
CITY OF  
VICTORIA 

Committee of the Whole Report 
For the Meeting of December 1,2016 

To: Committee of the Whole Date: November 4,2016 

From: Thomas Soulliere, Director Parks, Recreation and Facilities 

Subject: Project Update: Crystal Pool Feasibility Study 

RECOMMENDATION 

That Council: 

1. Consider selecting one option as outlined in this report and direct staff to develop an 
implementation plan; 

a. Retrofit of the existing facility ($40 million); or 
b. Renovation and expansion of the existing facility ($56 million); or 
c. New facility ($68.4 million) 

2. Approve funding to consist of $10 million from the Buildings and Infrastructure Reserve 
and the remainder through external borrowing, as well as explore other funding 
opportunities; 

3. Direct staff to develop a plan to use the formal referendum process as the method for 
placing the borrowing question before the electors; 

4. Direct staff to consult with citizens and stakeholder groups on the design elements of 
the future facility, in alignment with Council's decision on a facility option 

EXECUTIVE SUMMARY 
The purpose of this report is to provide an update on the status of the Crystal Pool Feasibility Study, 
including analysis completed, public engagement results, and potential facility redevelopment 
options which would respond to the demand for aquatic services in the community. In addition, 
Council approval is sought on the preferred facility type, which will permit staff to complete the 
remaining key deliverables of the Study. 

The Crystal Pool and Fitness Centre is at the end of its useful life and the Feasibility Study is 
intended to inform decision-making regarding a potential renovation or replacement of the facility. 
Earlier this year the City engaged a consultant team led by architecture and design firm HCMA with 
extensive experience in recreation and aquatic facility planning, to assist with this project. 

The project team has undertaken an in-depth review and public engagement initiative to ascertain 
the needs of the community relative to this recreational facility. Based on this analysis of the existing 
facility, the local and regional context, demographic trends as well as input from citizens, HCMA 
has developed three potential facility options to meet the aquatic and recreation needs in the 
community; 
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Option 1 - Retrofit of the existing facility, including system upgrades, as well as some accessibility 
and programming improvements; 
Option 2 - Major renovation of the existing facility to upgrade systems, significantly improve 
accessibility and programming, as well as expansion of the building to accommodate new program 
areas and a reconfigured leisure pool area; 
Option 3 - Construction of a new aquatic centre, which would include comparable services and 
programming as outlined in Option 2, and also allow for continuity of service during the construction 
period. 

There are numerous factors requiring consideration in relation to a decision on the preferred facility 
option. The objective analysis of the options in this report provides the basis from which Council 
may determine a preferred facility option that will allow the project team to complete an 
implementation plan, the final component of the Feasibility Study. The implementation plan will 
outline the actions required to proceed from the conceptual level to a higher degree of detail 
regarding the project scope, total cost, funding strategy, and timeline. 

The costing analysis (based on conceptual design estimates) shows that the best value for money, 
based on lowest net present value, would likely be to renovate the existing facility. The project cost 
is estimated at approximately $40 million and this option would extend the life of the facility by 
approximately 30 years. However, this option would carry a higher level of risk compared to 
constructing a new facility due to potential unknown conditions with the existing facility. Also, doing 
a renovation without an expansion would not meet some of the needs identified through the needs 
analysis, and would require a lengthy closure of the facility. Should Council wish to pursue this 
option, it is recommended that additional due diligence be completed to determine the extent of the 
risk related to the condition of the existing facility before any procurement starts. 

The second option would be to retrofit and expand the existing facility at an estimated cost of $56 
million, which would also extend the life by approximately 30 years. This option has the highest net 
present value and carries the same risk level as the retrofit option, but would result in a facility which 
would meet current and anticipated future needs. It would also require a lengthy closure. 

Constructing a new facility would provide a facility with an approximate lifespan of 50 years, at an 
estimated cost of $68.4 million. This option carries a much lower risk level than the renovation 
options, and would meet current and anticipated future needs. It would also avoid a lengthy closure 
during construction since the new facility would be constructed adjacent to the current facility 
allowing the current facility to stay open. 

A number of funding options are outlined in the report for Council's consideration; all involve 
external borrowing, which requires electoral approval. It is expected that all options would result in 
an improved net operating subsidy of approximately $150,000, which could be used to offset some 
of the debt financing costs. The recommended funding option for any facility option would be to use 
$10 million from the Buildings and Infrastructure Reserve (the equivalent of the required investment 
for the current facility over the next 10 year period) and the remainder through external debt. 
Assuming no additional funding sources, this would require a tax increase ranging from 
approximately 1.7% (retrofit) to 3.5% (new facility) to pay for the annual debt servicing costs. 

PURPOSE 
The purpose of this report is to provide an update on the status of the Crystal Pool Feasibility Study, 
including analysis completed to-date, public engagement results, and potential facility 
redevelopment options which would respond to the demand for aquatic services in the community. 
Council direction is also sought on a preferred facility option and funding approach, to allow the 
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project team to complete an implementation plan and initiate the referendum process required to 
borrow funds. 

BACKGROUND 
The Crystal Pool and Fitness Centre was built in 1971. The building was originally constructed for 
the primary purpose of aquatics and it housed the only 50 metre competition pool in the greater 
Victoria region. As needs of patrons have changed, the facility has also evolved to a certain degree. 
The "dry floor" spaces have been re-purposed to allow weight training and fitness activities, and the 
pool area has been modified to include additional play and relaxation features (waterslide, hot tub 
and sauna), while still allowing for recreational and competitive activities. 

Over the past 15 years the City has considered potential options for the aging facility. These efforts 
have included patron engagement and deliberations amongst Council. In 2013, Council received 
a staff report on the increasing risk of failure of key systems and the need for further analysis prior 
to developing a list of potential future options, such as a major redevelopment. At the time, Council 
directed staff to focus on an investment strategy which would minimize risks and keep the facility 
operational, until the planning for other major capital assets was further advanced, namely Fire Hall 
#1 and Ellice St Bridge. In 2014 and 2015, the City engaged external consultants to confirm the 
condition of critical systems and develop a prioritized list of short-medium term investment needs 
to mitigate against the risk of failure and service disruption. 

Within the 2016 Financial Plan, Council approved funding for a Feasibility Study to investigate the 
community need for aquatics and related services, and develop a course for future investment. 
Earlier this year HCMA Architecture + Design, together with Professional Environment Recreation 
Consultants (PERC), were retained to work with staff to complete the Feasibility Study. 

The timeline for this project is approximately ten months. The first phase of work concluded in the 
summer and consisted of community engagement, an analysis of the existing facility use, as well 
as a review of local and regional trends in aquatics and demographic information. Over the past 
few months, the project team has been developing potential facility options that would respond to 
the community need, as well as the associated costing and preliminary risk assessment. The 
remaining work required to complete the study consists of an implementation plan for the preferred 
option. The implementation plan will outline the actions required to advance from the conceptual 
level to a higher degree of detail regarding the project scope, facility design, funding strategy, 
resourcing requirements and timeline. The Feasibility Study is planned to be completed in Q1 2017. 

ISSUE & ANALYSIS 
The following information is intended to provide context and critical information to the investigation 
and analysis that has been completed, supported by appendices from the draft Feasibility Study 
report. 

Aquatic Services 
Victoria, with a population of just under 85,000, is the second largest of the 15 municipalities that 
make up the region. Saanich, with a population of around 110,000 is the largest municipality, 
whereas none of the remaining municipalities has a population exceeding 35,000. There are 
currently eight municipal public indoor pools in the region, as well as two YMCA pools and one 
University pool. 

In addition to a downtown pool and fitness centre operated by the YMCA-YWCA, the residents of 
Victoria have access to a number of aquatic and fitness facilities operated by nearby municipalities 
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including Oak Bay Recreation Centre, Esquimalt Recreation Centre and the two indoor pools 
operated by Saanich: Gordon Head and Saanich Commonwealth Place. 

Although public aquatic facilities are among the most expensive facilities that a community can 
provide, almost all communities invest heavily in them because of the tremendous benefits that 
accrue from their use, including water safety, fitness and conditioning, family opportunities and 
community events. 

There are several categories of aquatic services including recreation, skill development therapy and 
rehabilitation under which existing services are assessed and future needs determined. Each 
requires a slightly different configuration of aquatic spaces, water temperature or operation (i.e. 
drop-in, rental, program) to deliver the service. 

An understanding of the categories of aquatic service and how they are met within the three modes 
of operation is important to the assessment of existing aquatic facilities and in planning for any new 
aquatic amenities in the City of Victoria. Although each of the aquatic services requires somewhat 
unique types of space, a single pool will have to suffice to meet all categories of service. In turn, 
this means that prioritization of service categories will be required, as a single pool will not ideally 
meet all types of aquatic service. It also means that multiple pool tanks will likely be required in a 
single facility. Further contextual information is available in Attachment A. 

Current Use 
As noted in Attachment B, the existing facility receives about 400,000 visits each year. 
Approximately 70% of those are swim visits, a further 25% are dry land fitness related uses (i.e. 
uses fitness equipment, attends a recreation class) and the remaining 5% are either spectators or 
use the dry floor areas for a purposes such as meetings, child minding or social events. While the 
facility has been maintained to a high standard given available operational funding, the ability to 
modify and expand dry land and aquatic spaces to meet new demands is limited. 

The total swim visits have been relatively stable over the past five years. The largest category of 
swim use is for fitness related activities (37% of total swim visits). These include both registered 
water based fitness classes and lane swimming. This is slightly higher than typical 50m pools in 
the province. 

The second largest category of swim visits is sport training (31%). The facility is home to several 
adult oriented clubs. These groups report more demand than can be easily be met in the facility as 
the City attempts to serve a broad range of needs. There is currently more demand than supply of 
rental swim lanes for clubs. 

The third largest category of swim visits is for instruction, primarily swim lessons (14%). The vast 
majority of these visitors are youth. Although high, it is lower than the consultants expected, as 
typically long course pools have a higher percentage of swim lesson uses. 

The fourth largest category of swim visits is for recreational purposes (11 %). While this is often the 
largest of the categories in public pools, it is usually lower in long course pools, which typically lean 
toward sport training and fitness swimming. 

The current facility is atypical among 50 metre public pools in the province, in that others are often 
justified on the basis of hosting long course swim events. Although the facility was originally 
designed to host formal events, this has not been the case in recent years and therefore the 
bleacher seating in Crystal Pool is therefore vastly underutilized. Saanich Commonwealth Place is 
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The input received was overall quite consistent. The most common themes heard from the local 
residents, current users and citizens from neighbouring areas related to both retaining certain 
popular elements of the current facility, as well as addressing notable service gaps. 

The highlights of this input included; a strong desire to retain the 50m pool length, need for universal 
and family change rooms, need to improve overall accessibility, as well as separating and 
expanding the fitness and wellness facilities. Further details of this consultation are available in 
Attachment C. 

While the public survey included responses from non-City residents, the majority of the input was 
from City residents (79%). 

Future Needs 

Through the review and analysis of the technical aspects, industry knowledge, and engagement 
feedback, the consultants have come to a conclusion about key service needs and facility attributes 
required currently and in the foreseeable future. 

Firstly, the consultants have determined a 50m pool is needed. With the current supply of two 50m 
pools in the region, it is better served than the typical urban centre in the province. The region has 
a higher number of competitive swimmers and triathletes per capita than most urban centres in 
western Canada and the need a long course training environment. However, there is little need for 
long course competitions at Crystal Pool, given that these needs can be met at Saanich 
Commonwealth Place. 

The current facility has a use which is atypical of most public pools. Aquatic use at Crystal Pool is 
characterized by quite intensive use (three or more times per week) by a few thousand very loyal 
patrons in the sport training and fitness swimming categories. Most indoor pools in Canada are 
used by a wider cross section of users, each using the facility less frequently. 

Although the facility is not currently used to full capacity, there is more demand than can be easily 
accommodated during peak use periods. There is also excess demand for recreational swimming. 
Over the past decade, strong demand for use by organized user groups has caused shifts in the 
operating format to increase supply of lane swimming, at the expense of recreational swimming 
periods. The consultants are convinced that if the appropriate type of recreational swimming 
experience were provided, there is latent demand in the local marketplace for a great deal more 
recreational swimming. 

The consultants estimate the total need for indoor swims in the City of Victoria is currently about 
22% more than what is being accommodated at Crystal Pool. An increase of this percentage would 
take the total annual swims from approximately 3.5 to about 4.3 swims per capita. Almost all urban 
centres in Canada have swim rates between 4 and 8 swims per capita. Further details of this 
analysis are provided in Attachment D. 

It is clear to the consultants that the existing facility cannot accommodate an increase in swims 
without significant retrofit and/or expansion. 

The consultants have also concluded that there is a need to significantly increase the quality of dry 
floor spaces being used for all forms of fitness activities. This includes spaces for floor activities as 
well as areas with fixed equipment. There is also a need to increase the amount of area available 
for recreational programs, services, and social activities in the building. A flexible approach to the 
design of these "multi-purpose" spaces would improve the quality of the visitor experience and 
support a variety of needs in an efficient manner. 
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Potential Facility Options 

Based on an analysis of the current facility, demographic and aquatic trends as well as community 
feedback, the project team developed three facility options including renovation, renovation plus 
expansion, and new construction. All three options have been assessed from multiple perspectives, 
to outline the anticipated benefits and challenges associated with each. In each of the facility 
options a 50m pool is included. The detailed description and analysis for all three options is 
provided in Attachment E. 

Option 1: Retrofit of Existing Facility - approximately $40 million 
An option which could be considered the "minimum", would consist of renovating the existing facility 
to address critical building lifecycle upgrades and major deficiencies, while limiting the overall 
capital investment. 

Benefits and Challenges 
This option rejuvenates the existing building and fixes major deficiencies, and is anticipated to add 
approximately 30 years to the useful life of the facility. This approach does not add any new 
program to the facility and thus does not include major new opportunities for revenue generation. 
The leisure pool facilities would not be expanded and therefore an increase in total swims would 
not be anticipated. The existing sequence of movement through the building, over several split 
levels, would not be modified in this option. Due to the constraints offered by the existing building, 

•programs such as fitness and administration would continue to be dispersed and accommodated 
within spaces having restricted dimensions. 

From a construction perspective, this type of renovation carries a high level of risk, arising from the 
interface of new and existing elements, and the possibility of unknown conditions within the existing 
building. Additionally, a renovation would require a service interruption during construction of 
approximately one year to eighteen months. 

Operating Costs and Revenue Impact 
There would be very modest changes to the total operating costs and revenues, from implementing 
this option. The combined effect of a slight increase in usage due to an improved quality of 
experience and modest reductions in operating expenses would result in a net reduction in the 
operating subsidy by up to 10% ($150,000). 

Option 2: Major Renovation and Expansion - approximately $56 million 
A second response would consist of a major renovation of the existing facility, including the system 
upgrades identified in Option 1, along with significant enhancements to the user experience, as well 
as expanded pool and dry floor spaces, through a net increase in total area of approximately 1,767 
square metres. 

Benefits and Challenges 
This option retains the 50m pool, and increases the services and amenities offered to patrons within 
the facility, improving overall accessibility and increasing opportunities for revenue generation and 
partnerships. The revised floor plans would result in a more efficient use of space, particularly key 
for the washroom/change room areas, fitness program space, leisure pool and administration. 

Like Option 1, this major renovation and expansion would carry a high level of risk, arising from the 
interface of new and existing elements, and the possibility of unknown conditions within the existing 

Committee of the Whole Report 
Update: Crystal Pool and Fitness Centre Feasibility Study 

Page 7 of 13 

November 4, 2016 



building. Additionally, a renovation would require a service interruption during construction of 
approximately sixteen to twenty months. 

Operating Costs and Revenue Impact 
The improvements outlined in this option would meet a much wider range of uses and result in an 
estimated total increase in usage in the order of 35%, along with a corresponding increase in 
operating revenues. The operating costs would increase in the order of 25% to support the 
increased size of the facility, resulting in a net reduction in the overall net operating deficit in the 
range of 10%. 

Option 3: New Facility - $68.4 million 
The final option reviewed is the development of a new facility. This option presents the approximate 
overall size (7,546 square metres), a new 50m pool, as well as comparable services and 
programming to Option 2. 

Benefits and Challenges 
In addition to the benefits outlined in Option 2, which would apply to this options, this approach 
would allow a continuously operational facility for the public through the construction process and 
avoid issues presented by service interruption. A new facility also permits the flexibility to optimize 
the configuration of programs, spaces and partnerships to best meet user needs, without the 
constraints that come with working within an existing building. 

The capital cost for this option is the highest of the three options, however, overall construction risk 
would be significantly reduced. 

Operating Costs and Revenue Impact 
Similar to Option 2, the improvements outlined in this option would meet a wider range of uses and 
result in an estimated total increase in usage in the order of 35%, along with a corresponding 
increase in operating revenues. The operating costs would increase in the order of 25% to support 
the increased size of the facility, resulting in a net reduction in the overall net operating deficit in the 
range of 10%. 

The table in Attachment E (page 55) provides a consolidated view of the key features proposed as 
well as operating impacts anticipated for each of the three options. 

Project Cost Estimates 
The project team enlisted the services of professional cost estimators, experienced industry 
representatives and various City staff in the development of the projections for each option. The 
grand totals represent "all-in" project estimates, including escalation and contingencies based on 
the degree of detail available. 

The order of magnitude cost estimates that have been prepared are at a Class D level, which is 
defined as an estimate based on a conceptual design. It is also important to add other risk factors 
in to such estimates. It is well known that retrofit of existing structures adds an additional level of 
risk and uncertainty as not all conditions may be apparent before work commences. Generally a 
20% contingency is used for a class D estimate for new construction and a 30% contingency is 
used for renovation. The estimates are based on best current knowledge and do include industry 
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standard contingencies. If either of the renovation options are pursued, the City would need to 
complete further analysis to help mitigate against some of the high risk identified, including: 

' 1. Identifying all contaminants in the existing facility, such as asbestos 
2. Determining the likelihood of site contamination through an environmental survey 
3. Determining condition of key piping through camera survey 
4. Other surveys as required in order to mitigate risk 

The table below summarizes the range of estimated project costs for each option. 

Option 1: 
Retrofit 

Option 2: 
Renovation 

and Expansion 

Option 3: 
New Facility 

Hard and soft cost estimate $24.5 million $34.4 million $44.9 million 
Cost escalation assuming mid-
2018 start date $6 million $8.4 million $10.3 million 
Construction contingency (30% 
for options 1 and 2; 20% for 
option 3) 

$5.7 million $8.1 million $7 million 

Project contingency 
(10%) $3.6 million $5 million $6.2 million 

Total Project Cost $39.8 million $55.9 million $68.4 million 

Net Present Value* $60.9 million $77 million $68.4 million 
*Note: Options 1 and 2 would extenc the life of the facility by approximately 30 years, at which 
time a replacement is likely to be required. The net present value calculation adds the discounted 
value of that future capital outlay to provide a comparative in current day dollars. 

Funding Options 
There are a number of funding options for Council's consideration. Due to the size of this capital 
investment, without significantly impacting the overall capital program, external debt funding over a 
20-year term is recommended. This would require electoral approval. Staff would also explore grant 
opportunities to offset some of the costs, but at this point no such funding has been factored in. 
Also, due to the previous Council motion to limit partnerships to only public entities, and based on 
the preliminary exploration of such opportunities, no such funding has been factored in. 

1. Fully Fund Through External Debt 

This option would not impact existing reserve funding, however would result in the highest 
property tax increase. 

2. Partially Fund Through the Buildings and Infrastructure Reserve and Partially Through 
External Debt (Recommended) 

Since this is an existing facility that currently receives upgrade funding from reserve, the 
recommended option is to use a combination of existing funding and debt. The Facilities 
Condition Assessment Report indicates that to keep the facility operational, an annual 
investment of approximately $1 million would be required. This funding option suggests using 
$10 million from the Buildings and Infrastructure Reserve (the equivalent of the minimum 
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required investment for the current facility over the next 10 year period) and the remainder 
through external borrowing. This reserve has an estimated 2017 ending balance of $30 million, 
with a current annual contribution of $5.6 million and a minimum balance requirement of 
$8 million. 

3. Partially Fund Through Gas Tax Reserve and Partially Through External Debt 

With the new Gas Tax Agreement, additional project streams were added as eligible under this 
program, including recreation facilities. However, funding from this reserve is currently being 
used for both the Biketoria implementation and David Foster Harbour Pathway, and those 
projects will require additional funding to complete. Therefore, this option is not recommended. 

The following table outlines the property tax impact of each funding option for each facility option. 
Assuming a mid-2018 construction start date, it is anticipated that the tax increase would be 
required in 2019, 

Retrofit Renovation and 
Expansion 

New Facility 

Tax Increase Required to Fully Fund 
Through External Debt 2.2% - 2.4% 3.2% - 3.4% 3.9% - 4.2% 

Tax Increase to Partially Fund Through 
Buildings and Infrastructure Reserve and 
Partially Through External Debt 

1.7%-1.75% 2.6% - 2.8% 3.3% - 3.5% 

Tax Increase to Partially Fund Through 
Gas Tax Reserve and Partially Through 
External Debt 

2% - 2.15% 2.95%-3.15% 3.7% - 3.95% 

Each percentage increase in taxes is equivalent to approximately $23 to the average household. 

It is also important to note that the Capital Regional District (CRD) are phasing in the cost of a 
sewage treatment facility (started in 2013). While we currently do not have the final numbers from 
the CRD, based on available information and once fully implemented, the estimated annual impact 
on a household is in the range of $350 to $400. 

Additional Considerations 

Construction Period Service Interruption 

The length of service interruption associated with each option under consideration will have a 
significant impact on long term use. Experience suggests that users will go elsewhere or cease to 
swim, and it can take up to one full year to entice existing patrons back unless the pool has some 
significant new features. 

Partnership Potential 

The project team has evaluated the potential for partnerships with external parties, some of which 
may be viable considerations, depending on the preferred facility option. Further information on 
these opportunities is provided in Attachment F. 

Of note, Council had previously directed staff to explore the potential for a partnership with the 
Greater Victoria YMCA, in regards to the long-term planning for Crystal Pool. While there is strong 
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interest in collaboration relating to programs for the community, collaboration relating to facility 
development or operation of a new pool in Victoria are not areas of immediate interest for the 
Greater Victoria YMCA, which has recently opened a new regional facility. 

Transportation Demand Management 

Insufficient on-site parking for vehicles was one of the issues raised by facility users during the 
public engagement. Additional work is required to examine options to address this issue, however, 
the implications vary depending on the facility option chosen. 

Crystal Pool is well connected to the public transit network with a bus stop in close proximity along 
Quadra Street. Moreover, the current site is accessible from the nearby cycling network 
connections on Vancouver Street. 

Sustainability, Efficiency and Greenhouse Gas (GHG) Emissions 

Sustainability is a consideration in regards to both environmentally conscious construction and 
efficient facility operation. However, in order to achieve an optimized solution, it is of fundamental 
importance that the key determining factor to assess the sustainability of a development is defined. 
Information provided in Appendix F provides further detail regarding two such factors; energy 
efficiency and greenhouse gas emissions. 

Elector Assent for Borrowing 

There is a significant amount of external borrowing required with each of the potential options 
presented. As the magnitude of funding required exceeds the City's authority to borrow without 
elector assent, there are two options available to consider; an alternative approval process (counter 
petition), or a city wide referendum by voting. 

The alternative approval process or counter petition, involves at least 10% of the City's eligible 
electors petitioning against the proposed borrowing bylaw. If this were to occur, a referendum 
would be required in order to place the borrowing request before the electors. In the absence of 
the minimum 10% counter petition, assent would be deemed to have occurred. 

In the city wide referendum, any eligible elector is entitled to vote on the proposed borrowing. To 
achieve assent a majority of votes must be in favour of the proposal. In either process, assent is 
required to borrow although the results of the process if affirmative, are not binding on Council to 
proceed. ' 

The implementation plan referenced above would include the process and timelines around 
obtaining elector assent. Staff recommend that Council provide direction that a referendum process 
be utilized for any borrowing related to the project. 

OPTIONS & IMPACTS 

The options and related key considerations to assist with determining a preferred option are 
summarized in the table in Appendix G. Three options have been prepared for Council's 
consideration. 

A - That Council direct staff to prepare an implementation plan for Option 1: Retrofit of 
Existing Facility 
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If the primary consideration for determining the preferred facility option is the overall cost, then the 
retrofit option would be acceptable, as it addresses certain improvements and provides additional 
life to the existing building. This approach would not address the current latent demand, would 
result in a long period of service interruption, and carries a high risk with construction. 

B - That Council direct staff to prepare an implementation plan for Option 2: Major 
Renovation and Expansion of Existing Facility 

The major renovation and expansion of the facility would result in an amenity package that meets 
the immediate and anticipated long term service needs, and add new life to the existing facility. The 
high capital cost, long period of service interruption and high risk given the nature of the 
construction, are other key considerations. 

C - That Council direct staff to prepare an implementation plan for Option 3: New Facility 

The new facility option offers a number of advantages over the two renovation options, although it 
carries the highest project cost. From the perspective of service, this option provides the best 
opportunity to develop a forward-looking amenity that addresses short and long term needs in an 
efficient, customer-oriented design, while retaining access to services for the public throughout the 
construction period. The potential high cost to taxpayers is another key consideration with this 
option. 

Financial Considerations 

Council has received previous reports regarding the current state of the facility, immediate 
investment requirements and the impact of deferred maintenance investment over the lifespan of 
this building. The financial implications for all three of the potential facility options presented above 
are significant. To-date the City has not allocated funds for a major renovation or replacement of 
this facility. The options provided to Council in this report only include the financial implications for 
the size of a facility that the City would need. Should direction be given to pursue any of the 
partnering opportunities, additional funding may be needed to expand the size of the facility to 
accommodate. 

NEXT STEPS 
As noted above, with Council's direction on the preferred option, the project team is prepared to 
commence the development of the implementation plan immediately and to complete the Feasibility 
Study by the end of the first quarter of 2017. Following the presentation of the Feasibility Study to 
Council, staff would update the project team and structure in advance of executing the 
implementation plan. 
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Respectfully submitted, 

4_ 

Thomas Soulliere 
Director 
Parks, Recreation and Facilities 

Susanne Thompson 
Director 
Finance 

Report accepted and recommended by the City Manager: 

Date: 
November 25, 2016 

Attachments: 
A: Draft Feasibility Study - Section: Context for Planning Aquatic Services 
B: Draft Feasibility Study - Section: The Existing Situation 
C: Draft Feasibility Study - Section: Input from User Groups and General Public 
D: Draft Feasibility Study - Section: Future Needs 
E: Draft Feasibility Study - Section: Optional Responses for Future Need 
F: Draft Feasibility Study - Section: Additional Criteria Informing a Decision 
G: Draft Feasibility Study - Section: Decision Support Summary Matrix 
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