatwill the Citysupportin
termsof abuilding?

1 Willthe Citybuildit, or will IslandRootsbuild it?

1 Howwill IslandRootspayfor it?

In uncovering answers to these questidihg,answer to which of the following options will be most feasible

should also be found.

1 Option 1: Buildt now

1 Option 2: Take a stagkapproach
Stagel ¢ Capitalizeonthe O A {dési€etb makeimprovementsgo the area. Workwith the city to
ensurethat the vendorsare providedwith basicT | NJvn$aMd&tigirastructure that the areais
landapedandappealingo the communityandvisitors,andthat other activitiesandgroupsin the
heartare complementanandin syncwith the ¥ | NJynsaN&t\ibe. Buildandsupportthe vendor
market. Workwith other communitygroupsto drawpeopleto the area. Workwith community
groupsto planfor costsharingof facilitiesandbuild a financialhistorythat will givebankersandthe
Cityof Nanaimoconfidencehat the organizatiorwill be ableto fulfill its financialcommitmentsin
the longterm.

Stage? ¢ Workwith the Cityon buildinganindoor facilityto housethe marketandpossiblyother
communityactivitiesthat promotethe growth of localfood. Allindicationsfrom the public,the
City,andthe farmerspointto a wantandneedfor this space, but it shouldbe simple.Simplifythe
processandthe endresultsothat the IRMCcancreatea more userfriendly spacefor their
vendorswhile maintainingower andmore manageabl®perationalcosts.

1 Option 3: Build outside of the park using feemricing and funding, tenants, and possibly other
commercial activities to make this option viable.
Theplannersbelievethat a stagedapproachto buildinga facility at BebanParkis likelymost
feasibleandof leastriskto IRMC. Thisapproachwouldbe to start with anoutdoor coveredmarket
areasimilarto thosein manyother areasof the provincebut with a cleargoalto eventuallymove
indoorsduringthe winter at BebanPark.
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