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Executive Summary 

Island Roots Market Co-operative aims ǘƻ ǎǘǊŜƴƎǘƘŜƴ ǘƘŜ ƭƻŎŀƭ ŜŎƻƴƻƳȅ ŀƴŘ ǘƘŜ ŎƻƳƳǳƴƛǘȅΩǎ ŦƻƻŘ ǎŜŎǳǊƛǘȅ ōȅ 

encouraging and supporting the growth of local food production.  It does this through ǘƘŜ ǇǊƻǾƛǎƛƻƴ ƻŦ ŀ ŦŀǊƳŜǊǎΩ 

market, a community space(s) where farmers/local producers and community members can interact.  

 

IRMC wants to augment their outdoor ŦŀǊƳŜǊǎΩ market with a sustainable year-round indoor market. Their 

concept is to build an indoor/outdoor facility in the heart of Beban Park. The planners were asked, through this 

Preliminary Study, to examine the currently outlined marketplace concept for viability.  

 

With that in mind, it is important to note that it is the City 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.  A ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘ ƛǎ ŘŜǎƛǊŜŘ ǘƘŜǊŜΦ CǳǊǘƘŜǊƳƻǊŜΣ ǘƘŜ .Ŝōŀƴ tŀǊƪ aŀǎǘŜǊ tƭŀƴ Ŏŀƭƭǎ Ŧor multi-purpose 

ōǳƛƭŘƛƴƎǎ ƛƴ ǘƘŀǘ ŀǊŜŀ ƻŦ ǘƘŜ ǇŀǊƪ ŀƴŘ ǘƘŜ Lwa/Ωǎ ǇǊƻǇƻǎŀƭ ŦƻǊ ŀƴ ƛƴŘƻƻǊ ƳŀǊƪŜǘ ŘƻŜǎƴΩǘ ǎŜŜƳ ǘƻ ōŜ ƛƴ 

ŎƻƴǘǊŀǾŜƴǘƛƻƴ ǿƛǘƘ ǘƘŜ /ƛǘȅΩǎΣ ǘƘŜ wŜƎƛƻƴǎΩ ƻǊ ǘƘŜ ŎƻƳƳǳƴƛǘȅΩǎ ŘŜǎƛǊŜǎΦ  

 

IƻǿŜǾŜǊΣ ǘƘŜ Lwa/Ωǎ Ǉƭŀƴǎ ŦƻǊ ƎŜƴŜǊŀǘƛƴƎ ǘƘŜ ƴŜŎŜǎǎŀǊȅ ƛƴŎƻƳŜ ǘƻ ŎƻǾŜǊ ǘƘŜ ŎŀǊǊȅƛƴƎ Ŏƻǎǘǎ ƻŦ ǎǳŎƘ ŀ ōǳƛƭŘƛƴƎ 

have been met with opposition from the City. In point of fact, the City of Nanaimo will not allow the IRMC to 

operate commercial activities outside of market hours or sublet excess space. Without this additional cash flow, 

and based on a 10,000-square foot building costing $3.5 million, sales would have to almost triple over 2017 

levels.  Island Roots believes that this level of sales activity is possible. Furthermore, they believe that operating 

Ŏƻǎǘǎ ǿƻǳƭŘ ōŜ ǎƛƎƴƛŦƛŎŀƴǘƭȅ ƭƻǿŜǊ ǘƘŀƴ ǘƘŜ ǇƭŀƴƴŜǊǎΩ ǇǊƻƧŜŎǘƛƻƴǎ ƻŦ ϷслΣллл ǇŜǊ ȅŜŀǊ ŀƴŘ ŎƻǳƭŘ ōŜ ǊŜŘǳŎŜŘ ŜǾŜƴ 

further if the size of the building were reduced to 7000 square feet. And finally, mortgage payments projected at 

$40,000 per year might be replaced with rent if the City were to build.  

 

The City wants to build something in the heart of Beban Park and it will support activities in the park that enhance 

the value to the community. This includes activities that might normally be found in a park and those that are 

ancillary to the main activity and enrich the park experience. So, the opportunity still exists for the IRMC to create 

something of value for their vendors and for the community, which could include a building of some kind.  

 

The key, as the planners perceive it, is to remember the Law/Ωǎ purposesΦ Lǘ ƛǎ ǇŀǊǘ ƻŦ ǘƘŜ Lwa/Ωǎ Ƨƻō ǘƻ ŘǊŀǿ 

vendors and consumers to the marketΦ aƻǊŜ ŀƴŘ ƳƻǊŜΣ ƛǘ ƛǎ ōŜŎƻƳƛƴƎ ŀǇǇŀǊŜƴǘ ǘƘŀǘ ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘǎ ŀǊŜ ŀ 

central gathering place for the local community. In fact, during a recent market research project the planners 

ŎƻƴŘǳŎǘŜŘ ŦƻǊ ǘƘŜ ./ !ǎǎƻŎƛŀǘƛƻƴ ƻŦ CŀǊƳŜǊǎΩ aŀǊƪŜǘǎ όǘƘǊƻǳƎƘ ǘƘŜ aŀǊƪŜǘ 5ŜǾelopment Preparedness Program), 

ƛǘ ǿŀǎ ǊŜǾŜŀƭŜŘ ǘƘŀǘ ƭƻŎŀƭ ŎƻƳƳǳƴƛǘȅ ƳŜƳōŜǊǎ ƻŦǘŜƴ ǳǎŜ ǘƘŜƛǊ ƭƻŎŀƭ ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘǎ ǘƻ ƛƴǘǊƻŘǳŎŜ ǾƛǎƛǘƻǊǎ ǘƻ ǘƘŜ 

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 collaborative cost saving opportunities possibly available to the IRMC with other groups in 

Beban Park, such as VIEX, who are also seeking the development of more permanent and convenient structures 

to better serve farmers and the community. 

 

While the planners recognize the work and the importance originally placed on their market concept, the 

Preliminary Study shows that the City will not support the currently proposed 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 the increased financial costs of operating, maintaining and financing a $3.5M building. IRMC should take the 

opportunity to study alternative options. The idea of providing a place for vendors and community members to 

gather, interact and share local food, resources, and education, is sound and promising. How that idea is 

packaged is important, if not critical. 

 

The planners recommend that Stage 2 be used to assess three alternatives. 

Option 1:  Build it now 

Option 2:  Take a staged approach starting with a covered outdoor market. 

Option 3: 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 Co-operative (IRMC) is a registered Community Services (not-for-profit) Co-operative.  The 

co-operative was established in 2012.  It is open to membership through the purchase of shares. The purposes of 

the Co-operative as provided on the IRMC website are: 

ǒ to provide the community with a place or places where farmers, artisans and other local producers, can 

display and sell their products; 

ǒ to acquire, and make available to the community, supplies, materials, equipment and facilities that are 

required to produce these products. 

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

examples and direct assistance to producer and potential producers and in so doing, to strengthen the 

economy and the community's food security 

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

ǒ to encourage the creation of jobs that pay a living wage, and in so doing, to support the local economy; 

ǒ to assist in the creation of new, or development of existing, co-operatives that have purposes similar or 

complementary to those of the association; 

ǒ to ensure that the workers, vendors and consumers who are members of the association control it; 

ǒ to limit the spread between the wages paid to the lowest and the highest paid employee of the co-op. 

 

History 

¢ƘŜ .ƻǿŜƴ wƻŀŘ CŀǊƳŜǊǎΩ ƳŀǊƪŜǘ ƘŀŘ ōŜŜƴ ƻǇŜǊŀǘƛƴƎ ƻƴ ²ŜŘƴŜǎŘŀȅǎ ŀǘ .Ŝōŀƴ tŀǊƪ ŘǳǊƛƴƎ ǘƘŜ ǎǳƳƳŜǊ ƳƻƴǘƘǎ 

since 2005. In October 2014, Island Roots opened a winter market at Pleasant Valley Hall. In 2016, IRMC and 

Bowen Road FarmersΩ Market Society began working together to operate a summer market at Beban Park on 

Saturdays as well. In 2017, ǘƘŜ .ƻǿŜƴ wƻŀŘ CŀǊƳŜǊǎΩ aŀǊƪŜǘ ŀǎked if IRMC would like to take over the running of 

both markets and IRMC agreed. Currently, the Wednesday market is doing very well, while the Saturday market is 

gaining momentum. The winter market at Pleasant Valley Hall is often too small to house the number of vendors 

that want to rent tables there, but there is a loss of momentum from both vendors and shoppers by the transition 

of location from Beban Park to Pleasant Valley. 

 

https://www.islandrootsmarket.com/your-co-op/about/
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Lǘ Ƙŀǎ ŀƭǿŀȅǎ ōŜŜƴ Lwa/Ωǎ Ǝƻŀƭ ǘƻ ƘŀǾŜ ŀ ȅŜŀǊ-ǊƻǳƴŘ ŦŀǊƳŜǊǎΩ market, but to make this work IRMC believes that 

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 vendors, while also being highly attractive to the 

community and amenable to hosting a market in the most inclement of weather. Planning at both the regional 

and municipal levels has encouraged this thinking. 

 

The question of what to do with the heart of Beban Park has been under consideration since 2012 when the 

Regional District of Nanaimo (RDN) undertook an agricultural planning process.  One of the results of this plan 

was support from the RDN for a year-ǊƻǳƴŘ ƛƴŘƻƻǊ ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘ ŀǘ .Ŝōŀƴ tŀǊƪ ό{ƳƛǘƘΣ [ŀǿǎŜǘƘΣ ϧ aŀǎǎŜƭƛƴƪΣ 

2012).  

 

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

Χ ŀ ŎŜƴǘǊŀƭ ƎŀǘƘŜǊƛƴƎ ŀƴŘ ǊŜŎǊŜŀǘƛƻƴ Ƙǳō ƛƴ ǘƘŜ ƳƛŘŘƭŜ ƻŦ .Ŝōŀƴ tŀǊƪΦ  This heart is a flexible 
space that could be developed with indoor recreation facilities of varying size, be the site of 

indoor and outdoor special events, and be a destination for day-to-day park use.  Extending out 
of this facility heart could be a series of pedestrian scaled urban plazas, open 

spaces, productive landscapes, and trails that connect to existing buildings and facilities (City 
of Nanaimo - Parks, Recreation & Environment, 2015, p. 41). 

 

In 2016, the City of Nanaimo held an open house to solicit community feedback for a proposed 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 Co-operative and the 

Nanaimo Equestrian Society. This process resulted in 

positive support for an agriculturally-themed hub.  The 

collaborative plan was presented to council at a special 

open council meeting on October 24, 2016 and the plan 

was approved in principle. 

https://www.islandrootsmarket.com/year-round-

market/progress-report/ 

 

At the beginning of 2017, IRMC was approved for a grant 

of $25,000 from the RDN to conduct a feasibility study for 

this plan. IRMC used $12,000 to develop a building 

concept but delayed the project due to lack of clarity with 

the City of Nanaimo regarding land and building use.  In 

November 2017, IRMC prepared a Stage 1 application for 

ICET funding to cover a portion of building construction 

costs.  For this application, the business concept was 

refined. At this point, Farm|Food|Drink Business Advisory 

Team was asked to review this revised business concept 

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 on the Island Roots website  and is repeated here for the convenience 

of the reader: 

ǒ Island Roots Market Co-ƻǇ ƛǎ ŀōƻǳǘ ŜŀǘƛƴƎ ƭƻŎŀƭ ŦƻƻŘ ŀƴŘ ƘŜŀƭǘƘȅ ƭƛǾƛƴƎΦ LǘΩǎ ŀōƻǳǘ ŎƻƳƳǳƴƛǘȅ ŎƻƴƴŜŎǘƛƻƴΣ 

social transformation, environmental preservation and rebuilding a once flourishing local food industry. 

More than just a concept, the Island Roots Market Cooperative will provide a permanent, year-round 

space for shoppers, vendors, farmers, artisans and the community. 

ǒ The YRCM will have three key components: the indoor marketplace, the outdoor marketplace and the 

flexible office and community activity area. 

ǒ The 10,043-ǎǉǳŀǊŜ Ŧƻƻǘ ƳŀǊƪŜǘ ŎƻǊŜ ǿƛƭƭ ōŜ ŀ ŎƭƛƳŀǘŜ ŎƻƴǘǊƻƭƭŜŘ ŀǊŜŀΦ Lǘ ǿƛƭƭ ƘƻǳǎŜ ǘƘŜ ƳŀǊƪŜǘΩǎ ŦƛǾŜ 

anchor vendors including a catering kitchen that will provide 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.  

ǒ Sounds of local musicians will create a lively market atmosphere and the aroma of food freshly made in 

ǘƘŜ ŎŀǘŜǊƛƴƎ ƪƛǘŎƘŜƴ ŀƴŘ ōŀƪŜǊȅ ǿƛƭƭ Ŧƛƭƭ ǘƘŜ ŀƛǊΦ Lǘ ǿƛƭƭ ƛƴŎƭǳŘŜ ŀ ŎƘƛƭŘǊŜƴΩǎ Ǉƭŀȅ ŀǊŜŀΣ ǎŜŀting for customers 

and storage for the market.   

ǒ On non-market days the main floor will be available for classes, meetings and other activities.                        

ǒ The covered outdoor marketplace will be 5910-square 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 gardening and 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.  

ǒ The 5102-square foot second floor above the market 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.   

ǒ 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. 

ǒ With the assistance of community volunteers, we will promote the 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 

organizations whose goals reflect those of the IRMC. 

  

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

¢ƘŜ ŎƻƳƳǳƴƛǘȅ ǿŀƴǘǎ ŀ ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘ ƛƴ ǘƘŜ ƘŜŀǊǘ ƻŦ .Ŝōŀƴ tŀǊƪΦ ¢ƘŜ /ƛǘȅ ƻŦ bŀƴŀƛƳƻ ƘŜƭŘ ŀƴ ƻǇŜƴ ƘƻǳǎŜ 
on August 10, 2016 to get community feedback for the Proposed Collaborative Development 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.  AlthƻǳƎƘ ǘƘŜ ǊŜǎǇƻƴŘŜƴǘǎ ǿŜǊŜ ǇǊŜŘƻƳƛƴŀƴǘƭȅ ǇŜƻǇƭŜ ŀǘǘŜƴŘƛƴƎ ǘƘŜ ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘΣ ǘƘŜ /ƛǘȅ 
concluded that the Open House provided overwhelming support for the plans of the four groups, including the 
ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘ ŀǘ .Ŝōŀƴ tŀǊƪΦ While Island Roots has stated that support 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 comments mentioned anything about wanting the market indoors. The feedback from that open house 
was provided to council at a special open council meeting on October 24, 2016 and is represented in the below 
word cloud.   

 

 

  

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

¢ƘŜ ƳǳƭǘƛǇƭƛŜǊ ŜŦŦŜŎǘ ƛǎ ƳǳŎƘ ƎǊŜŀǘŜǊ ŦƻǊ ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘǎ ǘƘŀƴ ŦƻǊ ƎǊƻŎŜǊȅ ǎǘƻǊŜǎΦ  !ŎŎƻǊŘƛƴƎ ǘƻ ŀ ǎǘǳŘȅ 

ŎƻƴŘǳŎǘŜŘ ōȅ ./ !ǎǎƻŎƛŀǘƛƻƴ ƻŦ CŀǊƳŜǊǎΩ aŀǊƪŜǘǎΣ ŜǾŜǊȅ ŘƻƭƭŀǊ ǎǇŜƴǘ ŀǘ ŀ ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘ ƎŜƴŜǊŀǘŜǎ ŀƴ ŀŘŘƛǘƛƻƴŀƭ 

$1.50 in spending in the community (CƻƴƴŜƭƭύΦ ! /ŀƴŀŘƛŀƴ ǎǘǳŘȅ ƻŦ ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘǎ ŦƻǳƴŘ ǘƘŀǘ Ϸрлл Ƴƛƭƭƛƻƴ ǎŀƭŜǎ 

ŀǘ ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘǎ ƛƴ hƴǘŀǊƛƻ ƎŜƴŜǊŀǘŜŘ Ϸмллл Ƴƛƭƭƛƻƴ ƛƴ ǎǇƛƴ-off activity (Friends of the Earth, p.  

6) At the same time, spending at supermarkets reduces the local multiplier. Our research 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 about $6,000 on food purchased from a store. With 65,000 

households in the Regional District of Nanaimo, that means we spend about $97.5M a year on food. Using 1.6  

ŀƴŘ мΦнр ŀǎ ƳǳƭǘƛǇƭƛŜǊǎΣ ƛŦ н҈ ƻŦ ǘƘŀǘ ŀƳƻǳƴǘ ǿŜǊŜ ǎǇŜƴǘ ŀǘ ŀ ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘΣ ŀƴ ŀŘŘƛǘƛƻƴŀƭ ϷнΦтa ǿƻǳƭŘ ǊŜƳŀƛƴ 

ƛƴ ƻǳǊ ǊŜƎƛƻƴΦ ¢ƘŀǘΩǎ ǘƘŜ ŜǉǳƛǾŀƭŜƴǘ ƻŦ оф ϷтлΣллл ŀ ȅŜŀǊ ƧƻōǎΦ !ǎ ŀ ǊŜǎǳƭǘΣ CŀǊƳŜǊǎΩ aŀǊƪŜǘǎ ƘŀǾŜ ǎƛƎƴƛŦƛŎŀƴǘ 

economic benefits to the local region.  

 

Figure 1 This Infographic has been shared wi th permission from BC 
CŀǊƳŜǊǎΩ Market Association. This Infographic is not to be used on any other materials, 
and is considered confidential to this report. 
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Concept Analysis 

Strengths: 

Management, good governance and the appropriate legal structure has been established 

IRMC has a strong core board of volunteer directors who represent diverse points of view: from young 
to experienced farmers, farmers and non-farmers, livestock producers and vegetable producers. The 
organization is able to employ part-time management. The co-operative has been restructured as a 
non-profit organization in order to meet City of NŀƴŀƛƳƻΩǎ requirements for operation within the park. 

 

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

The community supports the concepts presented by the four groups (see Community Support) 

The local food industry is experiencing significant growth. 

¢ƘŜ ƭƻŎŀƭ ŦƻƻŘ ƳƻǾŜƳŜƴǘ ƛǎ ƎŀƛƴƛƴƎ ǎǘǊŜƴƎǘƘ ŀƴŘ ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘǎ ŀǊŜ considered vital for the local food 

movement. They provide the means by which small farms can deal directly with the consumer, thereby 

educating the consumer and nurturing further growth of a re-ŜƳŜǊƎƛƴƎ ƳŀǊƪŜǘΦ CŀǊƳŜǊǎΩ ƳŀǊƪŜǘǎ ŀƭǎƻ 

provide a means for small farms to earn a sustainable living. ¢ƘŜ ƳŀǊƎƛƴǎ ŀǊŜ ƘƛƎƘŜǊ ŀǘ ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘǎ 

than through wholesale because distribution costs are low (vendor table/stall rates at IRMC are $20 a 

day) and farm market prices can be on par and sometimes higher than grocery store prices. 

 

¢ƘŜ ōǳǎƛƴŜǎǎ Ƙŀǎ ƻǾŜǊ ŀ ŘŜŎŀŘŜ ƻŦ ŜȄǇŜǊƛŜƴŎŜ ŀƴŘ ǘƘŜ ŎƻƳƳǳƴƛǘȅ ƛǎ ŀǿŀǊŜ ƻŦ ǘƘŜ ƳŀǊƪŜǘǎΩ ǇǊŜǎŜƴŎŜ ŀǘ .Ŝōŀƴ tŀǊƪΦ 

A ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘ Ƙŀǎ been operating at Beban Park for 11 years. The Wednesday event is well-attended.  

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 not at Beban Park, 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, accessible by public 

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 market has 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: 

! ōǊŜŀƪŜǾŜƴ ƻǇŜǊŀǘƛƻƴ ŎƻƴǎǘǊŀƛƴǎ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ŀōƛƭƛǘȅ ǘƻ ƎǊƻǿΣ ŜǉǳƛǇ ƻǊ ōǳƛƭŘΦ 

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 Beban Park 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 operating in the 

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 example, if a 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 operate or how it may promote its operation. During 

large events such as VIEX, for example, the Island Roots Market is displaced. This happens once or twice a 

year. It has also been subject to restrictions on where and how it can advertise. For example, in the past it 

has not been allowed 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 some drawbacks to 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.  As such, it will support activities such 

as a golf course and a BMX course.  It will also condone operations that are ancillary to the main activity 

ŀƴŘ ŜƴƘŀƴŎŜ ǘƘŜ ǇŀǊƪ ŜȄǇŜǊƛŜƴŎŜ ǎǳŎƘ ŀǎ ŀ ŎƻŦŦŜŜ ǎƘƻǇ ƛƴ ǘƘŜ ƎƻƭŦ ŎƭǳōƘƻǳǎŜΦ  ¢ƘŜ ƻǳǘŘƻƻǊ ŦŀǊƳŜǊǎΩ 

market is acceptable 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.  

A ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘ ƛǎ ǿŀƴǘŜŘ ŀǘ .Ŝōŀƴ tŀǊƪ. 

The Parks and Recreation department of the City of Nanaimo wants and needs to build something in the 

ŎŜƴǘǊŜ ƻŦ .Ŝōŀƴ tŀǊƪΦ ¢ƘŜȅ ǎŜŜ ŀ ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘ ŀǎ ƛƴǘŜƎǊŀƭ ǘƻΣ ōǳǘ ƴƻǘ ǘƘŜ ƻƴƭȅ ŎƻƳǇƻƴŜƴǘ ƻŦΣ ǘƘƛǎ ǇƭŀƴΦ 

In short, 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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A ŦŀǊƳŜǊǎΩ ƳŀǊƪŜǘ ŎƻƛƴŎƛŘŜǎ ǿƛǘƘ ǘƘŜ ŘŜǎƛǊŜǎ ƻŦ ƻǘƘŜǊ ŎƻƳƳǳƴƛǘȅ ƎǊƻǳǇǎ ǿƘƻ ƻǇŜǊŀǘŜ ƛƴ that area of the park.  

Other groups also want indoor space. 

The building of a structure may be a natural evolution of a supportive and engaged community.  There are 

other community groups wanting similar facilities in that area of the park and there are also 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 

ƳƻǾŜƳŜƴǘΩǎ ŀgenda the City may have 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. 

The City will not allow IRMC to generate revenue at the park other than from table or stall rentals and 
possibly some ancillary income earned during market days.   Operations at Beban Park are subject to 
restrictions.   The City will not generally support or allow: 

 

¶ an activity that would not typically be found at a city park or,  

¶ an operation that directly competes with similar commercial activities 

¶ an activity whose main purpose is to generate a profit unless it pays commercial lease rates or,  

¶ secondary revenue generated from a facility located within the park whether the facility is built 
by the operator or by the city unless it is ancillary to the main activity.   

 

Using these rules as a guide IRMC can determine what it may and may not do at Beban Park. For 
example, a butcher or baker, restaurant or catering kitchen that operates during normal commercial 
hours with or without the outdoor farmers market in operation are (1) not operations that would 
normally be found in a park and (2) would directly compete with commercial businesses. On the other 
hand, a butcher or baker or coffee shop operating during ŦŀǊƳŜǊǎΩ market days might be considered 
ancillary to or part of the market and therefore allowed. Finally, it is clear and without compromise that 
the City of Nanaimo will not allow IRMC to generate rental income (even from a community partnership 
or activity that would normally take place in the park) from a facility located within its park, i.e. assign 
or sublet space. 

 
 

Uncertainty 

If the City of Nanaimo agrees to build the facility, will it be built to suit the requirements of the vendors?  Will it 
be built soon or a decade from now?  Will it allow the ŦŀǊƳŜǊǎΩ market to operate with regular times or will it 
have to close at intervals due to other events?  Will it be offered a long-term lease, or will it have to live with 
short-term uncertainty?  Would the City sign a long-term lease with no certainty that the market would be able 
to pay its lease and operating costs?  These questions would need to be answered prior to embarking on a 
building project and even before a fundraising project.  These are questions that the City of Nanaimo may not 
be able or willing to answer for the long-term. 
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Market Concept Financial Analysis 

With the cities determination, Island Roots is left in a 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 inception, IRMC revenue has been steadily 

increasing and the market has been operating at 

almost break even each year.  

 

The financial projections for 2018 indicate 

anticipated fixed expenses of $54,600 including 

wages and benefits for a full-time market manager, 

professional fees, insurance, marketing costs and 

sundry administration expenses. As the market 

currently operates, variable expenses (market costs 

other than marketing) average about 12% of sales.  

Based on 12% variable expenses IRMC should 

breakeven when revenue is $62,000. Island Roots 

will need to almost double its sales over 2017 in 

order to breakeven.  

 

IRMC believes that an indoor market will fulfill its mandate to 

operate a year-round market. The concept calls for a 10,000-

square foot building to house an indoor market with 5102 

square foot second floor above the market, and 5910 square 

feet of outdoor space.  

 

A quantity survey was completed for this concept and the 

estimated cost for this is $3.9 Million. If IRMC were able to 

raise 85% of building costs through the City or other funding 

sources the mortgage would be $650,000.  Annual cash 

needed to carry a mortgage of $650,000 with interest at 3.5% 

over 288 months would be $40,000. 

 

It may cost up to $60,000 per year to operate and maintain the building. According to Mary Smith, manager of 

recreation services at Beban Park, it costs that much to operate the Centennial building. Together with mortgage 

costs, IRMC would need to generate additional annual cash flow of $100,000. If other fixed costs are $50,000 per 

year όƳŀƴŀƎŜǊΩǎ ǿŀƎŜΣ ƻŦŦƛŎŜ Ŝxpenses, etc.)  a minimum of $170,000 in annual sales would be needed to 

breakeven. The required sales to break even may be achievable.  According 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 facilities. Also, the President believes that table rates could be increased to $30. Qualicum Market 

charges $35 per table. Based on these numbers revenue could be as high as $210,000 per year, well over enough 

to break even.    

F igure  2  2 017  i nc lu d es  r ev en u e  a n d e xp e ns e s  to  Oct obe r  
31s t  o nl y  
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Building costs might be reduced as well. Current projections are for a 10,000-square foot building. The President 

believes that 7,000 square feet may prove to be enough. Based on costs of $175 per square foot, this could 

reduce the cost of the building by $525,000.  

 

Next Steps 

From this limited research, all indications point to City and community support for the ŦŀǊƳŜǊǎΩ market and for 
a building to partially house the market. Next steps would be to try and find answers to the following questions: 
 

¶ What is needed for Island Roots to attract and retain vendors, up to 70 vendors year-round and 
twice a week?  

¶ What is needed to attract, retain, and build a supportive consumer group? 

¶ What will build support from the community? 

¶ Given that Island Roots will not try to generate secondary revenue but will pay for building 
operating and maintenance costs through market revenue only, what will the City support in 
terms of a building? 

¶ Will the City build it, or will Island Roots build it? 

¶ How will Island Roots pay for it? 
 

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

should also be found.  

¶ Option 1:  Build it now 

¶ Option 2:  Take a staged approach 

Stage 1 ς Capitalize on the ŎƛǘȅΩǎ desire to make improvements to the area.  Work with the city to 
ensure that the vendors are provided with basic ŦŀǊƳŜǊǎΩ market infrastructure, that the area is 
landscaped and appealing to the community and visitors, and that other activities and groups in the 
heart are complementary and in sync with the ŦŀǊƳŜǊǎΩ market vibe.  Build and support the vendor 
market.  Work with other community groups to draw people to the area.  Work with community 
groups to plan for cost sharing of facilities and build a financial history that will give bankers and the 
City of Nanaimo confidence that the organization will be able to fulfill its financial commitments in 
the long-term. 

 
Stage 2 ς Work with the City on building an indoor facility to house the market and possibly other 
community activities that promote the growth of local food.  All indications from the public, the 
City, and the farmers point to a want and need for this space, but it should be simple. Simplify the 
process and the end result so that the IRMC can create a more user-friendly space for their 
vendors, while maintaining lower and more manageable operational costs. 

 

¶ Option 3: Build outside of the park using fees, financing and funding, tenants, and possibly other 

commercial activities to make this option viable. 

The planners believe that a staged approach to building a facility at Beban Park is likely most 
feasible and of least risk to IRMC.  This approach would be to start with an outdoor covered market 
area similar to those in many other areas of the province but with a clear goal to eventually move 
indoors during the winter at Beban Park. 
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Business Advisory Team Inc. is a group of business management professionals who offer 

business planning, marketing strategies, business coaching and workshops for emerging 

Farm| Food | Drink businesses. 

Get the right things done. 

 

 

 

 

Our subsidiary Left Field Marketing is a marketing agency for regional food producers and 

socially responsible, lifestyle driven businesses. 

Authentic Advertising ... with Flavour. 

 

 


