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1. Introduction 
 

The Souris Harbour Authority Inc. (SHAI) is a community based not-for-profit corporation that took over port 

and harbour ownership and management from Transport Canada in 2006.  

This strategic directions document is the second draft resulting from a review of the port’s situational analysis, 

the authority’s experience to date, consultations and a planning session with the SHAI board and management. 

After written feedback from the board, another planning session will take place in early November to finalize 

the Authority’s strategic direction for the next five years.  

2. Mission Statement 
 

The Souris Harbour Authority Inc. owns and operates a safe, efficient, and financially viable port that 

facilitates the marine transportation and commercial needs of the industries it serves. 

3. Vision 
 

 The Souris Port is a successful, financially self-sustaining and environmentally responsible port 

providing marine and fishery services support.  

 SHAI initiates new viable business development necessary to generate new revenues and support the 

business and economic development objectives of our community and the province.  

 The Souris Port meets or exceeds all safety standards and regulatory requirements, providing a high 

level of safety to all port users. 

 The Souris Port generates loyalty from its users and provides high levels of customer satisfaction while 

exhibiting a strong image of success. 

 The Souris Port develops and maintains strong partnerships with the Eastern P.E.I. business community, 

government agencies, other ports in the Atlantic region and other community stakeholders to co-

operatively maximize the value and economic impact of the port. 

4. Situational Analysis  
 

The geographic, economic and business conditions at the Souris Port and Harbour center on a number of 

underlying circumstances that focus the strategic direction of the port.  These include: 

 

 The Souris Port is P.E.I.’s most easterly port providing both commercial marine shipping services as 

well as safe harbour berthage and buying stations for the fishery. 

 The port is also the home of an interprovincial ferry service between P.E.I. and the Isles de la 

Madeleine, P.Q.      

 The Souris Port is a cornerstone asset of economic importance in Eastern P.E.I. by virtue of its strategic 

location and long history as an important base for the fishery and commercial shipping; 

 Operations are guided by many provincial and federal acts and regulations including a 15 year 

contribution agreement signed with the federal government upon transfer in 2006.  
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 Traffic is highly seasonal and heavily dependent on the strength of the construction industry and the 

mobility characteristics of the fishery; 

 Growth in revenues is highly likely to be from new business initiatives rather than from traditional port 

operations; 

 Revenue is highly dependent on earnings from vested funds; 

 Expenses have a high fixed cost structure and increase as infrastructure ages; 

 Partnerships and alliances with key industry and government stakeholders have and will continue to 

prove invaluable;  

 Meeting or exceeding regulations and guidelines are standard management practices that fulfill the 

SHAI’s commitment to environmental stewardship; 

 Employee personal values, experience, commitment and team work positively contribute to the success 

of the corporation; 

 SHAI has benefited from contracted services provided by its Business Development Consultant and 

Construction Management Advisor who are experienced, local professionals. This expertise has been 

most beneficial to SHAI’s transition from a government operated port to a community based business.   

 Board of Directors, management and contracted personnel foster good governance, initiative, teamwork, 

entrepreneurship and professionalism.    

5. Value Statement and Opportunities   
 

 Facilities and Equipment 

 

The Souris Port has excellent facilities and infrastructure. The port is capable of accommodating domestic and 

international marine traffic. The port has the most ice free of any commercial harbour on P.E.I. that is even 

more accessible in winter now that the CTMA ferry service operates year around. The Authority also maintains 

its facilities and operations equipment to a high and safe standard as evident by its annual investments in its 

capital program and the positive comments received by its users, residents and Transport Canada staff 

conducting annual monitoring visits.  

 Sound Financial Position 

The Authority enjoys a favorable financial position with total assets of $28 million of which $19.5 million is 

invested capital. Since transfer, over $9 million has been invested in land, capital infrastructure, major repairs, 

equipment and improvements. This was achieved by utilizing $5.7 million from internally generated reserves, 

$1 million in financial contributions from government partners and $2.9 million in long-term debt.  

 

 Community/Business/Government Support 

A dedicated and experienced Board of Directors has led the port’s growth and development and with 

management has enjoyed excellent communications with and support from community, business and 

government stakeholders.     
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 New Marine Business Opportunities  

To maintain and grow marine traffic, the Authority must seek new opportunities where demand is warranted.  A 

marine business study being conducted by Capt. Jeff Monroe of HDR Inc., an international consulting group 

will be helpful in identifying new potential port users and opportunities. He is researching the business case and 

assessing shippers’ interest, logistics and viability of using the port as a feeder container terminal. 

 

 Lack of a Diversified Revenue Base and High Fixed Cost Structure 

The Souris Port was divested by Transport Canada because the federal government was not committed to 

continue supporting this infrastructure. As a result, the divestiture contribution fund manifested the 

government’s divestiture strategy, thus revenues from investments received from the divestiture contribution 

represent a high proportion of total earned revenue. Fifty-six percent of total earned revenues are from 

investments. For comparison purposes, the Charlottetown Harbour Authority’s investment revenue represents 

35% of its earned revenues. Notwithstanding this fact, in order for the Authority to grow operational revenues, 

it needs to expand its marine and land side business base. SHAI has prepared a long term capital repairs plan 

and has its 10 year financial forecast demonstrates it can sustain future major repairs. 

 New Business Development  

Since its start-up, the Authority has researched, prospected and implemented new business development 

opportunities. A waterfront lands and related business opportunities plan developed a vision and land use plan 

for the highest and best use of existing and future SHAI waterfront lands. These opportunities included a 

number of initiatives, some started and others not as noted in the Appendix “A”. Other opportunities were 

subsequently identified as a result of SHAI’s active involvement in the business community. 

6. Goals and Action Strategies 
 

The Authority has identified six long-term goals with twenty-one accompanying action strategies which support 

the SHAI mission statement and moves the Authority towards accomplishment of its vision. Goals and action 

strategies surround the following strategic elements: 

 

6.1 Maintain High Quality Port Infrastructure and Services  

 

Provide facilities, infrastructure and services that exceed the expectations of the users, regulators, and 

tenants and contribute to a positive user and community image that meets or exceed all safety, security and 

environmental guidelines, standards, and regulations. 

 

Actions 

 

 Ensure Capital Committee regularly follows and updates capital maintenance plan as prepared by EastPoint 

Engineering  

 Maintain a progressive rehabilitation strategy for all berthing and topside infrastructure. 

 Develop and implement an approved safety management system that exceeds best practices in the industry. 

 With insurers, implement a risk assessment and incident reporting system.  
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6.2 Pursue Marine Services Growth 
 

Pursuant to Jeffery Monroe’s study, develop and maintain shipping services that increases port capacity and 

growth meeting the needs of the shippers, our industries and the users. 

 

Actions 

  

 Follow up on Jeff Monroe’s recommendations including making necessary investments in capturing the 

potential new marine business.    

 

6.3 Enhance Community and Customer Reputation 

 

Increase community support, user loyalty and enhanced awareness of the value of our port. 

 

Actions 

 

 Revamp website profiling port and business initiatives.  

 Personally invite media, business leaders, mayor and councillors, stakeholder 

organizations, MLA’s, MP’s, economic development people, etc. to a SHAI annual 

function. 

 Issue media releases for significant port events and happenings. 

 Have meetings with users when requested. 

 Prepare a summary of community support provided by SHAI for inclusion in 

community newsletter, on website. Information should include support to various 

individuals and organizations (not names but the $ amounts provided in total) to 

inform the community about SHAI’s support in our community. 

 Take advantage of representation and leadership in various organizations including 

IMPAC and ACPA. 

 

 

6.4 Optimize Financial Performance 
 

Operate a fiscally responsible and financially sustainable port that reduces the operating deficit and ensures 

sufficient capital reserves are available for capital improvements and major maintenance. 

 

Actions 

 

 Establish a Business Management Oversight Committee for the various new SHAI 

business entities to review performance and operations. 

 When required, seek guidance and advice on financial matters from the Authority’s 

auditors and other professionals including the investment management team.  

 Continue to use the financial forecast spread sheet model with ten year operations 

cash flows to accurately project cash reserves against mid and long-term capital 

requirements. This spread sheet should be dynamic capable of sensitivity analysis 

with the ability to change assumptions in revenue and expenses (including payroll 

increases) in order to provide the Finance Committee and Board with an impact 

assessment tool for analysis and decision making when facing significant financial 

impact decisions.   

 Review expense categories and accounts with the view to seek potential savings.  
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6.5 Initiate New Business Development 

Continue the development of new businesses at the waterfront and in the Town of Souris in order to bring 

additional revenues to the corporation and generate positive economic impact to the area.   

 

Actions  

 Review new initiatives/projects through the Business Development/Marketing and Finance Committees 

and obtain final approval required by the Board of Directors. 

 Seek new business initiatives/projects that have synergies with port and waterfront opportunities. 

 Initiatives/projects should be designed to garner higher returns on SHAI’s cash equity than traditionally 

received from the investment portfolio. 

 Initiatives/projects should attempt to have government program contributions to reduce risk and lever 

SHAI’s equity positions. 

 Continue to work with Innovation PEI with business prospecting. 

 

6.6 Practice Good Corporate Leadership and Culture 

 

Sustain and promote a corporate culture that ensures effective board governance and a talented, motivated 

and professional management team and staff who contribute to a viable port. 

 

Actions  
 

 Once every two years, hold a professional development session with the Board of 

Directors to provide new insights on the role and responsibilities of board members.  

 Prepare a plan that offers professional development and training opportunities to 

management to ensure that employees have the required skills and competencies.  

 Conduct a board evaluation on a scheduled basis.  
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6.7 Organization Structure and Decision Making 

 
Organization Chart 

  

 
  

 

Management 

Committees: 
 Executive 

 Finance, Audit and 
Governance 

 Capital Works 

 Business Development & 
Marketing 
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Decision Making 
 

In simple terms, the Board decides on the right things to do and the management decides on the right way to do 

them.  The Board must be seen as independent, objective, and well informed, and avoiding micromanaging. 

Micromanaging means during board meetings discussing and communicating with management with questions 

on day to day details. Management must make and implement decisions that produce results acceptable to the 

corporation without placing it at an undue risk. The Board’s principle function is to provide strategic direction 

to management to oversee the Corporation’s performance. The Board should not be involved in the day to day 

operations and issues related to same. Since the management and staff work for the full Board and report to the 

Executive Chairman, neither Committees nor individual Board members exercise authority over the 

management or staff.  The management need not seek Committee approval to carry out a management act; that 

is, an action that is included or intended to be included within an existing policy statement, spending authority 

or budget approved by the Board. 

 

Financial authorities that permit spending to specific limits are authorized by Board policy and an excellent 

guide for independent management decision making. The Board should not be unduly questioning management 

spending decisions within their respective authorities. This is an example of micromanaging and lack of 

confidence in management. In other words, management has approved spending authority levels in order to 

efficiently transact company business. Board oversee of all expenditures is beneficial, but the Board’s focus 

should be more on policy, strategic plans and issues and with mid to long term planning.  

 

Committees 

 

Committees are assigned to provide more detail policy alternatives and implications on specific corporate areas 

of responsibility for board deliberation. They are responsible to reinforce the wholeness of the Board, but never 

to interfere with the delegation from the Board to the management. Members or Committees may not speak or 

act for the Board except when formally given such authority for specific and time limited purposes.  

Expectations and authority will be carefully stated in order not to conflict with the authority delegated to the 

management. 

 

Since the management and staff work for the full Board, neither Committees nor individual board members 

exercise authority over the management or staff.  The management need not seek Committee approval to carry 

out an executive/management act; that is, an action that is included or intended to be included within an existing 

policy statement or budget approved by the Board. 
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Appendix “A” SHAI New Business Development 
 

Land Purchases 

A strategic part of SHAI’s long term sustainability plan is to purchase properties adjacent to the port for 

future development. To date, 14 parcels totalling 13 acres costing $376,000 purchased from 9 different 

owners. Key purchases allowed for consolidation of topside storage property on Breakwater Street and 

leases to Shirley’s Takeout, CTMA and Leo Mallard. Other purchases consolidate land east of marine 

facilities to and including the lighthouse and a strategic location on corner of Breakwater Street and 

MacPhee Avenue. 

 

Eastern Cold Storage  

ECS opened for business at the end of June 2009. After an unusually successful first year with Oxford 

Foods filling the freezer, the business is now maturing in the market place with a wide variety of 

seafood and agriculture industry customers plus a growing bait freezing and storage service. In 

October/November 2011, SHAI management and MRSA are conducting a comprehensive cost/revenue 

review of ECS including its financing and operations.  

 

Souris Light House  

After a number of years of negotiation, agreement was reached with Canada Coast Guard to divest the 

Souris Light to SHAI. In 2009, SHAI developed the facility and lands as an anchor waterfront attraction 

on the waterfront. In 2011/12, SHAI, with extensive financial support from Skills PEI is construction a 

1,200 sq.ft. building to accommodate a gift shop and washrooms to enhance the lighthouse visitation 

experience. The building will be designed and built to look and feel similar to one of the smaller historic 

buildings that was on the site.    

 

Ice House 

In 2009 after legal research, SHAI had determined that the ice house on the Marine Terminal Wharf that 

was operated by Ocean Choice International was owned by SHAI. Subsequently, SHAI leased the 

facility to OCI for two years but now operates it independently providing a full ice supply service to the 

fishery. 

 

Souris Marina  

The Marina was divested to SHAI from the Town of Souris and under SHAI management is 

experiencing continual growth and in concert with a new topside storage facility forms an integral part 

of the waterfront development plan.  

Topside Vessel Storage 

As part of the waterfront master planning process, SHAI developed a 2.5 acre topside storage facility for 

a marina/vessel services utilizing travel lift, winter storage on SHAI lands, and the utilization of local 

resources/services for refits, repairs, maintenance of vessels. SHAI levered 2/3 government funding for 

the $450,000 construction cost of the facility. 
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Canadian Coast Guard 

In anticipation of the Canadian Coast Guard relocation from Charlottetown, SHAI prepared proposals, 

carried out public relations and lobbied to demonstrate the cost/benefit of a potential relocation to 

Souris. After CGG’s decision to stay in Charlottetown, this project is not an active file for SHAI. 

 

CTMA Terminal Expansion 

SHAI prepared plans and presented proposals to Transport Canada in concert with CTMA to expand 

Ferry Terminal and relocate marina to north side of the port. This project may have potential as SHAI is 

negotiating with Transport Canada on another matter that may have synergies with this project. 

 

Aquaculture 

SHAI conducted studies and tests to measure salt content, yields and volumes of its salt water well and 

drilled a new well to encourage interest from aquaculture firms to establish a facility at the waterfront. 

Meetings and consultations were held with five different firms. To date, interest from Sustainable Blue, 

a Nova Scotia firm is being assessed. 

 

Wind Turbine Installation 

SHAI had a study prepared by Carl Brothers P.Eng of Frontier Energy Systems on the economics of a 

wind turbine to support Cold Storage power supply. SHAI has obtained special permission from 

Province of PEI and Maritime Electric to install a 330 Kw turbine, which is well over the 100 Kw 

installations allowed by legislation. SHAI is now investigating green energy and other government 

funding support possibilities for the installation. 

 

Bio-Mass Energy Development 

SHAI is engaging an engineering firm to prepare a pre-feasibility study with ROI payback analysis to 

feed district heat to AgraWest Foods and institutional users in eastern Souris. Supply of the bio 

feedstock would be non-commercial wood chips and/or rotation crops from the agricultural industry. 

The study will measure heat energy demand from a variety of eastern Souris institutional and industrial 

users including AgraWest Foods, Ocean Choice International, Eastern Cold Storage, the Eastern Kings 

Health Centre/Souris Hospital, the Eastern Kings Arena, and the Main Street Mall. Also, the new manor 

and K-12 school could be potential heat customers. All are or to be located in or close to the Souris Food 

Park in the eastern end of the town. 

 

Souris Harbour Centre 

SHAI is purchasing the former French School property located on 41 Breakwater Street overlooking the 

Isles de Les Madeline Ferry Terminal. The purchase is for 1.26 acres of land bordering on Breakwater 

Street and Knights Ave. plus the main building that will allow for the development of commercial space.  

The main building would be completely renovated with new bay windows and outside decking facing 

the street and wrapping around to an expanded parking lot.  

 

Other Prospects 

In concert with Innovation PEI, SHAI is in negotiations with two other companies who are considering 

relocating to Souris. These include a Nova Scotia yacht manufacturer and a British firm that tools parts 

for the aerospace industry. 
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Appendix “B” SHAI Financial Forecast 
 

 


