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Capital Regional District

SEAPARC

Notice of Meeting and Meeting Agenda

Sooke & Electoral Area Parks and Recreation Commission

Tuesday, June 3, 2025 6:30 PM SEAPARC Board Room

2168 Phillips Rd
Sooke, BC V9Z 0Y3

A. Beddows (Chair), D. Little (Vice Chair), N. Dowhy, M. Tait, J. Warner, A. Wickheim, N. Quint

The Capital Regional District strives to be a place where inclusion is paramount and all people
are treated with dignity. We pledge to make our meetings a place where all feel welcome and

respected.
1. Territorial Acknowledgement
2. Approval of Agenda
3. Adoption of Minutes
3.1. Minutes from the May 6, 2025 Sooke & Electoral Area Parks and Recreation
Commission.
Recommendation: That the minutes of the Sooke & Electoral Area Parks and Recreation Commission
of May 6, 2025 be adopted as circulated.
Attachments: Minutes: May 6, 2025
4. Chair’'s Remarks
5. Youth Report
6. Presentations/Delegations
7. Commission Business

7.1. January to April Programs and Services Report

Recommendation: There is no recommendation. This report is for information only.

Attachments: Staff Report: 2025 January to April Programs and Services Report
Appendix A: 2025 January to April Programs and Services Highlights

7.2. SEAPARC Strategic Plan

Recommendation: That the Sooke & Electoral Area Parks and Recreation Commission approve the
SEAPARC 2025-2035 Strategic Plan as presented.

Attachments: Staff Report: SEAPARC Strategic Plan: 2025-20235
Appendix A: SEAPARC Strategic Plan 2025-2035

7.3. Photography & Recording Policy

Recommendation: That the Sooke & Electoral Area Parks and Recreation Commission approve
policy No. A-100.06 Photography, Recording and Use of Electronic Devices by
the Public.




Sooke & Electoral Area Parks and Recreation Commission Agenda June 3, 2025

Attachments: Staff Report: Photography, Recording, and Use of Electronic Devices by the
Public
Appendix A: Policy No. A-100.06 Photography, Recording and Use of Electronic
Devices by the Public

7.4. Skate Park Update — Verbal

8. Correspondence
9. Notice(s) of Motion
10. New Business

11. Adjournment

12. Next Meeting: September 2, 2025

To ensure a quorum, please advise the Administrative Secretary (mmackeigan@crd.bc.ca) if you or your alternate
CANNOT attend.



Capital Regional District 625 Fisgard St.

Victoria, BC V8W 1R7

SEAPARC

Sooke & Electoral Area Parks and Recreation Commission

Meeting Minutes

SEAPARC Board Room
Tuesday, May 6, 2025 6:30 PM 2168 Phillips Road,
Sooke, BC V9Z 0Y3

Present:

Commissioners: A. Beddows (Chair), D. Little (Vice Chair), N. Dowhy, M. Tait, J. Warner, A.
Wickheim,

Staff: M. Alsdorf, Senior Manager, SEAPARC Recreation; M. Curtis, Manager of
Operations; C. Hoglund, Program Services Manager; M. MacKeigan,
Administrative Secretary (Recorder)

Absent: N. Quint

Chair Beddows called the meeting to order at 6:30 pm.
1. TERRITORIAL ACKNOWLEDGEMENT
2. APPROVAL OF THE AGENDA
MOVED by Commissioner Tait, SECONDED by Commissioner Little,
That the agenda for the May 6, 2025 session of the SEAPARC Commission be approved as
circulated.
CARRIED
3. ADOPTION OF MINUTES
MOVED by Commissioner Dowhy, SECONDED by Commissioner Warner,
That the minutes of the Sooke & Electoral Area Parks and Recreation Commission meeting
of March 4, 2025 be adopted as circulated.
CARRIED
4. CHAIR’S REMARKS
There were no remarks.

5. YOUTH REPORT

There were no remarks.
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Sooke & Electoral Area Parks and Recreation Commission

Meeting Minutes May 6, 2025

6. PRESENTATIONS/DELEGATIONS

6.1. Presentations

There were no presentations.

6.2. Delegations

There were no delegations.

7. COMMISSION BUSINESS

7.1. Swim Lesson Program Update

C. Hoglund provided an overview of the report. The commission discussed the following
— Recruitment and retention

— Staffing levels

This report was received for information.

7.2. Capital Projects & Facility Update

M. Curtis provided an overview of the report. The commission discussed the following:
— Financial implications of bridge replacement

Bridge replacement and the pending Throup Rd. project
Parking lot configuration at DeMamiel Creek Golf Course

This report was received for information.

7.3. Per-Visit Pass Expiry Date

M. Alsdorf provided an overview of the report. The commission discussed the following:
— Financial implications of no expiry date

This report was received for information.

7.4. 2025 First Quarter Financial Report

M. Alsdorf provided an overview of the report. There was no discussion.

This report was received for information.

7.5. 2025-2026 Fees and Charges — SEAPARC Recreation

M. Alsdorf provided an overview of the report. The commission discussed the following:
— Golf season passes

MOVED by Commissioner Tait, SECONDED by Commissioner Dowhy,

Capital Regional District Page 2



Sooke & Electoral Area Parks and Recreation Commission Meeting Minutes May 6, 2025

That the Sooke & Electoral Area Parks and Recreation Commission recommends to the
Capital Regional District Board: That the proposed fees and charges be approved for
inclusion in the 2025-2026 Fees and Charges Bylaw for SEAPARC Services.
CARRIED
8. CORRESPONDENCE:
There was no correspondence.
9. NOTICE(S) of MOTION:
There were no notices of motion.
10. NEW BUSINESS:
The commission shared the following:
— District of Sooke provided an update on the Ravens Ridge Park amenities and
landscaping project, and the Little River Bridge project.
11. ADJOURNMENT:
MOVED by Commissioner Wickheim, SECONDED by Commissioner Dowhy,

That the May 6, 2025 meeting of the Sooke & Electoral Area Parks and Recreation
Commission be adjourned at 7:35 pm.

CHAIR

RECORDER

Capital Regional District Page 3
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Mmaking a difference...together

REPORT TO THE SOOKE & ELECTORAL AREA PARKS AND RECREATION COMMISSION
MEETING OF TUESDAY, JUNE 03, 2025

SUBJECT 2025 January to April Programs and Services Report

ISSUE SUMMARY

To provide an overview of SEAPARC January to April programs and services.

BACKGROUND

Through the first four months of 2025, overall facility attendance remained relatively the same,
in comparison to 2024. Pass revenue increased 11% ($148,181 in 2024; $165,122 in 2025)
while drop-in admissions have decreased 11% ($98,674 in 2024; $89,135 in 2025). Registered
program revenue has exceeded 2024 values by 7% ($172,164 in 2024; $184,609 in 2025).

Staff reviewed the Key Findings Report from the strategic plan community engagement and are
proactively expanding or adjusting program delivery. Some highlights include the introduction of
new art programs and responding to swim lesson waitlists.

Marketing & Promotional information:

e 250 January Fit promotional passes were purchased for $20. This pass provides
customers the ability to access drop-in activities five times in the month of January at a
discounted rate. They can choose to convert the amount paid towards the purchase of a
monthly or annual pass. 25 people converted their payment to an active pass.

¢ The pool and weight room were open on Family Day 9am-5pm. A family skate also took
place. There was no provincial government grant available in 2025 to support Family Day
events.

e The annual Community Garage Sale was held April 12. There were 48 vendors, and over
500 visitors.

o A Try it for Free fithess campaign was offered in February. This was an opportunity to
introduce patrons to new fitness classes. While the campaign did not draw the interest
that was hoped, staff will offer this again in the fall of 2025 as an opportunity to boost
attendance in new classes or those that might be getting minimal attendance.

e The Activity Guide is available online, and program information handouts as well as drop-
in schedules can be picked up at SEAPARC. Various methods of promotion are utilized
including Instagram and Facebook, local news publications, the digital road sign, and
information is shared with the Sooke School District when applicable.

Appendix A provides a summary of January to April for 2025.

IMPLICATIONS

Social Implications

Recreation participation offers positive social, emotional, and physical benefits for people of all
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ages, and these services are essential to a healthy community.

Financial Implications

Staff continue to monitor and adapt services to ensure fiscal responsibility.
Service Delivery Implication

Staff continue to adjust and evaluate programs and services in effort to provide reliable quality
experience and support the community’s health and wellness.

CONCLUSION

Recreation programs and services continue to be desired in the community with trends towards
registered programs and active passes in 2025. Staff provide a variety of program options, as
well as special events and promotions to encourage participation.

RECOMMENDATION

There is no recommendation. This report is for information only.

Submitted by:|Colleen Hoglund, Program Services Manager, SEAPARC Recreation

Concurrence: |Melanie Alsdorf, Senior Manager, SEAPARC Recreation

ATTACHMENT

Appendix A: 2025 January to April Programs and Services Highlights
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The SEAPARC Recreation departments covered in this report
include:

e Memberships & Sales

e Aquatics
o Group & Private Swim Lessons
o Advanced Aquatics

e Community Recreation
o Early Years
o School Age
o Youth
o Adult
o Arena

e Fitness & Weights

e DeMamiel Creek Golf Course




Memberships & Sales*

*Excluding the golf course

e Drop-in admission revenue decreased 11% ($98,674 in 2024;

$89,135 in 2025)
e Membership revenue increased 11% ($148,181 in 2024; $165,122 in

2025)
e Visits to access the facility (drop-in and pass scans) increased
approximately 2% (53,812 in 2024; 54,983 in 2025)




Aquatic Programs

e Overall, aquatic program revenue increased approximately 19%
($53,235 in 2024; $69,362 in 2025). This includes all children
and adult registered programs.

e 13 Aqua Fit classes are offered every week and 3 Swim Fit
classes. All are well attended with approximately 15-40
participants, depending on the class.

e The Pacific Coast Swim Club continues to book pool space four
times per week.

Group & Private Swim Lessons

e Preschool swim lesson revenue increased by 32% ($24,387 in
2024; $32,076 in 2025). This represents 346 participants in
2024, compared to 434 in 2025.

e School age swim lesson revenue increased by 47% ($20,667 in
2024; $30,373 in 2025). This represents 281 participants in
2024, compared to 383 in 2025.

e Adult swim lesson revenue increased by approximately 25%
($2,829 in 2024; $3,540 in 2025)

e Private lesson revenue increased by approximately 261% ($2,251
in 2024; $8,127 in 2025). This helped reduce waitlists and
provided opportunities for participants to focus on developing
specific skills.

Advanced Aquatics

e Advanced aquatic courses have been offered consistently, with
registration revenue at similar levels to 2024.




Community Recreation Programs

Early Years (Birth to 5 Years)

e Program revenue increased by 148% ($4,255 in 2024; $10,599).
This is due to consistent registration in existing programs such
as Active Start, and the introduction of new programs that are
being offered in place of the former licensed preschool
program. The new programs include play & learn and kinder
prep & play programs as well as art programs.

School Age (5-11 Years)

e Program revenue increased by 46% ($26,859 in 2024; $39,243
in 2025). This increase is due to strong spring break and pro-d
day camp registration, as well as adjusting where some of the
children’s taekwondo programs are being allocated.

Youth (12-18 Years)

e Youth program registration decreased 81% ($7,692 in 2024;
$1,464 in 2025). This is due to adjusting where the children’s
taekwondo programs are being allocated, and decreased
registration in the programs that were offered.

e New programs offered this season included art classes,
pickleball lessons and partnering to offer a spring break
equestrian camp.




Community Recreation Programs

Adult (19+ Years)

e Adult program revenue increased by 46% ($5,251in 2024;
$7,670 in 2025). This was due to the addition of some new
programs including adult art workshops and the Born to Birth
classes.

e The drop-in Pickleball program previously offered at Journey
Middle School was cancelled due to changes to SEAPARC’s
school gym access. Drop-in pickleball was introduced this
spring on the arena dry floor.

Arena

e Arena program revenue increased by 54% ($8,538 in 2024;
$13,066 in 2025). This is mainly due to the introduction of a
spring break recreational hockey camp and strong registration
in the Face-off For Fun hockey program.

o Skate lesson registration was similar to 2024 levels.

e The arena ice was maintained through March 27. A variety of
public skates were offered throughout the two weeks of spring
break. Additional private rentals improved ice use and revenue
generated during this period ($208 in 2024; $3,205 in 2025).




Fitness & Weights

Youth & Adult

e A weight room positivity campaign was held for the month of
February to encourage weight room etiquette and cleanliness.
550 patrons participated in a draw to win a new pair of running
shoes. This was in partnership with the Running Room.

e The number of fitness classes increased from 41 per week to 42
per week in 2025.

e The fitness classes offered in East Sooke met minimum
registration. Staff will continue to offer classes in the summer
and will evaluate whether these can continue in the fall of 2025.
This will be based on feedback and instructor availability.

e Weight Room visits have increased slightly (18,253 in 2024;
18,431 in 2025). This number represents pass scans and drop-in
visits.

» Fitness/weight room registered program revenue has increased
27% ($34,166 in 2024; $43,384 in 2025).

e The number of youth weight room orientations decreased 32%
(56 in 2024; 38 in 2025). This may be due to youths having
already completed their orientations in the past two years, and
as such less orientations have been requested.

e The number of personal training sessions increased by 270%
(35in 2024; 129 in 2025). This is due to an influx of new
requests, returning clients, hiring 2 new trainers, and the staff
team being able to respond to the demand. Consistent
marketing of this service helped to boost interest as well.




Golf Course

The golf course opened for the season on March 17. The golf course
is staffed full-time during the hours of operation. Hours are
adjusted through the season to reflect the changes in daylight
hours.

e Junior and adult clinics are offered throughout the season, in
partnership with the Victoria Golf Centre.

e Golf pass revenue is comparable to 2024 values.

o Green fee admissions increased 16% ($22,343 in 2024; $26,006
in 2025).
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REPORT TO THE SOOKE & ELECTORAL AREA PARKS AND RECREATION COMMISSION
MEETING OF TUESDAY, JUNE 03, 2025

SUBJECT SEAPARC Strategic Plan: 2025-2035

ISSUE SUMMARY

To seek approval for the SEAPARC Strategic Plan for 2025-2035.

BACKGROUND

At the April 13, 2023 meeting the Sooke & Electoral Area Parks and Recreation Commission
directed staff to initiate a new strategic plan in 2024. The 2015-2030 SEAPARC strategic plan
had been substantially completed and no longer reflected the needs of the current community.

Through 2024, staff and consultants gathered input on current and future programs, services and
facilities from community members, user groups and other stakeholders. Consultants conducted
research on current facility use, building condition, demographics and future growth projections.
This information was considered alongside benchmarks for service from similar-sized
communities and recreation trends.

The Commission served as an advisory group for the plan and was engaged through a series of
workshops at key steps in the strategic plan development process. SEAPARC staff also played a
role in advising and supporting the consulting team.

The strategic plan highlights three main goals: optimize service delivery, optimize existing
infrastructure and invest in new recreation infrastructure. Each of these goals outlines further
actions and steps, including required resources.

ALTERNATIVES

Alternative 1
That the Sooke & Electoral Area Parks and Recreation Commission approve the SEAPARC 2025-
2035 Strategic Plan as presented.

Alternative 2
That this report be referred to staff for additional information.

IMPLICATIONS

Environmental & Climate Implications
Several renewal and new infrastructure projects were identified in the strategic plan. Any

infrastructure enhancements, expansions and/or new developments will be aligned with the
regional Climate Action Plan and follow the corporate Green Building Policy.

Index No
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Intergovernmental Implications

Staff engaged with members of staff at the District of Sooke and the Juan de Fuca Electoral Area
Community Services division to share information and gather input. Opportunity to provide input
was extended to the T'Sou-ke, Sc’ianew and Pacheedaht Nations.

Social Implications

Recreation programs, services and facilities support social connections and mental and physical
well-being. The strategic plan provides goals and strategies to maintain and enhance recreation
for the communities that SEAPARC serves.

Financial Implications

While many action items in the strategic plan can be accomplished within existing service levels,
others will require additional funds through budget planning and approval. Major infrastructure
projects will require new debt. Staff will continue to leverage partnerships and grant funds where
possible.

Service Delivery Implications

Several spaces at SEAPARC Recreation Centre are at or nearing capacity, impacting the ability
to expand programs and services to meet community need and future growth. Actions in the
strategic plan direct staff to optimize existing space and seek partnerships around alternate
spaces in the community, however to best meet community needs and projected growth,
expanded and/or additional infrastructure will be required.

Alignment with Board & Corporate Priorities

The SEAPARC strategic plan is a planned initiative to support the 2023-2026 Corporate Plan goal
to provide affordable recreation opportunities that improve livability.

Equity, Diversity and Inclusion

Strategic plan actions include continued promotion and advocacy for the Leisure Involvement for
Everyone financial assistance programs and accessibility improvements in the existing aquatic
and arena facilities. Accessibility and inclusion considerations would be prioritized with any
expansion or new infrastructure.

CONCLUSION

The development of the new SEAPARC Strategic Plan marks a significant step forward in aligning
recreation services with the evolving needs of the Sooke and Electoral Area communities.
Grounded in comprehensive research, community engagement, and thoughtful analysis, the plan
provides a clear roadmap for the future. By focusing on optimizing service delivery, enhancing
existing infrastructure, and investing in new facilities, SEAPARC is well-positioned to support a
growing population.

Index no
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RECOMMENDATION

That the Sooke & Electoral Area Parks and Recreation Commission approve the SEAPARC 2025-
2035 Strategic Plan as presented.

Submitted by:|Melanie Alsdorf, Senior Manager, SEAPARC

ATTACHMENT(S)

Appendix A: SEAPARC Strategic Plan 2025-2035
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SEAPARC provides recreation opportunities on
the unceded territories of T'Sou-ke Nation and
SC'IANEW First Nation. Central to the area’s history,
we recognize the ongoing presence, influence and

Aboriginal and treaty rights of these Nations within
the community. It is with tremendous gratitude that
we have the honour to call these lands home.




Executive Summary

The Sooke & Electoral Area Parks and Recreation Commission (SEAPARC) has developed a new Strategic Plan to guide priorities
and focus areas for the next 10 years (2025 - 2035). The new Strategic Plan updates and replaces the previous plan developed in
2015.

The development of the new Strategic Plan included community engagement using surveys, open house events, discussion
sessions, and child and youth focused engagements. The insights gathered through the engagement and research conducted

by the project team (including analysis of existing bookings and program data, benchmarking, population and demographics
analysis, and a review of trends and best practices) provided a basis of information from which to identify opportunities, gaps,
and potential focus areas. The detailed engagement and research findings were compiled into the Key Findings Report (available
under separate cover).

The Strategic Plan includes a refreshed Mission and Goals for SEAPARC:

Mission

“The Sooke & Electoral Area Parks and Recreation
Commission creates and fosters recreational opportunities

for the residents of Sooke and the Juan de Fuca Electoral Area
through the planning, development, provision and operation
of recreational facilities, programs, services and activities.”

Goals

GOAL 1: GOAL 2:
OPTIMIZE SERVICE OPTIMIZE EXISTING INVEST IN NEW
DELIVERY INFRASTRUCTURE RECREATION
INFRASTRUCTURE




Organized under each Goal are a series of Actions (18 in total). The Actions reflect specific tactics, next steps, and initiatives for
SEAPARC over the next 10 years.

@ GOAL #1 ACTIONS

&/

1D
1E
1F

1G

aNa

&

3A
3B
3C
3D

3E

(Optimize Service Delivery)

Develop a new Communications and Marketing Strategy

Conduct a “State of External Spaces Review and Inventory”

Continue to identify tactics to increase aquatic staff capacity

Invest incremental resources in data collection, management, and analytics

Continue to promote the LIFE (Leisure Involvement for Everyone) program and other accessibility supports
Develop a program evaluation framework

Continue to focus on identifying, developing, and sustaining program partnerships

Further investigate specific program demands and priorities for youth, older adults, arts and culture, and
nature focused programs

Identify (and potentially focus on) ‘easy win’ opportunities for new or expanded types of programming
that doesn’t require new infrastructure

GOAL #2 ACTIONS

(Optimize Existing Infrastructure)
Work with corporate asset management staff to establish and implement a preventative management
program
Undertake pool amenity and system modernizations
Investigate modernizations to the existing arena

Identify high value opportunities to enhance comfort and convenience amenities

GOAL #3 ACTIONS

(Invest in New Recreation Infrastructure)

Develop a infrastructure growth plan for infrastructure needs
Develop a new large span multi-purpose activity and program space
Add a second arena

Develop additional programming space

Expand the pool

Section 5 of the Strategic Plan identifies high-level timing and resource requirements for each the Actions. The Implementation
Plan will need to be reviewed and updated on a regular basis based on available resources/budgeting processes as well as new or
emerging service delivery and facility infrastructure needs and priorities.
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1.0
INTRODUCTION

1.1. About SEAPARC

The Sooke & Electoral Area Parks and Recreation Commission (SEAPARC) is a service of the Capital Regional
District (CRD) that creates recreational opportunities for the public through the development, provision
and operation of recreational facilities, programs and activities. Services administered by the Commission
are funded by ratepayers from the District of Sooke and a portion of the Juan de Fuca (JDF) Electoral Area,
including Otter Point, Shirley, Jordan River and East Sooke.

The Commission is comprised of elected and appointed representation from the areas of District of Sooke
and a portion of the Juan de Fuca Electoral Area (Otter Point, Shirley, Jordan River and East Sooke). The
District of Sooke representatives include two members of council and two community members nominated
by the District of Sooke. The Juan de Fuca Electoral Area representatives include the JDF Regional Director,
and one community member nominated by the JDF Regional Director. In addition, there is one youth
member who is registered in the secondary school program of Sooke School District 62 and a resident of
Juan de Fuca Electoral Area or the District of Sooke. Nominated community members are appointed by the
CRD Board.

The Commission’s main facility is SEAPARC Recreation Centre which encompasses an aquatic centre,

ice arena, fitness centre, studio, and multi-purpose rooms indoors, as well as a ball field and bike park
outdoors. SEAPARC maintains and operates a skatepark, sport box, and golf course located off of the
SEAPARC Recreation Centre grounds. The activities offered in these spaces occurs through a mix of direct
provision (programming offered by SEAPARC staff and contractors) and indirect provision (e.g. rentals to
community groups and program providers).




1.2. A New Strategic Plan for the Future

The previous SEAPARC Strategic Plan was developed in 2015 with a 15-year horizon. The 2015 Plan included 9 short term (1-5

years), 7 medium-term (5-10 years), and 4 long-term (10-20 year) recommendations.

Several significant recommendations have been actioned over the past 10 years from the Plan, including:

« Fitness/gym expansion
« Land acquisition (golf course)
« Outdoor sports box

« SEAPARC functional improvements & building lifecycle upgrades - reception
redesign, chlorination system upgrade, asset management plan established

« Support for the development of an artificial turf field at Fred Milne Park

The development of this document, a new 10-Year Strategic Plan for SEAPARC,
presents the opportunity to proactively ensure that SEAPARC’s delivery of recreation
services meets community growth and evolution, balances the need to sustain
existing infrastructure while prioritizing potential new projects, and ensures
alignment around shared goals and objectives.

The Strategic Plan was developed through three sequential phases as illustrated
by the following graphic. This process ensured that the priorities and focus areas
outlined in this Final Strategic Plan were rooted in sound information and focused
on achieving maximum public benefit through the provision of publicly supported
recreation services.

ENGAGEMENT
AND RESEARCH

July - December 2024

17X VISIONING AND
STRATEGIC
DIRECTION SETTING

January - April 2025

PHASE

« Engagement with the
community and user « Continued analysis of
groups the engagement and

research findings

» Review of population
and demographics,
utilization data, trends,
benchmarking, and
other analysis

« ldentification and
prioritization of
potential projects and
initiatives

How will the new Strategic Plan
be used?

The new Strategic Plan will be a
critical point of reference for the

Commission and staff. The Plan
establishes clear priorities and
provides a point of reference for
ongoing budgeting and resource
allocation.

STRATEGIC PLAN
DEVELOPMENT

April - June 2025

« Draft Strategic Plan

« Review and refinement

« Final Strategic Plan




2.0
ENGAGEMENT AND
RESEARCH INPUTS

2.1. Community Engagement Overview

Community engagement was undertaken from July through September of 2024 to garner perspectives and
insights from residents and community organizations on several key topics, including:

« Activity preferences

« Factors that influence participation

« Strengths and perceived gaps of current SEAPARC programs and facilities

« Trends and changes in activity participation

« Future facility and amenity needs and potential priorities
Different engagement mechanisms were used to ensure that the engagement reached as many different

interests and ages as possible within SEAPARC’s service area. The following graphic summarizes the
engagement methods and level of participation.

COMMUNITY ENGAGEMENT TACTICS AND PARTICIPATION
E PUBLIC SURVEY /‘té OPEN HOUSE EVENTS

212 responses 2 events (approximately 100 attendees)

SEAPARC also attended All Sooke Days
as an additional casual engagement

2+ 1 FOCUS GROUP

emm CHILD & YOUTH
™

st ENGAGEMENT ENGAGEMENT

15 groups provided feedback

/‘o'\ 2 Pop Up Visits to Schools (Journey

- Focus Group Discussion Sessions Middle School & Edward Milne

smam (7 sessions with 17 participants) Community School)
%
% Written Feedback (3 groups) _/'A SEAPARC Summer Day Camps Activities

: Specific outreach to youth users of
SEAPARC




2.2. Research Overview

A number of different types of research and analysis were undertaken to complement the engagement
findings and further explore topics such as emerging and evolving recreation activity demands, the impacts
of future growth, facility and amenity capacity, and service levels. The graphic below highlights the research

methods used and the insights sought from each.

RESEARCH METHOD:

REVIEW OF PREVIOUS
PLANNING AND POLICY

&)

Insights Sought:

« ldentification of previous projects and focus areas
(and their status)

» Key strategic priorities and service delivery
philosophy from SEAPARC partners (e.g. CRD,
District of Sooke, etc.)

RESEARCH METHOD:

POPULATION AND
DEMOGRAPHIC ANALYSIS

Insights Sought:

» Key characteristics that may impact current and
future demand

» Project growth and impacts analysis

RESEARCH METHOD:

ANALYSIS OF FACILITY
UTILIZATION AND
BOOKINGS DATA

e

Insights Sought:
« Current capacity of existing amenities and spaces
« Potential impacts of growth on these spaces

« Trends and changes in how (and how much)
amenities and spaces are being used

RESEARCH METHOD:

BENCHMARKING

all

Insights Sought:

« Comparison of service levels for major amenities
(e.g. pools and arenas) with similarly sized and
regional comparators

RESEARCH METHOD:

TRENDS AND BEST
PRACTICES

Insights Sought:

recreation services

¢ Provincial and national trends in recreation
activities and service levels

« Best practices in the provision of publicly provided




Want to Learn More About the Engagement and Research
Findings?

The detailed findings from the engagement and research
have been compiled into a background document - the Key
Findings Report (click here to access the report).

The information contained in the Key Findings Report
(KFR) provided the foundation of data and insights that
helped establish the priorities and focus areas contained in
subsequent sections of this Strategic Plan.

Like the Strategic Plan, the Key Findings Report will also

be used as a resource by SEAPARC staff and Commission
members on an ongoing basis as decisions need to be made
and resources allocated.

SEAPARC RECREATION STRATEGIC PLAN 2025 - 2035

KEY FINDINGS

REPORT



https://www.seaparc.ca/

3.0
MISSION AND GOALS

3.1. Purpose of the Mission and
Goals

The creation of a new Strategic Plan presents the opportunity to revisit and refresh the
foundations that underpin services - in other words, the objectives and outcomes that
SEAPARC is looking to achieve. Moreover, having solid foundations in place to guide
the delivery of publicly provided recreation services provides an overarching point of
reference from which to base decisions making.

The following Mission and Goals have been established based on previous SEAPARC
planning, policy, and bylaw that directs the Commissions’ mandate as well as key values
identified through the community engagement and Strategic Plan development process.

3.2. Mission

What is a Mission statement?

A Mission statement articulates an organization’s core values, purpose, and mandate. While specific
strategies and priorities will change and fluctuate over time, a Mission statement remains embedded
as an enduring foundational reference point.

A Refreshed Mission Statement for SEAPARC:

“The Sooke & Electoral Area Parks and Recreation
Commission creates and fosters recreational opportunities
for the residents of Sooke and the Juan de Fuca Electoral

Area through the planning, development, provision and
operation of recreational facilities, programs, services and
activities.”
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3.3. The Goals

What are Goals?

Goals reflect long-term, overarching, and desired outcomes that if achieved, help realize an

organization’s Mission. For SEAPARC’s new Strategic Plan, the Goals also provide a structure under
which specific actions and tactics can be grouped and used as high-level performance indicators
(“Goal Posts”) from which to measure success in broad terms.

SEAPARC’s Goals for the Next 10 Years:

Goal Description
Goal #1: Optimize Service Recreation services are highly dynamic and continually evolving. As such, SEAPARC will need to
Delivery continue identifying ways to meet emerging demands, communicate available opportunities,

and ensure its programming and activity mix is aligned with resident and user group needs.

Goal #2: Optimize Existing SEAPARC manages an inventory of indoor and outdoor assets with a replacement value in the
Infrastructure hundreds of millions of dollars. While demands exist for new infrastructure, it will be critically
important for SEAPARC to sustain existing infrastructure through sound asset management
practices. Opportunities to better align existing amenities and spaces with best practice and
increase the value they provide to facility users will also be explored where viable.

®

Goal #3: Invest in New SEAPARC and its partners will need to determine how to best use available resources to

Recreation Infrastructure meet current and emerging needs, which may include the addition of new amenities. These
decisions will be based on maximizing community benefit using the finite resources available
(cost-benefit).

\&




4.0
PRIORITIES AND ACTIONS

4.1. The Prioritization Process

The Actions identified in Section 4.2. can be categorized into two general categories:

« Service Delivery Actions - These Actions are not capital projects, but rather focused on optimizing
various aspects of SEAPARC’s ongoing provision of services, including programming, communications,
partnerships, etc. The majority of these Actions fall under Goal #1: Optimize Service Delivery.

« Infrastructure Focused Actions - These Actions generally involve potential capital projects to improve
and/or expand existing amenities as well as develop new ones. The majority of these Actions fall under
Goal #2: Optimize Existing Infrastructure and Goal #3: Invest in New Recreation Infrastructure.

Potential Actions for both of the above categories were identified through the research, engagement, and
visioning with the Commission and staff. The Service Delivery-related Actions have been prioritized

and sequenced (see the Implementation Plan in Section 5) based on available resources (staff time and
budgeting) and other inputs (e.g. synergies with existing focus areas and initiatives, work planning, ongoing
discussions with partners, etc.).

The potential Infrastructure Focused Actions were prioritized using a three-step framework as
summarized by the following graphic. This robust process was put in place to ensure that these more
significant investments were evaluated and ultimately prioritized in a manner that is transparent and data
driven.

STEP 1: STEP 2: STEP 3:
RESEARCH AND POTENTIAL PROJECTS

ENGAGEMENT SCORING & RANKING

10-YEAR PRIORITIES &
ACTIONS




Step 2 of the process as reflected in the previous graphic involved scoring and ranking 9 potential capital
projects that were identified for consideration through the research and engagement. The scoring and
ranking of these projects was undertaken using a series of weighted criteria that reflect key priority
setting considerations. The criteria and weighting values were developed and refined with input from the
Commission and staff. The table below summarizes the criteria and their respective weighting values.

Please refer to Appendix A for additional detail on the 9 potential projects, the scoring metric, and
detailed scoring results.

Most Important Criteria (Weighting Value of 3/3)

Criteria How was it scored?

Using findings from the community engagement (surveys, open houses, youth focused

Public Demand
engagement, etc.)

Renewal Need Based on condition and lifecycle assessment reports

Criteria How was it scored?

User Group Demand Findings and input from the engagement with community organization representatives

Cost Impacts Based on relative capital and operating costs of each project and the potential impact on the
cost to provide services (which could impact taxes and/or user fees)

Opportunity to Increase Based on analysis of available utilization and bookings data which provides insights into which

Capacity spaces are at capacity and no longer able to accommodate growth

Equity and Inclusion Relative financial accessibility of the space associated with each potential project (e.g. is the

space typically accessed at a no/low cost?)

Flexibility and Adaptability Relative multi-use flexibility and adaptability of the space associated with each project,
reflecting that spaces with the ability to accommodate multiple types of use provide higher
levels of benefit and can adapt as activity demands change

Service Level Indicators Comparison of provision levels with SEAPARC’s service area relative to similarly sized
(Benchmarking) communities and regional comparators

Important Criteria (Weighting Value of 1/3)

Criteria How was it scored?

NG TS HEEE FREHEES Based on available provincial and national trends data

and Trends
Viability / Ease of Project Assessment of the relative ease of implementing the potential project (considering land
Implementation availability, existing knowledge of technical viability, etc.)

Step 3 of the process, the identification and sequencing of the recommended actions presented in Section
4.2.,then integrated several other practical considerations, including:
« Amenity synergies

« Logical sequencing of the potential projects (e.g. based on study and design efficiencies, existing site
conditions, etc.)

« Minimizing disruption to existing uses/users

« Financial resource considerations

*
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4.2. Actions

18 Actions under the 3 Goal areas have been identified for the next 10 years. A summary narrative on the
intent and rationale behind each action is provided along with a level of relative level priority. Specific
timing, next steps, and resource requirements pertaining to each action are provided in the Implementation

Plan (Section 5).

o
&

Action

GOAL #1 ACTIONS

(Optimize Service Delivery)

Description and Rationale Overview

Level of

1A

1B

1C

1D

*

Develop a new
Communications and
Marketing Strategy

Conduct a “State
of External Spaces
Review and
Inventory”

Continue to identify
tactics to increase
aquatic staff capacity

Invest incremental
resources in

data collection,
management, and
analytics

Publicly provided recreation services achieve the best outcomes and offer

the most benefits when residents of all ages, ability levels, and interests are
engaged. Like activity preferences themselves, the ways in which individuals
access information on available opportunities is dynamic and continually
evolving. Findings from engagement suggest that while awareness of programs
and activities is relatively strong, opportunities exist for improvement. The
development of a new Communications and Marketing Strategy presents the
opportunity to explore and set forth a plan that will help SEAPARC identify tactics
for:

+ Reaching new residents

+ Reaching harder to engage populations
 Engaging with the community on an ongoing basis
« Integrating new forms of media

» Evaluating success and when changes are needed on an ongoing basis

SEAPARC provides programming at several external facilities in the area. Access to
and use of external spaces is important to meet community needs for recreation
(and related) programming, especially given the limited program space capacity
at the SEAPARC Recreation Centre. However access to these external spaces
varies and, in some cases, is unknown into the future. Undertaking this Review,
to include spaces in Sooke and the JDFEA, presents an opportunity to better
understand all current and potential program spaces and the likelihood of their
availability into the future.

Analysis of aquatics supply (as reflected in the Key Findings Report) indicates that
aquatic infrastructure is likely able to support growth into at least the medium
term. The overall ability of SEAPARC to meet aquatic demands and optimize
facility operations and benefit is highly dependent on being able to recruit

and retain staff. It isimportant to note that this is a sector-wide issue that most
aquatic providers are facing. Identify tactics to increase aquatic staff capacity by
supporting training/certification as well as mitigating barriers to this employment
path will be critical to alleviate current pressures and meet long-term needs.

Recreation service providers increasingly have more access to data tools that
can support programming decisions, facility operations, and long-term planning.
These new and emerging tools include mobility/movement data, predictive
modelling, demographics segmentation and behavioural data and artificial
intelligence-based tools (Al). SEAPARC should continue to identify ways to
integrate these tools over the next 10-years. This will require an investment in
staff training and budget allocation for data acquisition and management.

10

Priority

Medium

High

Ongoing

Low



Level of

Action Description and Rationale Overview ..
Priority
1E Continue to promote  As with most communities, some residents within SEAPARC’s service area face Ongoing
the LIFE program and financial barriers in accessing programming and other recreational casual and
other accessibility drop-in opportunities. The LIFE (Leisure Involvement for Everyone, financial
supports assistance program) provides an invaluable tool that can support access for these

individuals. Over the next 10-years, opportunities exist for SEAPARC to continue
working with service providers and agencies to support applications and mitigate
barriers to accessing the program and recreation opportunities in general.

1F Develop a program Recreation programming demands and focus areas should shift and evolve Medium
evaluation framework over time. Additionally, SEAPARC’s provision of programming needs to provide
opportunities across a wide array of demographics, interests, and skill/comfort
levels. The development of a program evaluation framework provides the
opportunity to:

« Evaluate the success and continued provision rationale for existing
programming.

« Identify metrics for when consideration should be given to retiring/
discontinuing a program.

+ Gather feedback on programs through engagement with program

participants
1G Continue to focus The identification of partnerships will continue to be key for SEAPARC to provide Medium
on identifying, programming that requires specialized skill sets, can leverage resources, and
developing, and provides access to required space. These efforts will be ongoing and evolve over
sustaining program time as new organizations emerge in the area.
partnerships
1H Further investigate While programming provided and supported by SEAPARC needs to continue to Medium
specific program provide opportunities for all residents, a handful of specific focus areas were
demands and identified through the research and engagement. These focus areas require
priorities for youth, additional attention, identification of potential new approaches or partnerships,

older adults, artsand  and potentially incremental resources.
culture, and nature
focused programs

11 Identify (and While SEAPARC may undertake future capital investment through the renovations, Medium
potentially focus expansions, and/or the addition of new infrastructure, these potential projects
on) ‘easy win’ are unlikely to come online in the immediate term. As such, SEAPARC will need to
opportunities for new continue to identify ways to make use of existing infrastructure at the Recreation
or expanded types Centre and elsewhere. Focusing on new or expanded offerings of programming
of programming that  that is relatively low cost and easy to implement can help expand recreation
doesn’t require new opportunities without the need for major resource input. This will include
infrastructure investigating opportunities to increase dry-floor use of the arena during the

spring/summer months.




av¥a ¥ GOAL #2 ACTIONS

@

#  Action

(Optimize Existing Infrastructure)

Level of

Description and Rationale Overview

2A  Work with corporate
asset management
staff to establish
and implement
a preventative
management program

2B Undertake pool
amenity and system
modernizations

2C Investigate
modernizations to the
existing arena

2D Identify high value
opportunities to
enhance comfort and
convenience amenities

Priority

Sustaining existing infrastructure at a quality and functional level will be critical High
to service provision over the next decade. Establishing a robust preventative

maintenance program will help provide long-term guidance on amenity and key

building systems renewal and replacement.

Findings from the engagement validated the importance of aquatic services and High
opportunities for residents in SEAPARC’s service area. To ensure that the pool
remains functional, aligned with best practice, and provides the best possible
experience, SEAPARC will identify establish a plan to:
+ Undertake modernizations to change areas.
« Improve the efficiency of key aquatics mechanical systems.
+ Replace and refresh on-deck pool equipment.

« Where possible, refreshing and renovating high use leisure aquatics features,
comfort and convenience amenities (sauna).

« Investigate potential additions (e.g. steam room, cold plunge).

The arena is highly used for a wide range of ice and dry floor programs and Medium
events. SEAPARC will continue to investigate and, where viable, address support
amenity gaps and challenges. Identified focus areas include:
» Sound system improvements
+ Change rooms (size and amenities such as showers)
- Storage
« Overall accessibility
In addition to the above noted experiential amenity improvements, SEAPARC
will also need to identify a plan to replace or address key infrastructure such as

theice slab, arena configuration/board systems, air handling, roof, and key arena
mechanical systems.

The infrastructure growth plan identified in Action 3A should be undertaken
before proceeding with significant investments to ensure alignment with other
projects and capital works.

Consistent with Actions 2B and 2C, opportunities also exist to improve the Medium
experiential and functional quality of common areas and support amenities
throughout the Recreation Centre. Potential areas of focus (pending further
investigation of viability) include:
+ Improved WiFi
« Improved food services and infrastructure
« Enhanced areas for social gathering
The infrastructure growth plan identified in Action 3A should be undertaken

before proceeding with significant investments to ensure alignment with other
projects and capital works.

12

*



RO GoAL #3 ACTIONS
jy (Invest in New Recreation Infrastructure)

Action Description and Rationale Overview Leyel-of
Priority
3A Developa To maximize cost efficiency (fiscal responsibility) and lever maximum public benefit High
infrastructure out of available land and financial resources, a infrastructure growth plan should be
growth plan for developed to guide the delivery of the facilities identified in Actions 3B, 3C, and 3D.
infrastructure More specifically, this plan should:
needs

« Determine the best siting options based on land availability, technical viability,
and operational synergies with existing infrastructure

« The most efficient sequential order of developing the amenities (using the level
of priority identified in this document as a guide) but recognizing that land supply
and other technical and cost considerations may identify sequencing based on
cost efficiency

« Identify high value opportunities to improve existing infrastructure as part of
these projects

« Identify costs and project delivery approaches

« Further define key characteristics of each facility space (e.g. support amenity
needs)

While undertaking the amenity projects over several years through a phased
approach may be required based on resource realities, doing so is likely to increase
the overall total cost of developing the different amenities as a result of having to
initiate separate procurement processes, site preparation, and construction. The
infrastructure growth plan should outline and provide additional clarity on the cost
efficiencies of constructing multiple amenity projects at the same time vs a phased
approach.

3B Develop a new Large span programming space, such as a full-sized community gymnasium or “flexi- High
large span multi- hall”, is a significant gap within SEAPARC’s service area. Developing this type of space
purpose activity can meet the needs of multiple user groups, SEAPARC programming, and casual
and program space “drop-in” users. Additionally, the flexible and adaptable nature of this space is likely to
support future trends and emerging needs. The infrastructure growth plan identified
in Action 3A should further explore specific characteristics of this space, including
surfacing, support amenity needs, dimensions, etc.

3C Add asecond The current arena is at capacity with little ability to accommodate growth or Medium -
arena. additional use. While additional ice is needed to meet future needs, the cost High
associated with adding a second sheet of ice is significant and may not be viable in the
near term.
3D Develop additional [naddition to larger span space as noted under Action 3B, SEAPARC is also deficient Medium
programming in smaller span space such as multi-purpose program and classroom types of space
space that can support meetings, visual arts programming, community learning, and a host

of other activities. Developing this type of additional space may be best undertaken as
part of larger recreation facility projects (e.g. the addition of a new large span multi-
purpose facility or second arena) and not as a stand-alone project (to be investigated
through the infrastructure growth plan identified in Section 3A).

3E Expand the pool With modernizations (as per Action 2B) and ongoing efforts to address staff and Low
operational capacity (as per Action 1C) the existing water space at the pool is deemed
as being sufficient for at least the short to medium term. If annual swims per capita
increase above 6 (reflecting a level of use that suggests the pool is at or nearing
capacity) or decreases below 4 (reflecting that the pool is unable to meet some
aquatics activity demands) SEAPARC should investigate options to expand the pool.

13
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5.0
IMPLEMENTATION PLAN

The following tables (Sections 5.1. to 5.3.) identify timing and resource requirements
for the Actions under each Goal as identified in Section 4. The timing and resource
requirements will need to be reviewed and updated on a regular basis.

5.1. Goal #1 Actions
(Optimize Service Delivery)

Timing
Short-Term (0-3 Years)

Medium-Term (3-5 Years) Resource Requirements
Long-Term (5+ Years)
Ongoing (continuously)

1A Develop a new Communications and Short-Term One Regular Part Time staff;
Marketing Strategy ongoing $60,000

1B Conduct a “State of External Spaces Short-Term Existing staff complement;
Review and Inventory” possible co-op or practicum

student

1C Continue to identify tactics to Ongoing Existing staff complement;
increase aquatics staff capacity additional staff training funds

1D Investincremental resources in Medium-term/Ongoing  $5,000 - $15,000 per year
data collection, management, and for staff training and data
analytics procurement

1E Continue to promote the LIFE Ongoing Existing staff complement, to be
program and other accessibility supported through staff from 1A
supports

1F Develop a program evaluation Short-Term Existing staff complement, to be
framework supported through staff from 1A

1G Continue to focus on identifying, Ongoing Existing staff complement

developing, and sustaining program
partnerships

1H Further investigate specific program  Short-Term/Medium Term  Existing staff complement
demands and priorities for youth,
older adults, arts and culture, and
nature focused adult programs

11 Identify (and potentially focus on) Ongoing n/a
‘easy win’ opportunities for new or
expanded types of programming that
doesn’t require new infrastructure

14




5.2. Goal #2 Actions (Optimize Existing
Infrastructure)

Resource Requirements*
$ = Less than $250,000

$$=5250,000 - $3 million
$$$ = $3 million+

Timing
Short-Term (0-3 Years) Resource
Medium-Term (3-5 Years) Requirements*
Long-Term (5+ Years)

Action

2A  Work with corporate asset Provide input to support selection of an enterprise asset S
management staff to establish management (EAM) software (ST)
and implement a preventative
management program Implement corporate EAM software (MT)
2B Undertake pool amenity and Design and undertake modernizations to aquatic change areas. $S
system modernizations (MT)
Improve the efficiency and replace end of life key aquatics $S
mechanical systems via energy recovery projects (ST, LT)
Replace and refresh on-deck pool equipment (ST) S
Investigate refreshing and renovating high use leisure aquatics n/a
features, comfort and convenience amenities (sauna) (MT)
Investigate potential additions (e.g. steam room, cold plunge) n/a
(LT)
2C  Investigate modernizations to the Arena sound system improvements (ST) S
existing arena . . .
Investigate improvements for original arena changerooms $
Modernization projects and including size and showers (MT)
initiatives should be informed by the - \york with user groups to determine storage needs and n/a
outcome of the infrastructure growth investigate solutions (ST)
plan.
Investigate overall arena accessibility including washrooms, n/a
change rooms and bleacher access (MT)
Replacement of arena slab, which may include replacement $S
of arena boards/glass. If arena boards/glass are replaced,
alignment of the player benches should be considered. (LT)
Improve the efficiency and replace end of life key arena $S
mechanical systems via energy recovery projects (ST, LT)
2D  Identify high value opportunities to | Improve facility WiFi (ST) $
enhan.c.e ST SireE e GBI T Investigate options for improved food services and infrastructure n/a
amenities
(MT)
All food service/social space Investigate ways to enhance areas for social gathering (MT) n/a
development should be informed
by the outcome of the infrastructure
growth plan.
15
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5.3. Goal #3 Actions (Invest in New Recreation
Infrastructure)

3A

3B

3C

3D

3E

Action

Develop a infrastructure growth
plan for infrastructure needs

Develop a new large span multi-
purpose activity and program space

Add a second arena

Develop additional programming
space

Expand the pool

Resource Requirements*
$ = Less than $250,000
$$=%250,000 - $3 million
$$$ = $3 million+

Timing
Short-Term (0-3 Years) Resource
Medium-Term (3-5 Years) Requirements*
Long-Term (5+ Years)

Retain the necessary expertise to undertake feasibility analysis S
to create a infrastructure growth plan to consider facilities listed

in 3B, 3C & 3D, exploring potentials, site options, and costs.

(Short-Term)

1. Retain the necessary expertise to undertake design and $SS
refine costs (Short-Term)

2. Explore funding resourcing options (Medium-Term)

3. Design, Develop, and Commission (Medium/Long-Term)

1. Retain the necessary expertise to undertake design and $SS
refine costs (Short-Term)

2. Explore funding resourcing options (Medium Term)

3. Design, Develop, and Commission (Medium/Long-Term)

1. Explore fit and opportunities as part of the Action 3A $S
infrastructure growth plan (Short-Term)

2.If viable, include in the design, development, and
commissioning of proposed new facility/facilities (Long-
Term).If not viable, explore other opportunities.

1. Use the metrics provided as a general trigger for exploring $8$
pool expansion - see Section 4.2. (TBD)

2. Retain the necessary expertise to undertake feasibility
analysis that further explores the types of water space
capacity needs, support amenity needs, and costs (Long-
Term or beyond)




5.4. Additional Implementation Items and
Considerations

The engagement undertaken to develop the Strategy additionally identified several other potential recreation and leisure
demands that fall outside of SEAPARC’s core mandate and focus areas. The items listed below will be shared with the District of
Sooke and the Sooke Community Association.

« Strong interest in a splash pad near the town core

« Desire for a larger, feature playground

« Interest in additional outdoor pickleball and tennis courts

« Input from Triangle Baseball regarding need for 1-2 proper sized baseball fields for youth baseball (currently none exist)
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Appendix A: Potential Capital Projects Scoring

Metric

CRITERIA

Public Demand

Condition /
Renewal Need

User Group
Demand

Cost Impacts

SCORING METRIC

3 PTS: Identified as a priority by 25% or more of Public Survey respondents (see graph 8 in KFR
- Key Findings Report) and/or a common theme across the other public engagements (open
houses, youth engagement, etc.).

2 PTS: Identified as a priority by 20 - 24% of Public Survey respondents (see graph 8 in KFR).
1 PT: Identified as a priority by 15 - 19% of Public Survey respondents (see graph 8 in KFR).

0 PTS: Identified as a priority by <15% of Public Survey respondents (see graph 8 in KFR).

3 PTS: Significant capital reinvestment required in the amenity in the short term (2025 - 2030)
to sustain safe and functional condition.

2 PTS: Significant capital reinvestment required in the amenity in the medium term (2030 -
2035) to sustain safe and functional condition.

1 PT: No significant capital reinvestment identified over the next 10 years, but ongoing

maintenance will be required and longer term capital reinvestment may be required post 2035.

Potential projects being scored that do not currently exist are assigned a “1” score to
account for longer term capital maintenance needs.

0 PTS: N/A

3 PTS: Prevalent theme during the community group engagements (see Section 2.5. in the
KFR).

1 PT: Some mention during the community group engagements.

0 PTS: Not identified as a theme during the community groups.

3 PTS: No impact on the cost to provide services. The project can be completed using reserves
and has no incremental operating expenditure requirement, therefore no impact on user fees
or tax requisitions.

1/2 PTS: Minimal to moderate impact on the cost to provide services. The project is likely to
require some minimal debt servicing and/or increase in annual operating expenditures, but
impact to user fees or tax requisitions are not significant.

0 PTS: The project is likely to have a significant impact on the cost to provide service, resulting
in debt servicing and operating costs that are likely to result in long-term increases to user fees
and/or tax requisitions.

WEIGHTING
3




CRITERIA SCORING METRIC WEIGHTING

Opportunity 3 PTS: Available utilization data reflects that the current SEAPARC amenity is at or approaching 2
to Increase capacity. The project would provide the space needed to accommodate future growth.
Capacity

2 PTS: Available utilization data reflects that the current SEAPARC amenity space has some
capacity to accommodate increased demand and growth in the short to medium term,
however additional amenity space will likely be needed in the long-term.

1 PT: Data is not available or applicable for the space due to its typology (e.g. support
amenities).

0 PTS: Available data suggests that the current SEAPARC amenity space may be oversupplied
and/or exists in a sufficient capacity to support needs over the long-term.

Amenities that are not currently provided at SEAPARC operated facilities but used by
SEAPARC staff to facilitate programming elsewhere in the community are assigned a score
based on their current capacity / availability to meet programming needs.

Equity and 3 PTS: The project will result in an amenity space that is accessible to all residents at no cost 2
Inclusion without the requirement to join a registered program.

2 PTS: The project will result in an amenity space that is accessible to all residents at an
affordable cost without the requirement to join a registered program.

1 PT: The project will result in an amenity space that is accessible to all residents at an
affordable cost, with most uses requiring registration in a registered program.

0 PTS: The project will result in an amenity space that required a significant cost and/or
registration in a program.

Flexibility and 3 PTS: The amenity space will be able to serve a wide array of structured (programs/bookings) 2
Adaptability and unstructured uses (drop-in) with a high level of adaptability to evolve with trends due to
the nature of the span, surfacing, etc.

2 PTS: The amenity space is designed for a primary type of activity / use but has a fairly high
level of adaptability due to the nature of the span, surfacing, etc.

0 PT/1 PT: The amenity space is purpose built with no or minimal adaptability for other
activities or a future retrofit without a significant cost.

Service Level 3 PTS: Benchmarking indicators suggest that SEAPARC’s service area is underserved / deficient 2
Indicators relative to comparators for the amenity type.

(Benchmarking)
1 PT: Benchmarking indicators suggest that SEAPARC provides the amenity type at a similar

level to comparators OR data is not available / relevant.

0 PTS: Benchmarking indicators suggest that SEAPARC’s service area is oversupplied relative to
comparators for the amenity type.

Support amenity scores are paired with their primary amenity type (e.g. pool
modernizations scored the same as pool expansion).

Alignment with 3 PTS: Available trends research and other regional and provincial data support that the 1
Best Practices activities that would utilize the amenity space (or for which the amenity space would support)
and Trends are stable or trending upwards.

0 PTS: Available trends research and other regional and provincial data suggest that the
activities that would utilize the amenity space (or for which the amenity space would support)
are trending downwards / declining.

20
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CRITERIA SCORING METRIC WEIGHTING

Viability / Ease 3 PTS: The project does not require additional land or technical analysis of viability (confirmed 1
of Project that conditions support project implementation).

Implementation
1/2 PTS: Some further analysis is required to validate land and technical viability, however it is

probable that conditions exist to support project implementation in the short to medium term
(0-10years).

0 PTS: The project is likely to be limited by land or other technical challenges.

Scoring Results

Project Average Score RANK
(all evaluators) (average of all evaluators)
Flex-hall/gymnasium/multi-sport facility (Large Span Space) 46.3 1
Existing arena modernization 42.3 T2
Pool modernization (amenities, systems, etc.) 42.3 T2
Second ice arena 39.8 4
Smaller span multi-purpose rooms and studios 38.8 5
Comfort and convenience amenity upgrades 37.0 6
Teen and senior's lounge(s) 34.5 7
Pool expansion 26.8 8

Each of the projects was independently scored by the project consultant and SEAPARC senior staff using the criteria identified on the
previous page.
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Mmaking a difference...together

REPORT TO THE SOOKE & ELECTORAL AREA PARKS AND RECREATION COMMISSION
MEETING OF TUESDAY, JUNE 03, 2025

SUBJECT Photography, Recording and Use of Electronic Devices by the Public

ISSUE SUMMARY

To seek approval of Policy No. A-100.06 Photography, Recording and Use of Electronic Devices
by the Public.

BACKGROUND

The purpose of the policy is to ensure patron privacy and a safe, enjoyable recreation experience.

The policy establishes clear guidelines regarding the use of photography, audio and video
recordings and electronic devices by the public when using SEAPARC facilities. While SEAPARC
facilities currently have signage posted prohibiting camera use in change room spaces, a
comprehensive policy does not currently exist.

Highlights of the policy include:

¢ Prohibition of devices capable of recording in washrooms, change rooms, hot tub, and sauna
as spaces where there is a heightened expectation of privacy.

e Guidelines on how the public can appropriately take photos and recordings of members in
their immediate party at SEAPARC-operated facilities.

o Guidelines for the recording of SEAPARC staff delivering programs, and recording by
SEAPARC staff or representatives, such as for marketing purposes or special events.

e Instructions for staff to enforce the policy within the framework of the SEAPARC Code of
Conduct.

ALTERNATIVES

Alternative 1
That the Sooke & Electoral Area Parks and Recreation Commission approve Policy No. A-100.06
Photography, Recording and Use of Electronic Devices by the Public.

Alternative 2
That this report be referred to staff for additional information.

IMPLICATIONS

Intergovernmental Implications
This policy parallels the policy in place at Panorama Recreation, ensuring alignment among CRD-

operated recreation centres. The content also aligns with similar policies from recreation centers
around the region.
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Social Implications

The policy addresses social concerns about privacy and consent that have arisen as a result of
the increased prevalence of electronic devices used within SEAPARC facilities. The policy
prohibits the use of electronic devices that can record in areas with a heightened expectation of
privacy such as washrooms and change rooms. The policy also provides guidelines for the public
who may wish to take photos and recordings of themselves, members in their immediate party,
family members, or children in their care while ensuring third parties are not recorded without their
consent.

CONCLUSION

The Photography, Recording and Use of Electronic Devices by the Public policy has been created
to establish clear guidelines around the use of photography, audio and video recordings and
electronic devices by the public when using SEAPARC facilities. This policy parallels the policy in
place at Panorama Recreation.

RECOMMENDATION

That the Sooke & Electoral Area Parks and Recreation Commission approve Policy No. A-100.06
Photography, Recording and Use of Electronic Devices by the Public.

Submitted by:|Melanie Alsdorf, Senior Manager, SEAPARC Receation

ATTACHMENT(S)

Appendix A: Policy No. A-100.06 Photography, Recording and Use of Electronic Devises by the
Public.
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( I 2 I ) CAPITAL REGIONAL DISTRICT

COMMISSION POLICY

Making a difference...together

Policy Type Commission

Section Administration

Title PHOTOGRAPHY, RECORDING AND USE OF ELECTRONIC DEVICES BY
THE PUBLIC

Adopted Date Policy Number A-100.06

Last Amended

Policy Owner SEAPARC Recreation

1. POLICY:

In the interest of protecting personal privacy, the use of personal electronic devices with the ability to
record images, video or audio is prohibited in SEAPARC Recreation facility locations where there is a
heightened expectation of privacy, such as washrooms and change rooms, and may be restricted in
other facilities or program areas.

2. PURPOSE:

SEAPARC Recreation recognizes the need to ensure patron privacy and a safe, enjoyable recreation
experience. This policy establishes clear guidelines around the use of photography, audio and video
recordings and electronic devices by the public within SEAPARC Recreation facilities.

3. SCOPE:

This policy applies to SEAPARC Recreation staff and members of the public using SEAPARC Recreation
Facilities.

4, DEFINITIONS:
N/A

5. PROCEDURE:

Signage will be placed in areas where there is a heightened expectation of privacy to indicate where
recording activities by members of the public are prohibited. Members of the public must always follow
the directions of such signage. In addition, the following procedures must be followed with respect to
the specific areas identified below:

e Change rooms and washrooms: The use of any electronic devices with the ability to record
images, audio or video is prohibited inside SEAPARC Recreation facility washrooms and change
rooms.

e Hot tub and sauna: The use of any electronic devices with the ability to record images, audio or
video is prohibited in the hot tub and sauna.

e General facility use: The public is permitted to take photos and recordings of members in their
immediate party, family members, or children in their care. No third parties should be
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identifiable in the recordings without third-party consent. It is the responsibility of the individual
taking the recordings to ensure no identifiable third parties are captured in their recordings, or
that they have obtained appropriate consent.

SEAPARC Staff Delivering Services: Members of the public must obtain consent from SEAPARC
staff before they record them. An individual recording a SEAPARC staff member must stop if
asked by the staff member being recorded.

Photography by SEAPARC Recreation staff or representatives: Written consent must be obtained
using the CRD Media Release Form prior to taking photographs, video or audio recordings of the
public while they are using SEAPARC Recreation facilities or attending SEAPARC Recreation
programs and events.

Staff are permitted to ask an individual recording to stop recording or delete audio, video or
images from their personal device if the individual is contravening this policy.

Patrons are encouraged to report any individuals using a recording device in a suspicious
manner to a staff member immediately.

Individuals who do not comply with these guidelines or using devices in a suspicious manner
may be asked to leave under the SEAPARC Recreation Code of Conduct.

6. SCHEDULE:
7. AMENDMENT(S):
Adoption Date Description:
8. REVIEW(S):
Review Date Description:
9. RELATED POLICY, PROCEDURE OR GUIDELINE:
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