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EXECUTIVE SUMMARY.
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The desired outcomes of this work intend to provide the following information to support and
inform future regional discussions and decision making.

Assessment of current facilities and programs

Identification of community needs and preferences

Strategic recommendations for facility and program development
Financial feasibility and sustainability

Roadmap for implementation

Enhanced accessibility and inclusivity

Promotion of health, wellness, and social cohesion

Support economic development and tourism

Environmental stewardship and sustainability



Currently the region is well serviced by recreational amenities with particular strength in indoor ice arena
facilities, indoor curling facilities, and outdoor field and park spaces. The region has a noticeable gap in
indoor aquatics facilities with specific focus on leisure aquatics, limited indoor field and racquet sport
opportunities, and limited indoor walking track amenities. It should be noted that most facilities within the
region are nearing end of life based on the Canadian Infrastructure Life Expectancy Guidelines.
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Strong utilization at peak time, market standard utilization at non-peak time and cost recovery
position that is slightly below market expectation but impacted be economic pricing. Strong annual
visitation and community use.

Centennial Gymnasium

Social Centre

Vegreville Multiplex

Fitness Centre & Dance Studio (Recreation Admin)
Aquatic Centre

Wally Fedun Arena

Annual Visits (2023)

I 12,600.00

I 21,840.00
I 26,400.00

I 54,000.00

- 10,000.00 20,000.00 30,000.00 40,000.00 50,000.00 60,000.00 70,000.00 80,000.00

Facility Name Annual Revenue Annual Expenses Annual Earnings/Loss |Cost Recovery or Profit Peak Time Utilization (%) Non Peak Time Utilization (%)

Wally Fedun Arena $ 122,583.00 |$ 514,727.00 |-$ 392,144.00 24% 88% 15%
Aquatic Centre $ 273,241.00 | $ 962,768.00 |-$ 689,527.00 28% 95% 95%
Fitness Centre & Dance Studio (Recreation Admin) |$ 330,141.00 |$ 369,443.00 [-$ 39,302.00 89% 80% 80%
Vegreville Multiplex $ 46,895.00 |$ 200,954.00 |-$ 154,059.00 23% 30% 5%
Social Centre $ 53,362.00 |$ 180,076.00 [-$ 126,714.00 30% 65% 25%
Centennial Gymnasium $ 21,210.00 |$ 157,509.00 [-$ 136,299.00 13% 50% 10%
Riverside Ball Park $ 4,840.00 |$ 57,712.00 |-$ 52,872.00 8% 90% 10%




An in-person and virtual community engagement process was facilitated in alignment with 1AP2
best practices. 677 on-line surveys were completed and 140 people attended community open
house sessions.

The vast majority of respondents were active users of current recreational amenities. The following
recreational priorities were provided through the public engagement process.

Indoor Walking Track
New Aquatic Facilit
Indoor Sport Courts

Multi-Use Indoor Turf

Upgraded Fithess Centre

New Indoor Ice Facilit

69%

66%

66%

62%

60%

52%



Based on a blended assessment of utilization, current asset condition, public
engagement, and access to alternative facilities the following table highlights the priority
decision making model to support a phased approach to future facility planning.

Priority Percent
92%

ally Fedun Arena
38%
ithess Centre 50%
Social Centre 48%
alking Track 87%
ield House 90%

M
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Concept Plans &
Phasing.
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Based on the assessment of current
asset condition, community
feedback, and marketplace analysis
the project team is recommending a
phased approach to the
development of a proposed Regional
Recreational Facility. This will support
the replacement existing aged
infrastructure that is in a critical
position, enhance priority
recreational amenities as identified
by the community and supported by
research, and manage capital
investment over a prolonged period.
A phased strategy that over time will
centralize core recreational
amenities is the recommended
approach.

Phase 1
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Full Phase Site Model.
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Multi-Use Fieldhouse Options.
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Concept Facility Layout. c..,
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Concept Facility Layout. c..cusmm
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Description: Exterior rendering showing a community plaza between the

parking lot and the main entrance of the facility. Low level windows provide
a glimpse into the pool with the lineal lobby connecting the field house
further to the south.




Capital Cost Model and
Funding Approach.
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The following summarizes
the estimated construction
value of high-level
components for the
proposed facility as shown.
All values listed should be
considered as a Class-D
estimate (+/-25%) and
level of accuracy and
represented in 2025-dollar
values.

O L3 O

Fieldhouse

Site Works

Total Area (m2)

Class D

Estimate $17,500,000 $4,500,000

Project Soft Costs $15,750,000

Project Contingency $7,875,000
FFE (Furniture, Fixtures, EQuipment) $2,625,000
Consultant Fees (10%) $5,250,000

Land Aquisition Land Owned by Town of Vegreville




It will be important that the regional community consider a collaborative approach to
advancing this project, should this direction be deemed the most advantageous for the Region.

With a regional commitment to the project and the ability to show commitment to investment in
the capital program, the project leadership will be in a position to engage other levels of
Government.

The Regional community should be in a position to clearly articulate a commitment at a
minimum of 30% of the total capital cost through direct investment and/or a combination of
direct investment and debt.

With a 30% Municipal funding model in place, the project team should target 30% from
Provincial sources and 30% from Federal programs.



Capital Funding Approach.

REGIONAL RECREATION FACILITY FUNDING
FORMULA

Collective
Support

With the feasibility study
finished, it's essential to
establish a position for
regional collaboration and
support for the proposed
project. Most importantly,
validating public backing far
the ongeing developreant of
this initiative will be crucial.

This report and associated
presentation material will be
helpful in fundraising.

Municipal
Funding

The goal should be to achieve
@ 30% Municipal Cantribution
from Regional Investment. This
target must also encompass a
commitment to financing
sustainable operations and
lifecycle management.
Municipal funding should aim
for 30% frorm various sources,
including direct capital, tax
incremental investments,
potential developrent levies,
and debt servicing.

Provincial
Funding

Provincial funding should aim
to cover 30% of the project
cost, and it may be necessary
ta explore various grant
funding opportunities to reach
this level of support and
involvement. For the project to
succeed at the provincial level,
it is crucial to clearly outline its
long-term regional benefits
and the importance of
colloboration.

Federal
Funding

Federal funding has
histarically provided various
opportunities aimed at
promoting enhanced green
buildings, boasting
community benefits, and
fostering innovation and
technology. Federal and
provincial funding are aligned
through grant pragrams. The
project should target 30%
investment at this level.

Fundraising
and Private

Commitment
Demaonstrating private
investrment is essential for
other commitments.
Cantributions from user
groups, charitable recreation
programs, private sponsors,
and corpordte donations will
significantly strengthen the
project position. This funding
initiative should be considered
at 10% of the overall project
cost.

architecture + urban planning



The Capital Project is proposed to cost $562.5 M for base construction costs, with $8 M anticipated
for Furniture, Fixtures, and Equipment as well as consultant fees. These values do not include @
potential project contingency and are based on current market rates. It should as such be
expected that a contingency budget will be defined in the final project scope, and inflation will
impact the total project cost based on timing.

Regional Investment Total Project Cost (2025 Municipal Contribution Value

20% [ 60,500,000.00 $ 12,100,000.00

30% [ 60,500,000.00 $ 18,150,000.00

40% [ 60,500,000.00 $ 24,200,000.00

50% [ 60,500,000.00 $ 30,250,000.00

Estimated Capital Project Cost (2025) = $60,500,000

Regional Investment (%) Regional Investment ($) Debt Servicing Total Cost
20% $ 12,100,000 $ 19,862,785 $ 31,962,785

30% $ 18,150,000 $ 29,794,177 $47,944,177
40% $ 24,200,000 $ 39,725,570 $ 63,925,570

50% $ 30,250,000 $ 49,656,962 $ 79,906,962



Based on an average household assessment of $260,920.00 for the community of Vegreville and
based on the 2025 tax rate the following table outlines the cost impact to the residential rate

payer. It should be noted that the data in this table is based on current average household

assessment, current population, and facility and operational modeling proforma that will need to
be adapted based on actual time. This should be considered an assessment based on 2025

modeling and tax proforma.

2025 Taxes 2025

2025 Taxes 2,161.93 8.2858
2,269.09 107.16 8.6965
2,376.28 214.35 9.1073
2,483.44 32151 95180
2,590.62 428.69 9.9288
2,697.78 535.85 10.3395
2,804.97 643.04 10.7503

www.orangecrow.ca
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Proposed Operating
Model.
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Governance and Operating.

For budgeting and planning purposes,

I t t w two operating models were considered:
ntegrated.
VS

« Integrated: The facility operations
would be incorporated within the
existing Town of Vegreville model,

Indemndent functioning under a regional
@ agreement.
+ Independent: The facility operations
and governance would operate

OPERATING MODEL independently, guided by a

memeorandum of agreement
established by the owner.

KEY CONSIDERATIONS INTEGRATED INDEPENDENT

Governance

Might necessitate an Independent Board of Directors. :

Senior Independent Leadership Team
Requires Joint Steering or Oversight Committee

Labour Structure

Demands a self-sufficient Leadership Team
Integrated Leadership Team with Town
Collective Bargaining Agreement

Cost Structure

Rising structure of labour costs

Operational costs

Capital Maintenance costs

Enhanced opportunites for grants and sponsorships

Operational Impact

Entrepreneurial Mindset
Targeted areas of responsibility
Improved recreational coordination




The project team evaluated potential operational models and recognized considerable
operating and financial efficiencies could be recognized by integrating operations within an
existing municipal administrative framework.

Labour Model - Integrated vs.
Independent

Proposed Regional Recreation Centre Structure

[ $1,593,795.84
Admlnlmu n Services Aquatlcs Manager on'::::':s

There could be a | Head Lifeguard | Head of Facility Senior Operators
chance to integrate Reservations

Assistant Head
Guard

Considerations — Full Time Operators

L Programing Lead Part Time Operators

O Integrated Labour Model @ Independent Labour Model

— Full Time Guards

L Part Time Guards

Phase 1 - Proposal Aquatics Multi-Sport Field House Indoor Play and Track




The project will require a projected additional investment of $935,136.00 per operating year.

The following budget was prepared on baseline operations from Clareview Recreation and Tri-Leisure Centre Models

Projected Annual Operating Budget (2024 Rates)

Revenue
Aquatics Revenue $ 858,700.50
alking Track Revenue $ 134,513.17
Field House Revenue $ 423,033.33
Child Play Revenue $ 147,147.00
ISponsorship/Naming Rights Aquatics $ 50,000.00
ISponsorship/Naming Rights Walking Track $ 10,000.00
ISponsorship/Naming Rights Field House $ 25,000.00
ISponsorship/Naming Rights Child Play $ 8,000.00
Advertising $ 18,000.00
Rentals (Lockers, Equipment) $ 13,650.00
Total Projected Revenue $ 1,688,044.00
Expenses
Labour (Integrated) $ 1,374,464.00
Benefits $ 219,331.00
Overtime $ 47,813.85
ISponsorship Fulfillment $ 23,250.00
Advertisement Costs $ 6,300.00
Maintenance ($57.12 square meter) $ 547,723.68
IAquatic Chemical and Plant $ 210,000.00
Utilities ($46.38 square meter) $ 444,691.44
Insurance ($26K Month) $ 312,000.00
IContracted Services $ 50,000.00
Allocated Contracted Services $ 30,000.00
Training $ 24,000.00
Bank Fees $ 15,633.94
IAdministrative Fees $ 7,500.00
Total Projected Expense $ 3,312,707.91
Earnings or Loss $ (1,624,663.91)
[Cost Recovery Position 51%
Current Aquatic Centre Loss $ 689,527.00
Variance $ (935,136.91)

$(1,624,663.91)



It is anticipated that the additional leisure amenities within the aquatic centre and the addition
of new services from indoor walking, indoor field house, and indoor child play amenities will
support greater access and utilization to recreational amenities.

Annual Active Utilization by Facility
120,000.00
110,446.00
100,000.00
82,110.00
80,000.00
60,000.00
41,769.00
40,000.00 32,487.00
- .
Projected Aquatics Utilization Projected Walking Track Utilization Projected Field House Utilization Projected Child Play Utilization




Economic & Tourism
Impact.
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Utilization Model by Facility.

ECONOMIC IMPACT
REGIONAL RECREATION CENTRE - VEGREVILLE, AB

GDP (Output $) Budget (2028)
30000000
25000000
25000000 Q $56,000,000
15000000
10000000
5°°°°°g Jobs Created

Labour Income

$14,212,121




The following outcome considers the ability to host a 10-team tournament with 2 out of 10
traveling from more than 300 Kms, and the remaining teams travelling from less than a 300 Km
drive. Sport Tourism is a considerable driver to the visitor economy and the proposed facility will
offer the Regional Community immediate recreational enhancement and the ability to compete
for sport tourism and hosting opportunities. This is the economic impact model for a 10 team
youth tournament hosted in the Vegreville region.



Recommendations.
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A Roadmap Forward. 1t

RECOMENDATIONS Funding, Costing,

Construction.
ROAD M A P' Communication Wwith a finalized plan established and ¢ regional

and Feedback. collaboration strategy ready, start communicating the
proposed plan to other government levels. Investigate
Given that this project has a regional focus, it is grant funding opportunities, set critical project
R recommended that the Steering Committee milestones, stay mindiul of costs, adopt a regional
Site, Scope, formaily presents this report to ecch of the perspective, and progress vaith construction. If funding
A Regional Communities in an appropriate allows, think about moving forward with the schematic
FIeXIbIIIty and forr?‘nat. Following the presentutFi’Ensr:o the design to ensure cost certainty.
Efficiency. Councils, the Steering Committee should
arrange regional engagement sessions to
Itis recommended that the Steering confirm the proposed program and concept.
Committee finalize both the Site and Collecting feedback during these sessions is
Project Scope. As the praject plan vital, as it will significantly influence the final
develops, it's crucial to maintain a
focus on multifunctional flexibility,
efficient conversion, and cost-
effective design solutions.

A Regional

éﬁ) Agreement Formula.
r_ﬂ D D The Steering Committee is responsible for
@ _] guiding the development of Regional Capital
l / and Operating Agreements for the proposed
& facility. Additionally, the Cormmittee should
, establish a Governance Structure for the

Flanned Facility.




The project team developed 13 recommended outcomes for the consideration of the Steering
Committee and in support of advancing the proposed plan. These recommendations are as
follows:

. That the Regional Community
on the site with primary access from 55t Avenue and secondary access from
60th Street.

2. That the planned facility be considered in , with the first
phase including an Aquatic Centre with leisure aquatics, a Multi-Sport Field House
(Poured Floor), a walking track, and a child mind/play facility. This development should
occur with site integration to support the field infrastructure today and into the future as
well as connectivity with the neighbouring community and educational partners. The
phased planning should additionally consider minimizing the disruption to operations
as future phased are advanced.

S That each element within the planned facility be developed to
, and be developed with energy efficient
and cost-effective solutions.



That this final plan be
by the Steering Committee at a future Council meeting.

That this final plan be in a series of open houses
and that feedback be requested and the results be considered to enhance the final
project definition and define current community support.

That the Steering Committee begin the process of

that outlines the regional toa
potential capital Regional Recreation Facility. Once in place, this commitment should be
used to evaluate the funding requirements from other levels of Government as well as
the potential debt requirements and servicing needs.

That the Steering Committee explore best practices in Regional Recreation Facility
Governance and align on the for the proposed
Regional Recreational Facility.



10.

That the Steering Committee begin the process of drafting a

that outlines the regional commitments to
promote the sustainability of future project operations over the life of the project. This
should additionally include a commitment to

Once public support is validated, and a regional agreement for capital and operating
models is achieved, the Steering Committee should develop an overview proposal and
actively (through the appropriate
channels) with the purpose of

that may exist. The Steering Committee may wish to
formalize a Government Relations partnership to advance this proposed work.

That the Steering Committee to

pursue possible capital funding opportunities for the proposed Regional Recreational
Facility.



11.

12.

Ja

That the Steering Committee establish projected timelines for the advancement of the
Capital Plan and construction. If funds are available, it would be advantageous to

and planning. This process will support future cost modeling and goal setting to
evaluate project success and support the management of investment in current
recreational infrastructure.

That the Steering Committee (either

on the proposed Regional Recreational Facility to ensure that total project
costs remain current and well understood by the Committee, community, and
municipal partners.

That the Steering Committee and each individual Municipality continue to work in the
spirit of . This should include
the coordination of current regional recreation offerings, the management of aging
regional recreational infrastructure, recreational programing, and scheduling and
lbooking coordination.



The following table outlines the strategic next steps supporting the advancement of the
Regional Recreation Facility Planning with anticipated timelines for each stage:

greville Regional Recreational Facility Project Milestones

Project Task Timing (Months

Steering Committee Approval and Acceptance of the Report
Stakeholder Communication and Approvals

Communication

Community Engagement and Feedback
Project Update and Revision Post Stakeholder and Community
Engagement

Regional Collaboration Model Capital Project Agreement

Regional Collaboration Model Operational Agreement Regional Collaboration and Participation Model

Steering Committee Governance Model Agreement
Capital and Operating Financial Model Update
Government Engagement and Funding Support
Grant Acquisition Financing and Funding

Financing Model and Approval to Proceed

Concept Design and Program Refinement

Detailed Design and Construction Documents - -
Design and Construction

[1]

N
o

Tender, Contractor Award, Pre-Construction
Construction

N

Commissioning Opening



T h q n k y O u WWW.0rangecrow.ca

treid@orangecrow.ca

780.667.623]
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