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AGENDA 
1. Approval of Agenda

2. Adoption of Minutes of January 27, 2020 and June 16, 2020

3. Outstanding Business
3.1 Southern Gulf Islands Shared Services Society – Rural Economic

Dividend Grant – Next Steps 
For Information: 

a. Southern Gulf Islands Shared Business Services Society –
Progress Report June 12, 2020

b. Presentation Material – Shared Business Services Program

3.2 Update:  CRD Board Follow up on Community Futures and Island 
Coastal Economic Trust 

3.3 Update:  Home Owner Grant Program in Electoral Areas 
3.4 Letter dated May 13, 2020 re: Integrated Transportation 

4. New Business
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5. Next Meetings - TO BE CONFIRMED

July 13, 2020 at 3:00 to 5:00 pm – SSI Public Library
October 19, 2020 at 3:00 to 5:00 pm – SSI Public Library

6. Adjournment
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EXECUTIVE SUMMARY 
 
Realize Strategies Co-operative was engaged in January 2020 by the Salt Spring Island Community 
Economic Commission (CEDC) to assist with the planning and development of a start-up non-profit 
shared business services enterprise serving the Southern Gulf Islands. The original project plan called for 
Realize Strategies to assist the CEDC in validating the results of a concept feasibility study completed by 
EcoPlan International and to develop a business plan for a start-up non-profit organization. The plan 
called for the project to be completed by July 2020.  
 
The COVID-19 pandemic has had significant impacts on the overall planning and development of the 
shared business services initiative. The process of validating the feasibility study, testing demand and 
developing a financial model has been affected by the restriction on gatherings, which has hindered the 
project team’s ability to conduct face-to-face consultations with potential customers and partners. The 
team is prepared to use web conferencing means to conduct consultations, however the pandemic has 
shifted the entire focus of the services that a shared business service entity would offer. Consequently, the 
pandemic has pushed back the estimated timeframe for completion of the project.  
 
As a result, the progress report outlined in the following pages represents the outcome of work completed 
to date. This includes the development of the proposed shared business services, analysis and preliminary 
validation of the concept feasibility study, analysis of data compiled by the Salt Spring Island Community 
Economic Development Commission, and study of other similar models in the Cascadia region.  
 
The intent of this report is to provide a point in time update on the direction that the work to develop a 
strategic business, operational and financial plan for the Southern Gulf Islands Shared Business Services 
Society is moving in. COVID-19 has impacted on the planning and development of the shared business 
services organization. Where necessary, elements of this report have been developed based on reasonable 
assumptions using the available qualitative and quantitative data. We will continue to develop a robust 
business plan as we move through the COVID pandemic and as the plan for recovery becomes clear.  
 
For now, the focus of the project has shifted from completion of a business plan to laying the groundwork 
that will enable the new Southern Gulf Islands Shared Business Services Society to complete the 
development of a start-up business plan once it has been incorporated and the founding board of directors 
has been appointed.  
 
Realize Strategies Co-operative  
June 12, 2020 
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PROJECT BACKGROUND 

History 

In 2018 the CEDC identified a gap in the market- one of the critical challenges facing local producers, 
artisans and operators was knowing where and how to access the “back-office” services they need to 
support their organizations, particularly from service providers who understand the unique social and 
economic characteristics of Salt Spring. In addition, these services were often too costly, and were 
primarily accessible on a case-by-case basis, rather than as a community (e.g. Community Futures). There 
was also discussion of shared labour pool, shared purchasing and other services that could be acquired at 
a larger scale. 

The CEDC does not have the capacity to provide these services as a commission under the CRD. 
However, the success of an initiative to provide business services at scale is important to the CEDC as it 
will support sustainable livelihoods, enhanced local employment opportunities and the development of a 
regenerative locally based economy.  

Feasibility Study 

In July 2018, the CEDC commissioned the urban planning firm EcoPlan International to conduct an 
Evaluation and Feasibility study to assess the potential to create a shared business services program. The 
study examined the needs of local growers, producers, crafters, artisans, health and wellness providers 
and tradespeople on the Southern Gulf Islands for access to information and services that could support 
sustainable livelihoods, enhanced local employment opportunities and the development of a regenerative, 
place-based local economy. The study also considered similar models that have been successfully 
established across Cascadia, notably in the North Cascades and the San Juan Islands regions of 
Washington State.  

According to background research and the data collected in the Evaluation and Feasibility Study 
conducted in July 2018 by EcoPlan International, the Southern Gulf Islands have an extremely 
entrepreneurial business environment supported by a relatively isolated employment pool that is highly 
affected by a seasonal economy. The number of small businesses, home-based businesses and self-
employed people is disproportionately high compared to provincial averages.  

Given the unique nature of operating in remote, rural areas, businesses in the Southern Gulf Islands face a 
variety of complex, inter-related challenges. It is extremely challenging for small businesses to achieve 
the size and scale necessary to support sustainable operations and growth. The vast majority of small 
businesses are confronted by relatively high costs to access professional services, such as financial advice, 
market development strategy and sales support.  

Additionally, many local businesses lack the capital necessary to increase production, gain visibility and 
close sales with buyers in export markets.  

According to survey respondents from the Feasibility Study, the top three issues they face are hiring the 
right people, maintaining a year-round income, and accessing markets in a cost-effective manner.  

To date, significant work has been done by local institutions, community leaders and government partners 
to enhance the sustainability and resilience of the Southern Gulf Islands, including reductions to the cost 
of ferry services (albeit with insignificant reductions for businesses) and increases to local government 
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funding through the Capital Regional District to enhance vital community services. The Southern Gulf 
Islands Shared Business Enterprise is intended to build upon and support this work. 
 
Rural Development Fund Grant 
 
In response to the gap they identified and the outcomes from the feasibility study, the CEDC wrote – and 
successfully won – a grant application for the Rural Dividend Fund (RDF) to develop a separate entity 
that can offer direct and indirect services to business owners, service providers or agencies to create 
economies of scale through shared purchasing power. This grant will provide the start-up seed capital to 
fund the planning and development of the Shared Business Services initiative. The RDF grant will also 
fund the start-up and initial operating costs of the SBSS.  
 
In 2019, an extension was requested from the RDF. The CEDC needed more time to complete the work. 
The CEDC also recognized that the services envisioned in the grant application were needed by the 
Southern Gulf Islands as a region. An extension was provided and the scope increased to include the 
Southern Gulf Islands as beneficiaries of the services in the SBSS.  
 
Impact of COVID-19 
 
The work to develop the entity began in earnest in January 2020. By mid-March 2020, the COVID-19 
pandemic shutdown many business operations.  
 
The unprecedented COVID-19 pandemic has caused global chaos. It is impossible to predict the depth of 
the damage, or the length of time it will take for the economy to recover. This has widespread 
implications for all businesses in the Southern Gulf Islands. Many businesses have been hit hard and are 
currently taking things one day at a time, seeking ways to manage cash flow, shift online, navigate the 
options for government support, and pivot into marketplaces that remain viable. As the situation 
progresses, businesses are likely to seek support in navigating through the recovery process in order to 
survive, or in some cases, thrive.  
 
The SBSS needs to pivot its own offerings to support these businesses, now more than ever. The need for 
shared services is critical. The services will need to shift as shown below: 
 
Pre-COVID During COVID/Post-COVID 
Hiring the right people Manage cash flow 
Maintaining year round income Navigate options for government support 
Accessing marketing in a cost-effective way Pivot 
Capital  
 
 
The SGI-SBSS has an intensified opportunity to support local community members to save their 
businesses and ensure livelihoods. This is an important service for the community as the economic 
capacity of local businesses is a vital part of community health.  
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PURPOSE OF THE SGI-SBSS 
 
Shared Business Services Concept  
 
The shared business services concept is widely used as a way of enabling organizations with similar needs 
to enhance their capabilities by using shared purchasing power to achieve economies of scale.  
 
The shared services model has been deployed successfully throughout BC and Washington State to meet 
the needs of small and medium-sized organizations by leveraging the benefits of collective purchasing.  
 
For example, in 2013, a group of non-profit organizations in the Cariboo formed a business services co-
operative (aka a Second Tier Co-op) to provide a range of commonly used services – including 
accounting, communications, grant-writing and human resources administration. The co-op has grown 
into a $7 million organization, funded solely through fee-for-service revenues. The shared services 
model has also been used successfully in the North Cascades and the San Juan Islands regions of 
Washington State to provide a range of services and supports to local, independent small businesses, 
artisans and food producers.  
 
Vision for the SGI-SBSS (Long-term) 
 
The vision for the SGI-SBSS is to leverage the purchasing power of local growers, producers, crafters, 
artisans, health and wellness providers and tradespeople to provide a range of business services based on 
identified need and demand.  
 
The core purpose of the SGI-SBSS is to address the needs of local businesses, artisans and tradespeople 
for access to high-quality business services at an affordable price. The SGI-SBSS is not an economic 
development agency. It will not compete with the services and programs provided by local chambers of 
commerce or other existing organizations throughout the Southern Gulf Islands.  
 
The SGI-SBSS will work in partnership with local organizations such as chamber of commerce, the 
Agricultural Alliance, the Rural Islands Economic Partnership and others to provide direct and indirect 
access to business services. The ultimate goal of the SGI-SBSS is provide business services that 
contribute to the development of a thriving, resilient, place-based, local economies throughout the 
Southern Gulf Islands.  
 
Interim Steps (COVID Related) 

While the long term vision for this organization is to provide shared services, there will be some activities 
that will need to be adjusted due to the impact of COVID-19. 
 
Demand will have shifted to different services and priorities. The goal of the SBSS during the COVID-19 
pandemic will be to help business survive and institutional customers to support the economic well-being 
of our communities.  
 
Business services will need to be different, however the aim of the organization will still be to pull 
together a larger pool of buyers to spread the costs and to represent the SBSS customers as one unit for 
negotiated services.  
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Structure and Governance 

The SGI-SBSS will be established as an independent, BC-incorporated non-profit society. 

The founding board will be comprised of the members of the Salt Spring Island CEDC, as described in 
the constitution and bylaws. The task of this founding board will be to oversee the preparation of the 
business plan and the initial set-up of the organization.  

The society will investigate if a society is the best type of organization for the long term. Following 
completion of the RDF grant, a new board will be elected. The new board may be comprised of 
representatives of partner organizations, such as the local chambers of commerce, the Salt Spring Island 
CEDC, the Southern Gulf Islands CESC and/or Community Resource Centre (CRC), agricultural 
alliances, local arts councils, market societies and green business organizations.  

The SGI-SBSS will act an independent organization and be accountable to its customers, partners 
and key stakeholders. It will not report to, or be controlled by, the Salt Spring Island CEDC.  

Customers and Partners 

The SBSS is intended to serve two core customer segments: 

1. Local growers, producers, crafters, artisans, health and wellness providers and tradespeople across the
Southern Gulf Islands who want to procure services, either directly or indirectly. For an individual
business, the services could be purchased in ways that are more cost effective. Target sectors include
non-perishable food and beverage, artisan, and health and wellness. However, it is intended that the
SGI-SBSS also serves organizations beyond these sectors.

2. An emerging customer is the institutional customers who need a program delivery partner. These
clients or partners could include local chambers of commerce, the Salt Spring Island CEDC, and
entities such as the Agricultural Alliance, Southern Gulf Islands Tourism Partnership and the Rural
Islands Economic Partnership.

The SGI-SBSS will work with these local partners to enhance their ability to support the needs of
their members and enhance the role they play in the community. For example, the SGI-SBSS could
provide the Salt Spring Chamber with delivery support to help achieve its mission to “create and
maintain and prosperous environment for business…while protecting and enhancing the Island’s
sustainability and improving economic viability.”

Potential Scope of Services 

The SGI-SBSS is being established to meet the need for access to information and business services at 
scale. This will enhance the sustainability of local growers, producers, crafters, artisans, health and 
wellness providers and tradespeople in the Southern Gulf Islands. By pooling demand, the SGI-SBSS can 
cost-effectively connect end-users with experts. 
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Given the unique nature of the Southern Gulf Islands’ regional economy, the SGI-SBSS will be an 
Islands-based organization that can support regenerative economic development and sustain the economic 
and social character of communities across the region. This will keep business-to-business dollars 
following within the trade area of the Southern Gulf Islands.  
 
The SGI-SBSS will not be directing economic activity for the Southern Gulf Islands. Rather, it will 
be providing services to customers.  
 
The proposed services will fall under the following general categories: 

• Sales and Marketing 
• Distribution 
• IT 

• Labour pool 
• Business skill development 

 
Additionally, the impact of the global COVID-19 pandemic has created the need for local producers, 
artisans and operators to have access to specific information and services to support COVID-19 recovery 
and to navigate their way back to sustainability. As a result, the SGI-SBSS will initially offer business 
recovery services on an ad-hoc basis while demand persists. The effectiveness of business recovery 
offerings will be based on how quickly SBI-SBSS can incorporate and operationalize.  
 
Please see Appendix A for infographic-based descriptions of the services noted above. This initial service 
focus may continue to expand based on needs identified by clients and partners over time.  
 
There are two possible approaches for delivery of these services.  
 
Indirect 
First, is that the SGI-SBSS acts as a “single window” point of access for local producers, artisans, 
operators and institutions to obtain information and referral to service providers. It may also act as a 
“broker” to help obtain more favourable rates for the services provided above – rates that are appropriate 
for the needs and economic realities of local producers. If the SBSS guarantees a certain value of services 
and is the purchaser of a larger amount of services, then it could pass on the rates to it’s customers.  
 
Direct 
Second, the Shared Business Services Society could directly provide the services with a core in-house 
team. This will ensure that services are provided close to home by a team that has deep understanding of 
what it takes to do business on the Southern Gulf Islands. This in-house model will also ensure the Shared 
Business Services Society is building and retaining the core competencies needed to deliver effective 
services over the long-term.  
 
The second delivery model offers considerable advantages compared to the option of having core 
business services delivered by third-party providers located either on the Islands or in larger centres such 
as Victoria, Nanaimo or Vancouver. It will ensure that shared business services are provided for Southern 
Gulf Islands businesses, in the Southern Gulf Islands – rather than by firms located in larger centres that 
may lack an understanding of the business, economic and cultural realities of the rural southern Gulf 
Islands.  
 
This model also eliminates two significant risks posed by the extensive use of third-party providers:  

1) The need for continual quality control and oversight  
 

2) The risk of third-party firms either ceasing to do business or deciding to relocate away from the 
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 Southern Gulf Islands.  
However, to ensure nimbleness, flexibility and to manage cost, initially a hybrid model combining the 
first and second delivery models is likely to be most appropriate. With this approach the SGI-SBSS would 
directly offer a limited range of services, while indirectly brokering connections between businesses 
seeking support and businesses who can offer support.  
 
With either delivery model, access to services will be provided through a website, by telephone and, 
various mediums of electronic communications. Eventually, if SGI-SBSS expands to a physical office, 
services would also be available by drop-in or appointment. This delivery model will ensure that services 
can be accessed by anyone on any of the Southern Gulf Islands.  
 
 
Demand for Services  
 
The EcoPlan International feasibility study conducted research with local growers, producers, crafters, 
artisans, health and wellness providers and tradespeople to establish baseline evidence of demand for 
business services.  
 
The EcoPlan study determined that the top three needs of local businesses are:  

• Marketing and sales resources,  
• Distribution and cost-sharing of shipping costs,  
• Access to workers.   

 
The following graph ranks the services identified by local businesses by highest need.  
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Additionally, a COVID recovery survey and interviews conducted in March and April 2020 found: 

1. Cash flow (74%),
2. Demand (47.9%)
3. Supply chain management (26%)

Are the top three concerns facing local businesses over the next two to three months.  

The survey and interviews also found that local business identified the following the business services as 
essential to sustaining them through COVD-19 and beyond:  

1) Online ordering and e-commerce systems,
2) Effective, coordinated island delivery system
3) Effective marketing to help maintain demand for locally produced products and services.

These initial demand estimates and business challenges will be validated by Realize Strategies through 
follow-up interviews and focus groups. The results will be used to refine the initial scope of services to be 
offered by the SGI-SBSS, confirm estimates of demand and develop the organization’s business model, 
operational model, and three-year financial plan. 

Benefits to Customers and Partners 

The SGI-SBSS will provide local institutions and their members with a coordinated, efficient way to 
access information and services aimed at enhancing the resiliency and sustainability of regenerative local 
economies.  

For producers, artisans and operators the services provided by the SGI-SBSS will enable them to grow 
and sustain their livelihoods, improve their ability to offer year-round employment, have a sustainable 
year-round income, and enable year-round product availability for locals and outlets across BC and 
Canada. The SGI-SBSS will also enable local rural businesses to share the cost of services and/or 
resources that they all need to succeed.  

A business trajectory that demonstrates the kind of outcomes SGI-SBSS will try to support local 
producers, artisans, and operators in achieving, is Salt Spring Kitchen.  

SGI-SBSS hopes to play a role in facilitating more stories like Melanie Mulherin, owner-operator of 
Salt Spring Kitchen:  

As told in the Spring 2020 issue of Cultivate Magazine, https://issuu.com/cultivate-
bcfb/docs/cultivate_magazine_spring_2020/28 

“The owner, Melanie Mulherin, started selling her preserves in 2012 at the Salt Spring Market when 
she moved there to meet people in her new community. Her business’ growth was organic, simply from 
word of mouth and as more stores contacted her, she couldn’t say no. ‘My husband was supportive of 
me quitting my day job and putting my focus into this hobby full-time and I am so thankful that I took 
that chance. She’s seeing the benefits of her hard work and great product – Salt Spring Kitchen Co.’s 
Candied Jalapeno’s won the Top 10 in Grocery at the 2019 Grocery Specialty Foods Show in Canada.  
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Melanie finds the most joy from the little community that has been made at Salt Spring Kitchen Co. 
Her business has created jobs for a dozen local people with a good wage and a supportive work 
environment. ‘Our little crew feels more like a family and I am extremely proud of that’, she says. 
Along with that, sustainability is a main priority for the Salt Spring Kitchen Co. family. She picks glass 
over plastic along with compostable packaging and sampling supplies and purchases her produce 
from as close to home as possible. ‘We’ve made the conscious decision to raise our family and keep 
the business here,’ says Melanie, ‘and although there are some challenges surrounding that, I 
wouldn’t have it any other way.’ Her plans for the future involve increasing their distribution to 
Eastern Canada as well as the US eventually. Her dream would be to have a jam shop and tasting 
room where visitors and islanders can come and see what they’re up to and learn more about the 
product.” 
 

Financing 
 
Financing for the development and initial start-up of the SGI-SBSS will come primarily from the Rural 
Development Fund grant.  
 
In the development and start-up phase, the Salt Spring Island CEDC will contract the SGI-SBSS to help 
fulfil the terms of the Rural Development Fund grant. The Capital Regional District (CRD) will act as the 
client for purposes of fulfilling the terms of the RDF grant. The CRD will have oversight of the contract. 
 
The business and financial model will be developed over the next two to three months through further 
validation of the feasibility study and consultations with potential customers, partners and third-party 
service providers to establish demand, willingness (and ability) to pay for services, the potential cost of 
contracted services as well as the optimal mix of revenue from fee-for-service and other activities.  
 
The intention is that the SGI-SBSS will be sustained largely through self-financing and a lean operational 
model.   
 
 
Budget and Staffing 
 
The original budget and staffing plan assumed that most services would be provided by a small team of 
in-house experts. The original plan called for the hiring of 4 full-time staff operating out of an office in 
Ganges. The original budget was estimated at $325,000 per year for the first three years of operations. 
 
This original plan has been modified significantly due to COVID-19 and other factors. The revised 
budget assumes that most services will be delivered indirectly through contracts with independent 
specialists. The revised staffing model assumes two part-time contractors working out of a virtual office. 
The revised budget is approximately $70,0000.  
 
These financial and staffing assumptions will be tested and revised through the ongoing validation of the 
feasibility study and the development of the business plan.  
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NEXT STEPS AND TIMELINE 

Incorporation of the SGI-SBSS 

The Rural Development Grant (RDF) is providing the “seed-funding” for the development of the SGI-
SBSS. Once the non-profit entity is established, the SGI-SBSS is responsible for delivering on the 
services specified in the RDF grant and will report to the CEDC for sign-off until those services are 
complete. While the CEDC has been instrumental in the launch of this initiative, there is no expectation 
that the CEDC will direct activities beyond the RDF. 

As noted earlier, due to COVID, the original plan for building a robust organization to directly deliver 
services and negotiate purchasing power has been reduced to ensure that the SGI-SBSS is able to be 
nimble and responsive. What is envisioned today may not be the right solution two months from now. 
The goal is that the model the SGI-SBSS launches with will ensure the organization can provide 
immediate recovery support to business operators, while being scalable once appropriate. Based on recent 
posts on social media and a recently conducted business recovery survey, we know that there is extensive 
demand for recovery services, so the RDF grant will be best used to directly support struggling local 
growers, producers, crafters, artisans, health and wellness providers and tradespeople as soon as possible.  

Given the extensive impact of COVID-19 on the Southern Gulf Islands communities, it is necessary for 
the SGI-SBSS to incorporate and commence operations as soon as possible to start meeting community 
and institutional needs. 

Validation of the Feasibility Study 

The input and buy-in of potential customers and partners will be critical to ensuring the SGI-SBSS 
delivers services that are responsive to local demand and ability to pay. The process of obtaining feedback 
will need to be agile and completed as quickly as possible in order to meet the additional business 
challenges and needs created by the impact of COVID-19.  

This feedback will be used to test and fine-tune the initial mix of “minimum viable products”, the 
method(s) of service procurement and delivery and the initial staffing model required to operationalize the 
SGI-SBSS. it will also inform the development of the financial feasibility study and the business plan.  

Development of the Business Plan 

The most important thing at this point in time is that the society is established as soon as possible. Once 
this happens, the next key activity will be to develop a robust business and operational plan.  

The business plan will guide the development of the SGI-SBSS over the next three years. The business 
plan will set out the mix of services, the procurement and delivery method(s), the cost/pricing of services, 
the staffing and operational model, the implementation plan and three-year financial projections.  
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Start-up Funding 
 
Once the deliverables for the grant have been completed, the intent is that the organization will receive 
funding from revenue (from direct and indirect services, or transaction fees levied on the consumer), 
contracts for work with institutions, and provincial or federal grants.  
 
There will be no ongoing CEDC contribution. As a “start-up”, this entity will need to be responsive to 
market conditions. If it doesn’t provide value to its potential customers, then it will not survive.  
 
 
Operational Funding 
 
At this stage, it is expected that the SGI-SBSS will be funded through a combination of fee-for-service 
revenue, administrative fees, transactions fees paid by end users, contracts with other island entities such 
as chambers of commerce, the Islands Trust, the Agricultural Alliance and the CRD, along with federal 
and provincial grants. There will be no ongoing contribution from the Salt Spring Island CEDC.  
 
 
Project Timeline  

 
 

20



14 

APPENDIX 

Appendix A- Visual Concept Sheets 

Business Recovery Services 
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IT Services 
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Business Strategy Services 
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Strategic Marketing Services 
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Business Training Services 
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Supply Chain and Logistics Support 

26



20 

Sales Resources 
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SHARED	BUSINESS	SERVICES	PROGRAM	BUILDING	UPON	THE	RBA	+	
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BACKGROUND	

RURAL	BUSINESS	ACCELERATOR	(2016	–	18)	
The	CEDC	developed	a	training	and	mentoring	program	to	support	
business	operators	in	three	sectors:	small	scale	food	producers,	green	
services	and	craft/lifestyle	producers	

FEASIBILITY	STUDY	FOR	SHARED	BUSINESS	SERVICES	(2018)	
The	CEDC	contracted	EcoPlan	International	to	do	initial	feasibility	work	
around	the	creation	of	an	entity	to	provide	services	

SHARED	BUSINESS	SERVICES	PROJECT	(2019	–	20)	
The	CEDC	is	currently	working	with	Realize	Strategies	to	validate	the	
feasibility	study	
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SHARED	BUSINESS	SERVICE	CONCEPT	

An	organization	that	can	offer	direct	and	indirect	services	to	
business	owners,	service	providers	or	agencies	to	create	
economies	of	scale	through	shared	purchasing	power.	
	
The	CEDC	identified	this	gap	in	the	community	and	wrote	a	grant	
application	for	the	Rural	Dividend	Fund	to	develop	this	entity.	
	
Focus	REGIONALLY	(Salt	Spring	and	Southern	Gulf	Islands)	to	
achieve	greater	economies	of	scale.	
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WHO	IS	IT	FOR?	

• Individual	businesses	or	organizations	on	SSI/SGI	that
are	looking	for	expertise	in	the	categories	and	would	like
to	procure	the	services,	either	directly	or	indirectly.
• An	emerging	customer	is	the	institutional	customer	on
SSI/SGI	who	need	a	program	delivery	partner.	The	CEDC
would	be	the	first	customer
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SPECIFIC	DELIVERABLES	FOR	RDF	GRANT	
Mar	 April	 May	 Jun	 July	 Aug	 Sept	 Oct	 Nov	 Dec	 Jan	 Feb	 Mar	 Apr	 May	 June	 July	 Aug	 Sept	 Oct	 Nov	

Build	the	Infrastructure	

Input	and	buy-in	from	local	business	is	finalized	to	confirm	operational	details	of	core	services	including	
initial	customer	list	and	service	suppliers		

Development	of	a	Financial	Feasibility	Study	and	Business	Plan	

A	part	time	coordinator	is	hired	

Creation	of	a	Marketing	and	Communications	Plan	

INC	

Operate	and	Grow	

Delivery	of	services	and	continued	membership	drive	initiatives	
(i.e.,	continued	implementation	of	marketing	plan)	

Apply	to	grants	and	other	funding	sources	

Quarterly	board	meetings	and	reports	are	held	

State	of	enterprise	report	(monitoring	and	evaluation	of	business	
activities)	

2020	 2021	
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SPECIFIC	DELIVERABLES	FOR	RDF	GRANT	

Incorporate	Items	1-4	to	be	completed	by	June	2020	

1.	Develop	Memorandum	of	Association	and	rules		
2.	Name	interim	directors		
3.	Legal	review	of	incorporation	docs.		
4.	Submit	documentation	to	Corporate	Registry		
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CURRENT	STATE	

• The	CEDC	has	had	a	constitution	and	bylaws	drawn	up
by	CRD	Legal	for	a	new	entity	to	be	able	to	provide
direct	service	to	business	owners,	other	organizations
and	government	entities
• The	CEDC	has	been	working	with	Realize	Strategies	to
develop	business	model	and	identify	the	services	that
could	be	offered	directly	or	indirectly	(broker	model)
• COVID-19	has	changed	the	business	environment
dramatically
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CURRENT	STATE	-	PROPOSED	SERVICES		

• Marketing	
•  Sales	&	Distribution	
•  Shared	shipping	
•  IT	
• Business	Skills	

NON-COVID		 COVID	
•  Sector	Specific	Business	
Recovery	support	
• Navigating	grants	&	grant	
writing	
•  Support	with	E-Commerce	set	
up	
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DIRECT	VS	INDIRECT	

• Direct	services	–	the	entity	hires	and	provides	these
services	from	in-house	staff.
• Indirect	services	–	the	entity	brokers	and	connects	other
service	providers	and	is	paid	a	fee
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Is there demand? 

37



IS	THERE	DEMAND?	

Feasibility	Study,	EPI		
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IS	THERE	DEMAND?	

Business	Model	Development,	March/April	2020	

Proposed	Validation	Approach:	
• Develop	product	descriptions	to	gauge	viability	of	model	and
base	sales	forecasts	on
• Conduct	interviews	&	focus	groups
• Develop	“minimum	viable	products”	to	test	in	the	market

COVID-19	changed	everything	–	the	CEDC	no	longer	felt	it	was	
appropriate	to	conduct	interviews/focus	groups	about	the	
proposed	services.		
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IS	THERE	DEMAND?	

Business	Recovery	survey,	March/April	2020	
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IS	THERE	DEMAND?	

Cash	Flow:	74%	of	respondents	indicated	cash-flow	as	one	of	their	top	3	challenges	in	the	
next	2-3	months.		
Demand:	47.9%	of	respondents	indicated	demand	as	one	of	their	top	3	challenges	in	the	
next	2-3	months.		
Supply	Chain:	26%	of	respondents	indicated	supply	chain	as	one	of	their	top	3	challenges	
in	the	next	2-3	months.		
Rent/Landlord	Negotiations:	22.9%	of	respondents	indicated	rent/landlord	negotiations	
as	one	of	their	top	3	challenges	in	the	next	2-3	months.		
Repayment	of	Existing	Loans:	19.8%	of	respondents	indicated	repayment	of	existing	
loans	as	one	of	their	top	3	challenges	in	the	next	2-3	months.		
Morale:	18.8%	of	respondents	indicated	morale	as	one	of	their	top	3	challenges	in	the	
next	2-3	months.		
Staffing:	18.8%	of	respondents	indicated	staffing	as	one	of	their	top	3	challenges	in	the	
next	2-3	months.		
Bankruptcy:	11%	of	respondents	indicated	bankruptcy	as	one	of	their	top	3	challenges	in	
the	next	2-3	months.	

Business	Recovery	survey,	March/April	2020	
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IS	THERE	DEMAND?	

• Keen	to	learn:	Best	Practices	for	the	industry,	and	overall	how	the	community	is
going	to	recover;	a	Transitions	and	Recovery	Plan.

• Would	like	CEDC	and	Chamber	support	with	Marketing	and	help	build	better
relationships	with	local	producers/operators

• Once	public	health	protocols	soften	–	business	adaptation	will	be	trial	and	error
and	responsive

• Online	business	ordering/shopping	systems	are	essential	right	now
• An	effective-cohesive-collaboration	island	delivery	system	is	essential	right	now
• All	businesses	are	reliant	and	therefore	concerned	about	the	future	of	the	island’s
tourism	economy
•  Question:	What	is	going	to	happen	to	the	tourists	and/or	tourism	sector	on	SSI?

• There	may	be	an	opportunity	to	create	group	orders	for	off-island	product	delivery

Business	Recovery	interviews,	March/April	2020	
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IS	THERE	DEMAND?	

Facebook	discussion,	May	2020	
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IS	THERE	DEMAND?	

Facebook	request	May	2020	
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IS	THERE	DEMAND?	

Salt	Spring	Exchange	request	May	2020	
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IS	THERE	DEMAND?	

RIEP	initiative	-	May	2020	
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IS	THERE	DEMAND?	

Island	Comeback	–	RIEP	–	May	2020	
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IS	THERE	DEMAND?	

• Agricultural	Alliance	(The	Root,	Abattoir	Society,	etc)
• (Tuesday)	Market	Society
• Chambers	of	Commerce
• Arts	Council(s)
• Rural	Islands	Economic	Partnership
• Islands	Trust
• CRD

Ongoing	Stakeholder	Engagement	Q1/Q2	2020	
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What is the structure of this 
entity? 
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STRUCTURE	OF	SBSS	

• CRD	Legal	recommended	a	broad	constitution/bylaws
• There	was	an	urgency	to	this	motion	due	to	COVID-19.	The	CEDC	is
very	concerned	about	the	state	of	businesses	on	the	islands.

• CEDC	asked	Realize	Strategies	to	submit	a	DRAFT	INTERIM
REPORT	–	which	included	reference	to	the	constitution	and
to	a	staffing	model	that	was	still	in	development
• There	was	no	expectation	that	the	CEDC	act	on	this	draft,	interim
report
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STRUCTURE	OF	SBSS	

• Originally	identified	staff	needed	to	deliver,	coordinate
and	broker	services	(up	to	4)
• Due	to	COVID,	this	will	be	reduced	to	ensure	that	the	SGISBSS
is	able	to	be	nimble	and	responsive.	What	is	envisioned	today
may	not	be	the	right	solution	in	2	months.

• Original	plan	was	to	build	a	robust	organization	where
we	could	deliver	services	directly	and	negotiate
purchasing	power
• The	CEDC	has	asked	Realize	Strategies	to	develop	a	scalable
model	to	ensure	the	organization	could	provide	immediate
support	to	business	operators	and	grow	as	appropriate.
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COMPOSITION	OF	THE	SBSS	BOARD	

VISION		
• The	SBSS	would	explore:
• Second	Tier	Co-op
• For-profit/Non-profit
• B	Corp
• Social	Enterprise

INITIAL	
• The	initial	directors	of	the	Society	shall
be	those	individuals	who	are	members
of	the	Salt	Spring	Island	Community
Economic	Development	Commission,
except	for	the	Salt	Spring	Island
Electoral	Area	Director,	and	such
individuals	as	are	appointed	by	the
Capital	Regional	District	Board.	Such
individuals	will	hold	office	until	the
next	Annual	General	Meeting	to	be
held	on	completion	of	the	work
required	under	Grant	Agreement.
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COMPOSITION	OF	THE	SBSS	BOARD	

• The	SBSS	will	be	an	independent	organization	and
Board	composition	should	be	structured	accordingly.
• The	SBSS	would	not	be	directing	economic	activity	for
Salt	Spring/Southern	Gulf	Islands,	but	providing
services	to	customers.
• There	would	be	no	expectation	that	the	SBSS	reports	to
the	CEDC	overall,	only	to	report	against	the
deliverables	in	the	RDF	grant	contract.
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IS	THERE	A	CONFLICT	OF	INTEREST?	

• Any	individuals	who	are	on	BOTH	boards,	would	recuse
themselves	from	voting	as	per	Conflict	of	Interest	clause
for	any	future	contracts	between	the	CEDC	and	SBSS.
• The	intent	is	to	have	separate	board	composition	to	ensure
there	is	not	a	conflict	of	interest
• The	CRD	Director,	as	a	member	of	the	CEDC,	would	oversee
the	activities	related	to	the	delivery	of	the	RDF	related
activities.	To	avoid	conflict	of	interest,	the	CEDC	should
work	to	limit	voting	in	both	organizations.

54



IS	IT	AN	ECONOMIC	DEVELOPMENT	AGENCY?	

• No!	The	intent	is	for	the	SBSS	to	be	a	SERVICE	DELIVERY
ORGANIZATION	for	individual	business	owners	and	other
agencies.	CRD	commissions	cannot	deliver	service.
• The	relationship	to	the	CEDC	would	be	to	direct	the
execution	of	the	deliverables	in	the	RDF.
• The	CEDC	would	contract	services	to	fulfill	the	requirements	of	the
RDF.

• There	is	no	expectation	that	the	CEDC	would	direct	activities
beyond	the	RDF

• The	SBSS	could	enter	into	any	other	fee-for-service	contract	with
other	organizations.
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Financial concerns 
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INTERIM	REPORT	

•  Grant	funding	(85%)	
•  Initially	the	RDF	Grant	fund	would	be	contracted	to	the	SBSS,	with	the	
CEDC	(as	grant	recipient)	overseeing	the	activities.	The	CRD	would	be	
the	customer	and	would	have	oversight	based	on	contract.	

•  Other	services	(15%)	
•  The	SBSS	would	need	to	spend	time	to	develop	products	and	services	
and	identify	grants	needed.		

•  The	SBSS	has	identified	the	need	to	provide	business	consulting	services	
to	support	local	businesses.		

	
COVID-19	has	significantly	impacted	the	execution	of	the	project	
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WHAT	IS	THE	BUDGET?	

ORIGINAL	VISION	
• In-house	team
• 4	f/t	staff
• Physical	space
• Total	annual	operating
costs	are	estimated	at
$325,000	per	year	for	the
first	3	years	of	operations.

REVISED	PLAN	
• Contracted	specialists	and
brokering
• 1	p/t	staff	(and	grow	as
demand	and	revenue
grows)
• Virtual	space
• Total	annual	operating
costs	under	$100,000	per
year
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WHERE	WOULD	ONGOING	FUNDING	COME	FROM?	

• The	intent	is	the	organization	receive	funding	from:
• Revenue

• from	services
• from	indirect	services	(administrative	fees)
• Transaction	fees	levied	on	end	user/consumer

• Contracts	for	work	to	other	(island)	entities:	potentially	the
ChamberS	of	Commerce,	Agricultural	Alliance,	CRD,	Islands	Trust
• Provincial	grants
• Federal	grants
• There	will	be	NO	ongoing	CEDC	contribution,	only	fee-for-service
contracts
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CAN	IT	BE	FINACIAL	SUSTAINABLE?	

• As	a	“start-up”,	this	entity	will	need	to	be	responsive	to
market	conditions.	If	it	doesn’t	provide	value	to	its	potential
customers,	then	it	will	not	survive.
• The	CEDC	is	only	concerned	with	the	ability	of	the	SBSS	to
deliver	on	the	services	specified	in	the	RDF	grant.	There	is
no	ongoing	flow-through	of	funds.
• The	CEDC	is	not	expected	to	support	this	organization
through	the	use	of	it’s	allocation.	It	will	CONTRACT	with	the
SBSS	for	services.
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Potential	EXAMPLE:	

One	issue	that’s	problematic	for	producers	is	securing	raw	
materials	in	large	quantities.	If	the	SGISBSS	is	able	to	
represent	and	negotiate	with	suppliers/shippers,	it	could	
charge	for	the	services	in	many	ways:	
• A	lump	sum	negotiation	fee	to	all	buyers
• A	percentage	of	the	sale	from	the	sellers,	like	a	commission
• An	ongoing	shipment	fee	(the	businesses	agree	to	pay	a
percentage	as	a	contribution)

• A	mark-up	–	the	SGISBSS	could	find	a	place	to	store	and	distribute
materials	and	charge	a	monthly	fee	for	holding	it.

61



62



63



64



65



66



67



68



69



70




