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Gorge Park Community Gardens as an Organization 

 

Introduction 
 

This document is intended for those interested in the organizational structure of the Gorge 
Park Community Gardens and briefly summarizes the groups, teams, meetings, and 
transparency that guide its direction. 
 

Organizational Context 
 

Gorge Park Community Gardens operates within the following organizational context: 
 

a) The GPCG Founding Vision document 
b) A renewable 5-year agreement between the Gorge Tillicum Community 

Association (GTCA) and the District of Saanich that governs the Use, Management, 
and Maintenance of the Gardens site 

c) A Memorandum of Understanding between the GTCA and the Capital Regional 
District (CRD) that addresses the Environmental Partnership between the 
GTCA/GPCG and the CRD; and 

d) The operation of the GTCA as a registered, not-for-profit society, with the 
Gardens being one of the GTCA’s projects (Note: GPCG Coordinators report and 
are accountable to the GTCA Board of Directors.) 

 

Organizational Structure 
 

GPCG’s primary organizational structures and regular meetings are listed here, followed by 
a brief summary of their purpose, relevant scheduling and some of their basic procedures. 
 

1. An Annual General Meeting 
2. A group of 5-7 GPCG members who volunteer to serve as Coordinators 
3. Coordinator Team Meetings 
4. One or more Coordinators serving as Site Managers 
5. One or more Coordinators serving as Event Managers 
6. Management and On-Site Task Teams 

 

1. Annual General Meeting (AGM) 
 

 Held each year in late October or early November, the specific date determined at a 
Coordinator Team Meeting 

 Annual report of GPCG activities is presented, including modifications to the site, 
changes to organizational procedures, and the achievements of Task Teams  

 GPCG’s year-end financial statement, as well as a budget and action plan for the 
coming year, are presented to members 

 Volunteers are sought for the role of Coordinator for the following year 
 

 



   

January 2019   2/6 

Gorge Park Community Gardens as an Organization 

2. Coordinators  
 

Coordinator terms usually overlap, thereby facilitating knowledge transfer and consistency 
in GPCG administration. 
 

 5-7 GPCG members serve as a Coordinator Team, overseeing the operation of the 
Gardens 

 At, before or after the AGM, members volunteer for the role of Coordinator 
 Coordinators start their role right after the fall AGM and end it the following 

December -- thereby allowing for an overlap between incoming and outgoing 

coordinators during November and December 

 Coordinators communicate and collaborate through phone conversations, email, 
and in-person meetings. 

 Computer skills are necessary as work involves familiarity with email, spreadsheets, 
list serves, social media, etc.  

 Coordinators self-organize and share their tasks in a manner agreed upon by the 
group. It is understood that all Coordinators will take on a portion of the tasks 
described below. 

 

Coordinator Tasks: 
 

The responsibilities of this group are to: 
 

 Plan and set the agendas for Coordinator Team Meetings, invite GPCG members 
to attend, and share notes with all members to ensure transparency 

 Respond to public inquiries about the GPCG  
 Maintain the allotment waiting list, manage allotment turnover, collect fees and 

member agreements, and update print and digital membership lists 

 Introduce new members to the GPCG and its operations (The Site Managers are 
responsible for orienting new members to the physical site itself) 

 Provide members with relevant updates and policy changes through regular and 
succinct notices, delivering these by email or by mail (if required) 

 Collaborate with the President and Treasurer of the GTCA on financial matters 
(including grant applications) and on contracts and agreements entered into by 
the GTCA on behalf of the Gardens 

 Keep the GTCA updated regarding GPCG activities 

 Oversee the creation of fundraising policies, documents and brochures, and raise 
funds for the Gardens 

 Attend to external informal partnerships and formal contracts (agreements, 
MOUs, and those involving servicing or developing the site) 

 Attend to external communications (Garden Bites, GTCA newsletter articles, 
GPCG website, and Twitter and Facebook posts) 

 Oversee the growth and development of the Gardens site 
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 Oversee the planning of educational, artistic, and social events 
 Ensure all GPCG documents, photographs, and correspondence are stored on the 

Google Drive 
 Maintain and update all operational documents, including the Handbooks used 

by Management Task Teams 
 

3. Coordinator Team Meetings (CTM) 
 

These meetings provide an oversight function for all Gardens activities. The Site and Event 
Management Teams report to the Coordinators at the CTM. These meetings are open to all 
members to allow for transparency and to serve as a learning opportunity for future 
Coordinators. 
 

 Held once a month (approximately), with online tools such as Doodle Poll used 
to select dates that allow most Coordinators to attend 

 All GPCG members are invited to participate; they may do so regularly or 
occasionally, as their schedules permit. (New voices are always welcome). 

 Meeting facilitation is shared among Coordinators, with the facilitator 
responsible for soliciting agenda items and circulating the agenda to 
Coordinators prior to the meeting 

 Consider new proposals and plan activities, keeping in mind the availability of 
human and financial resources 

 Ensure core GPCG functions are performed and, when needed, establish or 
update GPCG policies and procedures  

 Coordinate the annual review and (if necessary) the revision of GPCG documents 
 Receive and discuss reports and requests from Management Task Teams 

regarding planned actions and providing approval, input or support as required 
 Create a draft Action Plan and Budget for the subsequent calendar year and, 

from this, suggest membership and allotment fee levels for approval by 
members at the AGM. Review and modify the action plan during the year. (Note 
that the fiscal year and the calendar year are identical.) 

 Call Special Meetings of members if member input is required to guide the 
Coordinator Team 

 Call the Annual General Meeting 
 

4. Site Managers (SMs) 
 

One or two Coordinators volunteer to serve as Site Managers, assuming responsibility for 
the care and maintenance of the Gardens site together with other GPCG members.  In the 
event that only one Coordinator steps forward for this role, the Site Manager has the option 
of requesting that a non-coordinator member of the Site Management Team also serve as a 
Site Manager. 
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Site Manager Tasks: 
 

 Act as the people GPCG members go to regarding any matter relating to the 
physical maintenance and development of the Gardens site 

 Oversee the well-being of the site and ensure that necessary operational and 
maintenance tasks are carried out by monitoring the work of On-Site Task 
Teams, by calling work parties, and/or by other means 

 Consider the aesthetics of the site 
 Introduce new members to onsite features and procedures 
 Lead and collaborate with the Site Management Team.  Members usually (but 

not always) join the Site Management Team when completing their annual 
Agreement forms. 

 Plan and set the agendas for Site Management Team Meetings, invite GPCG 
members to attend, and share notes with all members to ensure transparency 

 Report to Coordinator Team Meetings on site-related matters, discuss planned 
activities, seek approval for planned expenses, and arrange for refunds of 
expenses incurred 

 

5. Event Managers 
 

One or two Coordinators volunteer to serve as Event Managers, assuming responsibility for 
facilitating the staging of GPCG social, educational, fundraising and other events.  Other 
GPCG members are invited to help with the planning and implementation of events.  
 

Event Manager Tasks: 
 

 Lead and collaborate with the Event Management Team. GPCG members usually 
(but not always) join the Event Management team when completing their 
annual Agreement forms. 

 Plan and set the agendas for Event Management Team meetings, invite GPCG 
members to attend, and share notes with all members to ensure transparency 

 Report to Coordinator Team Meetings on relevant matters, discuss planned 
activities, seek approval for planned expenses, and arrange for refunds of 
expenses incurred 

 
 

6. Task Teams 
 

The Task Teams exist to share the load of maintaining the Gardens. They are of two types, 
(1) Management Teams and (2) On-Site Teams. The specific function each team fulfills is 
described in the Task Coordination Model and Task Team Overview documents. (It is 
understood that some planned activities will require additional help. If needed, other GPCG 
members will be asked by Coordinators to assist.) 
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 Management Teams: There are 3 such teams: (1) a Coordinator Team; (2) a Site 
Management Team; and (3) an Event Management Team.  
o Site and Event Management Teams are led by Coordinators  

 

 On-Site Teams: There are 14 of such teams, generally (but not always) associated 
with a particular geographical area within the Gardens site 

o Each team has a set of responsibilities and participants organize themselves and 
divide these tasks as they see fit 

o On-Site Teams meet as often as participants consider necessary 

o As defined in the task coordination model and overview, the teams take care of 
their designated areas in collaboration with, and reporting to, the Site Managers 

 

Decision Making 
 

 Values identified in the GPCG Founding Vision document – respect, collaboration, 
communication, transparency, and fairness – guide how we make decisions and 
resolve disputes 

 Input and feedback from all members is welcome and respectful debate is 
encouraged as it ensures a variety of opinions are heard 

 When making a decision, Coordinators and members endeavour to make the wisest 
choice benefiting GPCG and all its members, with due consideration for surrounding 
parkland, waterway, and community 

 The objective when making a decision or approving any action is to achieve a 
consensus. If this is not possible, achieving a majority vote of members present 
results in a decision. (An evenly split vote would result in further discussion 
followed by further voting, until such time as a majority vote is achieved.) 

 Deliberations around the decisions made by Coordinators and Teams will be made 
as transparently as possible, with the understanding that there are some situations 
where personal and informational privacy needs must be respected 

 If necessary, the Coordinators can consult with the GTCA Board  for help with 
decision making and decisions made will be guided by Saanich bylaws and policies 

 

Resolving Disputes 
 

 How disputes are handled is spelled out in the GPCG Guidelines and Responsibilities 
document which all members receive, and indicate they have read, when signing the 
Membership and Allotment Agreement Form 

 Disputes that cannot be resolved are referred to the GTCA Board for assistance 
 

Financial Procedures 
 

Budgeting, bookkeeping and other financial practices are set through collaboration with 
the GTCA Treasurer, in accordance with GTCA bylaws and established GTCA Board 
practices. 
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While GPCG’s basic operational expenses are covered by membership & allotment fees, 
further development of the site is paid for through donations and fundraising.  A 
contingency fund is maintained for emergency use.  
 
In particular: 
 

 Membership & allotment fees are intended to cover our regular operating 
expenses – water, toilet rental, insurance, office supplies, printing costs, website, 
basic garden supplies (tools, hoses) and small site maintenance costs.  

 
 Donations and fundraising money are intended to cover all development expenses 

– costs for commons plants, signs, a bulletin board, site structures such as arbours, 
etc. 

 
 When we have a surplus (total revenue minus total income) at the end of the year, 

anything less than or equal to $1000 is available to cover the next year’s 
development expenses -- with the amount in excess of $1000 being added to the 
Gardens’ contingency fund. 

 
 Emergency expenses (fire damage, theft, allotment bed replacement, etc.) are 

covered by a contingency fund that is built up through the surplus. 
 


