- R e ————
| S M -
e - —
- e R N R,
~ . o '“' - -

North Atlantic
Oceanarium

Preliminary Feasibility Study

Wild Islands Tourism

Advancement Partnership

GROUP
& ekistics plan+design

CONSULTING INC




GROUP

CONSULTING INC

March 22, 2019

Mr. Gordon Hammond
Wild Islands Tourism Advancement Partnership (WITAP)
Email: midpoint@ns.sympatico.ca

RE: Report for Preliminary Planning Services - North Atlantic
Oceanarium

Dear Mr. Hammond,
Ekistics Plan+Design and Group ATN Inc. (GATN) are pleased to provide

this report outlining the preliminary feasibility analysis and planning for
the proposed North Atlantic Oceanarium.

This study will support the Wild Islands Tourism Advancement
Partnership’s efforts to determine the feasibility and viability of the
proposed Oceanarium, while providing direction on location, construction
costs, operations, marketing, and general development of the facility,
leveraging the input of the Committee and several well-aligned case
studies.

The team appreciated the opportunity to meet with members of WITAP
and other Steering Committee members, and to receive input and
feedback throughout the process. The ideas and suggestions provided have
been incorporated in this report.

This has been an extremely interesting and rewarding assignment. Our
team appreciates the opportunity to participate in this ambitious well
thought out and well networked undertaking designed to support further
economic development of the Eastern Shore.

Sincerely,

Rob LeBlanc, CEO Thomas McGuire, Vice President
Ekistics Plan+Design Group ATN Consulting Inc.
1Starr Lane, Suite 206, 5571 Cunard Street
Dartmouth, Nova Scotia Halifax, Nova Scotia

Tait: rob@ekistics.net Email: mcguire@groupatn.ca
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Introduction

The Wild Islands Tourism Advancement Partnership (WITAP)
engaged Ekistics Planning and Design and Group ATN
Consulting Inc. (GATN) to provide preliminary feasibility
analysis and planning services for the proposed development
of a North Atlantic Oceanarium (NAO).

Through the NAO, the WITAP is seeking to capitalize on the
archipelago of approximately seven hundred and fifty near-
shore, “wild islands”, with Musquodoboit Harbour, Sheet
Harbour and Sherbrooke as the primary visitor-service points.

The development of the destination will contribute to a long-
term economic foundation for the Eastern Shore with a focus
on organic growth, “international quality”, sustainability,
and a low-impact / high-return product development
strategy.

The potential for the area to be identified as a potential
Marine Protected Area, the first coastal Marine Protected Area
in Nova Scotia if approved, is another significant factor that
could complement the area’s status as host of the NAO.

Collectively, the islands and the surrounding pristine waters
provide a significant opportunity to develop a sustainable,
top quality, eco-tourism destination.

The examination of the preliminary feasibility of the NAO also
occurs while the WITAP is working on a Master Development
Plan for the region. Elements of this Master Development Plan
align well with the NAO.
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*The operational plan did
not contemplate a full time
operation mainly due to the
proposed NAO approach to
catch and release in an effort
to minimize the impact on
the marine life being
exhibited, emulating the
Ucluelet Aquarium in BC. As
well, the seasonal operation,
at least for the near term,
would be better aligned with
the seasonal rhythm of
existing Eastern Shore visitor
services and the cycle of
student employment
assumed in the operational
plan.
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Project Objectives

At a high level, the goals of the preliminary feasibility study
include:

Provide capital (including access, services, structure, exhibits,
aquariums) and operating (including seasonal* and open year-
round) Class D estimates.

Identify several potential locations with some site selection
criteria and a high-level cost estimate for site construction.

Undertake a case study approach to inform the feasibility
analysis for the envisioned oceanarium, recognizing that an
oceanarium would have capital costs related to its unique
features.

Develop case-study and local research-based estimates of
attendance and visitation; and

Review potential sites within a 30-minute drive from Sheet
Harbour and assess whether or not suitable sites exist and
their initial relative ranking (recognizing that this assessment
is very preliminary).

Within this, the vision for the oceanarium is that it would include:

Aquaria with local species

A panoramic island-viewing platform

A marine/field station research component
A public access wharf and boat launch
Interpretive programming; and

Visitor services.

© 2019 Ekistics Plan+Design
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Scope of Work

The work tasks for this project included the following:

Project initiation and orientation launch meeting

Area and resource familiarization; and document
review, research and analysis

Case study review and compile case study summary
Review of existing museums and facilities in Nova Scotia
Review of visitor traffic

Site selection and analysis

Development of a Preliminary Feasibility Analysis, and

Reporting.

Organization of Report

The organization of this report is as follows:

Section 2 and 3 present the key takeaways from the case study
analysis and the oceanarium concept.

Section 4 includes an analysis of visitation and
accommodations.

Section 5 illustrates the site selection and NAO programming.
Section 6 addresses the organizational structure.
Section 7 provides the financial analysis; and

Section 8 and 9 propose potential community partnerships
and the conclusions, respectively.

© 2019 Ekistics Plan+Design
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Lessons Learned

Purpose

The purpose of the case study assessment was to identify lessons
learned and leading practices to inform the overall feasibility
analysis of establishing a North Atlantic Oceanarium on the
Eastern Shore of Nova Scotia.

Methodology

The selection of case studies candidates for the North Atlantic
Oceanarium Feasibility Study included two steps. In the first step,
a list of diverse cases was gathered for review, while the second
step included the ranking and selection of four case studies to be

We conducted in- explored in greater detail.
depth case studies on
Ucluelet Aquarium,
Mount Desert What is an Oceanarium?

Oceanarium, Woods
Hole Ocean Science Oceanariums vary widely in terms of size, scale and constitution.
Discovery Centre, and They can be focused primarily on exhibits, or they may include
the Wild Atlantic other components, such as walking trails, boat tours and research
Way. affiliations. The vision for the North Atlantic Oceanarium is multi-

faceted, and as such the Team examined a variety of oceanariums
as well as other types of sites, including aquariums, scenic driving
trails and interpretation centers. In partnership with the Steering
Committee, we narrowed our study down to four sites that we
conducted an in-depth analysis of, using online secondary research
supported by phone interviews where possible. The four in-depth
case study were: Woods Hole Ocean Science Discovery Center &
Gift Shop (Woods Hole, USA), Mount Desert Oceanarium (Maine,
USA), Wild Atlantic Way (Ireland), and Ucluelet Aquarium
(British Columbia).

These case studies (detailed in Appendix A), inform the key
takeaways outlined below that will guide the planning process for
the NAO.

© 2019 Ekistics Plan+Design
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Lessons Learned

Key Takeaways

Organic Growth Organic growth is important. The Ucluelet Aquarium and the
Mount Desert Oceanarium grew organically in step with
increasing visitor interest. The Ucluelet Aquarium was initially set
up in a temporary facility, moving to a permanent building as
admission revenues increased over time. Similarly, the Mount
Desert Oceanarium was initially housed in an affordable building
with rudimentary plumbing, and upgraded after several years of
operation.

Local Fisheries Local fisheries support in necessary. Both the Woods Hole
Ocean Science Discovery Center and the Mount Desert
Oceanarium credited their relationships with local fishers as
being pivotal to the success of the sites. Woods Hole indicated
that they invested significant time and effort into building
relationships with local fishers to ensure that their Center would
contribute to fisheries sustainability while enhancing information
exchange.

Research Build a strong relationship with the academic community. As
the Woods Hole Science Discovery Center is backed by the Woods
Hole Oceanographic Institute (WHOI), research is a driving factor
for establishing the Center. Ucluelet Aquarium and Mount Desert
Oceanarium also have strong ties to the academic communities in
BC and Maine, respectively. The Mount Desert Oceanarium hires
university interns, supporting their scholarship and research
experience before they pursue PhD programs.

Offerings Provide diverse experiences. Wild Atlantic Way (WAW) runs
from Donegal in northwest Ireland to Cork in the southwest. As
such, it spans an incredibly diverse geographic landscape, as well
as many culturally diverse towns. In addition to the the endless
look-offs, trails and beaches, visitors can explore the music, food
and heritage of the nine counties that comprise the WAW, as well
as other tourism experiences offered along the route. It appeals
to many different types of travelers, from “foodies” to hikers to
history buffs to Instagramming millennials.

© 2019 Ekistics Plan+Design
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Key Takeaways (continued)

Wow Factor Deliver the “Wow" factor. The Wild Atlantic Way spans
2,500km of rich coastline landscapes, and is marketed as such.
To stand out in a tourism market full of many experiences, the
WAW was branded as one destination comprised of 6 regions,
9 counties, 200 Discovery Points, and many other affiliated
tourism experiences along the way. Unifying the west coast of
Ireland into an amazing tourism destination allowed the WAW
to create a scale and depth of experiences that would not
otherwise be achievable if each destination was marketed
separately.

»>) GROUP © 2019 Ekistics Plan+Design
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The WITAP's concept is an oceanarium “centrally located
on a coastal headland where visitors can experience both
the Wild Islands Archipelago and the wild North Atlantic
while being no more than 30 minute drive from private-
sector visitor services in Sheet Harbour.”

NAO Society Organization

The North Atlantic Oceanarium is wholly owned and operated
by the North Atlantic Oceanarium Society (NAQS),
incorporated as a Non-Profit Society under the Societies Act of
Nova Scotia.

Objectives of the NAOS

On a volunteer and non-profit entity, the objectives of the
Society are:

= To observe, acquire, conserve, research, document,
communicate, interpret, publicize and exhibit, for the
purposes of study, public understanding, appreciation and
enjoyment, the Northwest Atlantic ecosystem and its
economy, all in an ecologically sustainable manner and on
a financially sustainable basis.

= To acquire by way of grant, gift, purchase, bequest, devise
or otherwise, real and personal property and to use and
apply such property to the realization of the objects of the
Society; and

= To buy, own, hold, lease, mortgage, sell and convey such
real and personal property as may be necessary or
desirable in the carrying out of the objects of the Society.
Provided that:

* The society shall not carry on any trade, industry,
or business; and

* Al funds shall be used solely for the purposes of
the Society and the promotion of its objects.

© 2019 Ekistics Plan+Design
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NAOS Vision

The North Atlantic Oceanarium is widely recognized as one of
the best community-owned oceanariums in the world.

NAOS Mission

The North Atlantic Oceanarium will communicate to its
visitors, in an accessible and authoritative manner, the
ecology, economy and sustainability of the Northwest Atlantic
- above, at, and below its surface.

NAOS Guiding Principles

The proposed North Atlantic Oceanarium complements the
ongoing efforts of the Wild Islands Tourism Advancement
Partnership to leverage the “wild islands” archipelago as part
of a long-term economic foundation for the Eastern Shore.
The Development will focus on organic growth, international
markets, sustainability, and a low-volume / high-yield product
development strategy. Accordingly, the Oceanarium will be
guided by the following principles.

1. Offer visitors a unique opportunity to visit, experience,
explore and learn about the Atlantic Ocean and its marine
life.

2. Minimize the ecological footprint by embracing
sustainability and the wildness of the islands, while
appealing to local and international travellers.

3. Provide an iconic and memorable destination through a
design that evokes the ocean setting, the goals and
mission of the Oceanarium, the Oceanarium’s unique
identity, while providing the necessary facilities required by
visitors, researchers and staff.

© 2019 Ekistics Plan+Design
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Compelling
Educational
Raising

awareness

Partnership-
oriented

GROUP

Provide a compelling visitor experience through exhibits,
knowledgeable staff, iconic design, view points, exhibit
spaces that fully leverage the ocean and landscape.

Embrace research activities by providing modern lab
spaces and other supports required by scientists and other
researchers.

Educate and raise awareness about climate change and
its impact on the Eastern Shore and North Atlantic, while
assisting in mitigation and adaptation efforts; and

Nurture and develop innovative partnerships with
stakeholders, champions and businesses to contribute to
local economic development to serve the visiting public in
ways that help grow the local economy.

© 2019 Ekistics Plan+Design
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The following Figure summarizes the strengths, weaknesses,
opportunities and threats of the Eastern Shore as the North
Atlantic Oceanarium location.

STRENGTHS WEAKNESSES

»Wild, unspoiled « Lack of services,
coastline including cellular and
«Variety of activities: internet
hiking, boating, biking, «Outmigration
and swimming « Ageing population
* Alignment with current « Lack of accommodations
ongoing initiatives and other visitor services

OPPORTUNITIES

« Potential for eco-
tourism destination

» Economic development
for area

*New jobs

«Synergies with existing
tourism infrastructure

During the course of this study, the Whale Sanctuary Project
kicked off a series of public meetings along the Eastern Shore in
relation to their mission to establish seaside sanctuaries. With the
passage of Bill S-203, banning whale and dolphin captivity in
Canada, these sanctuaries would provide a place where whales
and dolphins can be rehabilitated or can live permanently and
autonomously in a natural environment. The project is
considering the Eastern shore as a candidate for a sanctuary. As
this initiative develops, a relationship with the NAO could be
explored.

© 2019 Ekistics Plan+Design
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Visitor
Analysis

e

Tourism Nova Scotia’s report on community visitation from the
2017 Nova Scotia Visitor Exit Survey (VES) provides valuable
context for estimating attendance at the Oceanarium. The 2017
Visitor Exit Survey was administered to visitors exiting the
province during the peak season of June to October 2017.

EASTERN SHORE- CAPTURE
RATE*
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The above Figure indicates that 8% of visitors to NS stopped or
stayed overnight along the Eastern Shore. One-quarter (25%)
of visitors to the Eastern Shore stopped or stayed in the Sheet

Harbour area. Non-resident traffic generally declines beyond
Sheet Harbour. Tourism Nova Scotia estimates that 1.5 million

overnight visitors entered the province in 2017 between June
and October.*

*Please note: Figures for 2018 have yet to be finalized, however
primary figures show that 2018 is roughly on par with 2017.

© 2019 Ekistics Plan+Design
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Visitor
o Analysis

A key take-away for the Oceanarium arising from this analysis
is that the maximum non-resident traffic potentially available
to the proposed attraction is 122,800 for the June to October
peak season.

The actual traffic will be lower, as not all traffic originating in
Halifax will reach Sheet Harbour. Depending on routing, the non-
resident traffic through Sheet Harbour is between 30,500 (25% of
8%) and 122,000 (100% of 8%) or between 200 and 800 persons
per day. The inclusion of Nova Scotia residents will elevate the
traffic potential available to the Oceanarium.

As a benchmark, Memory Lane annual seasonal attendance is
roughly 12,000 with a high proportion of non-resident visitors.

COMMUNITY VISITATION
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Roofed Accommodation
Analysis

In 2016, the Eastern Shore had the lowest number of licensed
fixed roof accommodation properties (36) and units (263) of any
region in the province

Annual room nights sold fluctuated over the past 6 years, with a
decrease of 12% between 2011 and 2016. Occupancy rates
increased due to declining availability. Annual room nights
available declined by almost 25% between 2011 and 2016, while
July, August and September room nights available declined by
22% over the same period. Although this analysis dates back two
years, recent TNS statistics indicate that accommodation activity
in the region has been relatively stable in the interim.
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Room nights sold in the Eastern Shore for May to October were
16,500 in 2016, down 3% from 2011. This equates to 36,300
overnight visitors if room occupancy averaged 2.2 persons per
room. Occupancy rates were 40% in 2016, up from 32% in 2011.
This number would increase somewhat with the inclusion of stays
at unlicensed fixed roof accommodation (e.g., Airbnb).

© 2019 Ekistics Plan+Design
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o Analysis

Room nights sold for the July to September period were 11,000 in
2016 - down 7% from 2011. Occupancy rates were 50% in 2016, up
from 42% in 2011.

Annual Eastern Shore room nights sold were 18,000 in 2016 -
down 10% from 2011. Occupancy rates were 33% - up from 28% in

2011.
Room Nights Sold: Eastern Shore, 2011-
2016
25,000
20,000
o)
—
2
wn 15,000
'_
T
9
Z 10,000
=
o
€ 5000
0
July/Aug/Sept May - Oct Annual Total
2011 m2012 w=2013 ®m2014 m2015 m2016
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4.3

Campground
Analysis

Eastern Shore site nights for licensed campground totaled 25,000
in 2011, with a 26% occupancy rate. By 2016 campground
performance increased for both metrics, with 30,000 site-nights
and a 33% occupancy rate.

The trend for campground metrics for the Region is positive.
Camping site nights increased by 20%. between 2011 and 2016,
while the occupancy rate increased by 7 percentage points over
the same period.

Eastern Shore Campground Nights Eastern Shore Campground
Sold for 2011 to 2016 Occupancy Rate for 2011 to 2016
40,000 40
35,000 35
30,000 £ 30
© ()
3 25,000 & 25
(%] (a2
£ 20,000 > 20
) &
2 15,000 a s
>
10,000 g 10
o
5,000 5
0 0
2071 2012 2013 2014 2015 2016 2017 2011 2012 2013 2014 2015 2016 2017
Year Year

e

Relative to total licensed accommodation activity, camping
accounted for almost two-thirds of all nights on the Eastern
Shore (in 2016).

Combining room and site nights to present a more complete
picture of accommodation activity for the Eastern Shore reveals
that “accommodation nights” increased from 42,000 in 2011 to
46,500 in 2016 - an 11% increase.

© 2019 Ekistics Plan+Design
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Potential

Visitation

Average
visitation in 2017
/2018 at Nova
Scotia Museums
was 22,911, with
rural centers
averaging just
under 11,500

GROUP

It is difficult to predict attendance for the proposed North
Atlantic Oceanarium (NAO) because direct comparison with other
oceanariums are a challenge. For example there are no
comparators for similar markets (i.e., similar distance from an
urban centre of about 500,000). Nevertheless, it is possible to
draw analogies with Nova Scotia facilities such as museums, of
various kinds, that are likely of interest to a similar audience and
are a similar proximity to Halifax, as a means to predict NAO

attendance.

We used several approaches to forecast NAQ visitation, including
the correlation between visitation and distance to urban centers,
transpiration linkages, and other factors. As well, we examined
the attendance trajectory of the province’s newest “museums” -
The Black Loyalist Heritage Centre and Joggins Fossil Cliffs Centre
- as well as the historical trends of a broad range of Nova Scotia

museum’s.
Nova Scotia Museum, 2017 / 2018

195,209

Maritime Mus eum Of The Atlantic
Mus eum Of Natural History
Fish eries Museum Of The Atlantic  n——————————— 69,625
Sherbrooke Village m— 36,292
RossFarm Museum mmmmm 30,098
Highland Village Museum s 24 998
Acadian Village mmmmm 19,207
Museum Of Industry wmmmm 18,453
Uniacke Estate Museum Park wmmm 14,174
HalburtonHouse mwmm 12 741
Fundy Geological Museum mmm 11,703
Black Loydist Heritage Centre mm 8 737
Cossit House = 7,030
Firefighters'Museum Of NS. = 6,207
DoryShop m 5,130
Balmord GristMill m 3,308
North HillsMuseum = 2,989
Fisherman'S life Museum 1 2,674
RossThomson House ® 2,590
Wile CardingMill ' 2,318
]
1
1
1
1
1
1

136,146

Sutherland Steam Mill 2,269
Pres cott House 2,213
1,309
1,191
937
860
177

Barrington W oolen Mill
Lawrence House
McaullochHouse

Old Meeting Ho use
Shand House

150,000 200,000 250,000

0 50,000 100,000
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Potential
Visitation

GROUP

For planning purposes, we conservatively estimate that the
NAO will achieve a range of 10,000 to 15,000 visitors annually.
This assumption is based on careful consideration of the current
performance of all non-urban museums in the province.

It is important to note that this attendance scenario is based on
the assumption that the planned oceanarium provides a
memorable, engaging visitor experience, while encourage repeat
visitation and positive referrals. We also assume that there are
adequate financial resources available within the annual operating
budget to ensure public awareness, particularly social media

awareness.

© 2019 Ekistics Plan+Design
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Site Selection &
NAO Programming

Two working sessions were held with the Steering Committee to
determine the criteria for the Oceanarium site selection and a
possible site development program. Though the feasibility study has
informed the building program, the consultants and Steering
Committee have explored a wide variety of ideas for revenue
generation and anchor attraction. To some extent, the final site
selection will dictate the eventual program for the facility as a result
of external costs including roads, land purchase and services for the
facility.

This Section of the report guides the site selection process for the
facility and ancillary uses should this project advance into the
conceptual design and detailed programming phase. This preliminary
feasibility analysis determined that the Atlantic Oceanarium project
could be feasible if:

= The full capital costs are shared with the 3 levels of government
and private sector supporters.

= The facility was designed to maximize sustainable building
The final site selection practices to minimize energy and long-term maintenance costs.
criteria may evolve

and as the project = The facility is leanly staffed in the high season to reduce

evolves, additional personnel costs.
features and traffic * There are partnerships with other ocean groups such as the
capacity will need to

Cove, other Ocean industries and universities who may benefit

be considered in the - . .
context of the final from the research potential of this remote location.
site master planning = Annual revenue generation break even or exceed staff and
and facility design. building maintenance costs.
= The facility has wider indirect economic spin-offs, including the
gateway to the Wild Islands; and
= The standard of operation of other centers is applied; meaning it
will require some form of support through a provincial funding
program.
@) GROUP © 2019 Ekistics Plan+Design 51
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Site Selection
Criteria

Required
Criteria

GROUP

Through the working sessions, site selection criteria were
developed in order to prioritize candidate sites for this project.
The project partners anticipate that an Expression of Interest (EOI)
for potential sites for the facility would be the next phase of this
project once capital funding seems probable. The EOI would be
communicated to private and public land owners to secure a
potential site for the facility. Though public lands may be the
easiest route to identify a potential site, there are other
important criteria that may not be achieved on public lands. The
EOI process should identify the best suited property, balancing all
criteria, including cost.

The project partners will eventually have to develop a rigorous
ranking system to assess the property options, while
incorporating the criteria outlined below. For the purpose of
demonstrating how site ranking could take place, we have ranked
each criteria using four potential sites which were identified as
areas of interest during this phase of the project. The criteria can
be broken down into two groups: 1) ‘Required Criteria’, criteria
that must be met in the site selection, and 2) ‘Ranked Criteria’;
criteria that can be ranked from low to high. In order to prioritize
the criteria, each criteria is weighted to reflect its importance. See
Table on page 23.

1. Required Criteria. These criteria must be met for the site to be
considered viable. Sites that don’t meet these criteria will not be
considered for the Oceanarium.

= The site must have no less than 60m of ocean frontage and be
within a 15 km radius of Sheet Harbour to maximize the
economic impacts of the facility on the Eastern Shore and
Sheet Harbour area.

= The site must be within 5km of Highway 7 or the Beaver
Harbour Road to ensure the site is accessible from a main
roads.

© 2019 Ekistics Plan+Design
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Site Selection
Criteria

GROUP

Ranked
Criteria

= The oceanfront site must be accessible by an existing asphalt
public road on the mainland within 500m. Sites that are too
distant from a public road or that require substantial road
access investment will create excessive road development
costs. For the purpose of the assessment of access
requirements, about 200 vehicle trips per day (15,000 visitors
/ 5 months / 30 days x 2 arrival and departure trips) could be
used as traffic volumes assumptions.

= |sland locations not connected to the mainland will not be
considered. Tidal estuary or brackish river sites connecting to
the ocean will also not be considered. The site must
experience a full tidal impact.

= Sites proposed for the Oceanarium must not contain any
registered provincial endangered species.

= The minimum site size would be 5 acres or large enough for
septic disposal following Department of Environment
standards.

= Thessite has road frontage or an easement for vehicle access.

2. Ranked Criteria have a weighted scoring system. Criteria with
higher importance are scored higher, reflecting the relative
importance. When scores are totalled, the sites can be compared
with an objective score. The highest scoring site is the most
suitable site.

The Table on the following page details the scoring for each site
under both the required and ranked criteria. More details on the
ranked criteria can be found in Appendix B.

© 2019 Ekistics Plan+Design
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Site Selection Criteria

Taylors  Sober Port
Head Island Back Cove Dufferin

Required Criteria

Site within 15km of Sheet Harbour / 60m of
frontage

Site within 5km of Collector Roads

Oceanarium Site within 500m of public road

Oceanfront site with public road access

No endangered species at development site

location

Minimum 5 acre site

Road Frontage

. . Max Taylors  Sober Port
Ranked Criteria Score Head Island Back Cove Dufferin
Iconic Oceanfront Site (20) 20 20 20 14 18
Lot Price (20) 20 10 10 10 10
Lot Size over 5 acres (10) 10 10 10 6 10
Community Acceptance 10 8.5 6 6.75 7.75
Distance of the Oceanarium site from a Public
Road (10 points). 10 7 0 7.6 0
Local Road or Service Upgrades (10 points) 10 10 10 2 5
Environmental Impact (10 Points) 10 10 10 10 8
Ocean depth for a 75 feet of wharf (10 points). 10 8 10 10 10
BONUS: An adjacent Ecological or Recreational
Amenity (10 Points) 10 10 0 0 0
TotalScore ™ 93.5 76 66.35 68.75
Percent Score 85% 69% 60% 63%

GROUP © 2019 Ekistics Plan+Design
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5.2

NAO
Programming

GROUP

The stakeholder workshops were useful in defining a potential site
program for the future Oceanarium site. Future site development
considerations should include:

Exhibits

Innovative interpretive exhibits (including aquaria and touch
tanks) built into the site and building design.

Fisheries demonstration areas (Mussel socks, bait stations, crab
pots, Lobster traps, etc.) to connect with the local fishing
community.

Coastal sea level rise demonstration - the changing shorelines of
the Atlantic Coast.

Underwater sea cameras.
Coastal reef interpretive exhibit or playground.

Site based map of the islands in bronze or as part of the building;
and

Green building interpretation - The building could be designed
to LEED gold or platinum.

Activities

Trail access to adjacent special features (wetlands, beaches,
outcrops, caves, etc.).

Geocaching.

Walking trails and ocean look-offs - Ideally Tkm of ocean trails
various look-off points with views to the islands, varied terrain,
ecosystems and geology.

Kayak launch and possibly kayak rental; and
A marine themed natural playground.

© 2019 Ekistics Plan+Design
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NAO
Programming

GROUP

Landscape

Art and sculpture - Outdoor art and sculpture would enhance
the trails and outdoor experience at the facility. Ideally the art
would be ocean themed.

Therapeutic garden - A garden that showcases native shoreline
plants found on Nova Scotia’s coastline; and

Rooftop garden and ocean overlook on the roof of the building.

Facilities

10,000 sq.ft. Oceanarium Building

Parking for 20 vehicles and two buses/RV's with expansion
potential for future doubling of parking. Located at least 40-50m
from the building to preserve iconic, wild landscape views.

Outdoor education area and council ring for schools up to K-12
and higher. An outdoor education assembly area with room for
30 students and a teacher close to the building, ideally
overlooking the ocean.

Off-season washroom accessible from inside and outside the
building.

Research facilities for ocean researchers.

Sleeping quarters for researchers integrated into building or as
satellites to the facility. The initial program imagines rooms for
six people in the Oceanarium or as stand-alone facilities nearby

the Oceanarium. For cost minimization, onsite cabins. These
would have to be serviced and accessible by car.

Artists residence to bridge the art and science potential of the
Oceanarium if a funding model could be developed. Arts
philanthropists may fund this portion of the project.

Shared offices for community organizations.
Winter storage space for boats; and

Bicycle rack.

© 2019 Ekistics Plan+Design
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5 o 2 Itllﬁ)gramming

Water Access
\S = 75’-100’ dock to accommodate up to two 30-40’ long vessels.
I g\ The Oceanarium will be the launch point for research vessels,
and for possible access to the Wild Islands by commercial vessels.
This wharf should be planned as a later phase addition to the
overall development.

= Boat launch as part of the wharf facility.

= Kayak launch using floating docks, ideally part of the wharf
facility. If the site has a good beach or kayak launch point, that
would be part of the site program as well; and

= Coast Guard Rescue facilities - This opportunity was shared in
the working session. The centre could partner with the Coast
Guard for boat access. This will require further exploration.

GROUP © 2019 Ekistics Plan+Design
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Draft Building
Concept

e

The future building program needs additional work and
architectural exploration as well as coordination with a more
detailed feasibility analysis to weigh the revenue generating
programs from the non-revenue programs. The preliminary
feasibility study and initial stakeholder workshops identified the
following considerations for the building, although space
planning was beyond the scope of this exercise.

. Hands-on Aquarium and Exhibit Space

©

Classroom, Laboratory and Office Space

K,

N
VN
-

Café / Concession / Gift shop (local gifts)

v

Washrooms (accessible from inside and outside
the building)

N |

-
L]
-

Meeting Facility & Presentation Space

Accommodations for Researchers

)
\J

3

Observation Decks

The next phase of the program will include the more detailed
programming and schematic design phase.
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Preliminary Building
Cost Estimates

GROUP

While the building costs may remain constant from site to site,
the site development costs can vary widely. The cost of an entry
road for instance could cost upwards of $1.5m for a Tkm asphalt
road, so finding a site with ocean frontage close to an existing
public road could be a major factor in assessing the cost of the
facility. Land costs may also vary widely depending on the amount
of land offered for this project. We made several assumptions in
order to prepare a high-level cost estimate for the facility.

We assumed 150m of entry road, a land cost of $300,000 and the
site program described above. The selection of a specific site could
impact site costs by up to 50%. As outlined in the Table on the
following page, site improvements are estimated at $2.1m, with
building improvements at $4.6m. At Class D, a 15-20%
contingency should be added along with tax (15%) and
architecture and engineering costs (12%). The total estimated
Class D cost of the project is $9.6m (2019 dollars).
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Preliminary Building
Cost Estimates

Item Qnt Units Unit cost Cost
Land Costs (assume 10 acres) 10:  /acre $ 30,000 $ 300,000
Clearing and Grubbing 3 acres ; 3 Jacre $ 5,000, $ 15,000
Cut and Fill © 10,0000 cum. $ 15: $ 150,000
7m wide asphalt access road +
electrical/comms 150: m__$ 1,400 $ 210,000
Asphalt Parking Lot (20 cars + 2 buses) 1,100 sg.m. $ 60 S 66,000
Site furnishings (benches, garbage, etc.) 8 ea $ 1,800 $ 14,400
Light Standards at Building and Parking 10 ea $ 8,000 $ 80,000
Natural Playground 1 ea $ 200,000 $ 200,000
30m Wharf 30 /m $ 25000 $ 750,000
Boat Launch T ea $ 40,000 $ 40,000
Floating docks 6 m: S 2,500 $ 15,000
Wood Chip trails 1,000: m $ 30 $ 30,000
Look-Off Structure T ea $ 50000 $ 50,000
Site interpretation 1 LS: $ 100,000: $ 100,000
Trees 20 ea  § 600 $ 12,000
Shrubs 200 _sg.m. $ 9§ 18,000
Sod & Topsoil 2,000 sq.mi $ 17 $ 34,000
Site Signage 1 LS $ 30,000 3§ 30,000
Concrete Plazas 1,000 sq.m. $ 50 $ 50,000
Sub-Total $ 2,164,400

Main Building 1,000 _sgm. $ 2800 $ 2,800,000

Aguarium Fit Up 500 sg.m. $ 2,500: $ 1,250,000

Lab Fit Up 100 _sq.m. _$ 2,000 $ 200,000
Two room Accommodation Cabin (80 sq.m.

ea.) 3 ea $ 120,000 $ 360,000

Sub-Total $ 4,610,000

Total $ 6,774,400

Contingency (15%) ; $ 1,016,160

Tax (15%) $ 1,016,160

Design & Engineering (12% $ 812,928

Total (inc. Tax, Design, Contingency) $

GROUP
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As this project proceeds, the Oceanarium will require ongoing
management and oversight to ensure that any challenges that
arise will be managed seamlessly and effectively. Central to this
process will be strong governance and effective project
management throughout the planning, construction, launch,
activation and growth phases of the NAO.

This Section offers a perspective on governance practices and
options, along with an assessment of the specific project
management challenges of:

= Acquiring a new site.

= Creating the necessary partnerships required to facilitate the
development.

= The development process itself in creating the NAO and its
facility.

= Commissioning the new facility; and

= Working with the community.

Key among our recommendations is that the NAO become locally
managed. We also offer several observations and suggestions to
ensure success along the project planning and development
continuum.

A role for the NAO includes providing enhanced economic
development opportunities for communities along the Eastern
Shore, drawing traffic to support a variety of operations that may
be unrelated to the NAQO's core business but are supportive of the
needs of visitors to the region.

The creation of an Advisory Committee will provide another
avenue to access required expertise.

© 2019 Ekistics Plan+Design
© 2019 Group ATN Consulting Inc.

32



71 Management

GROUP

In addressing governance issues and requirements related to the
Oceanarium, the following factors are raised for consideration.
The timing may change if the proponents of this project choose
to create a project cabinet for implementation of the NAO
development or move to create an NAO Board of Directors.

Assuming the latter:

= Presumably, during development, the project will
managed by the NAO Board of Directors and senior

management aided by NAO staff.

= That said, the Board may wish to establish a special project
oversight committee or executive committee to be available
to the NAO senior team in between Board meetings
throughout the planning and development cycle. This
committee would be empowered by the Board to facilitate
key decision making on matters requiring Board decisions,
including things like cost and risk management, key decisions
on specific project elements, advice and guidance on
contractor/partner  relationship management

personnel issues, among others.

=  This project will require collaboration and partnership with a
developer(s). To support the NAO Board and senior
management team, the NAO may also wish to establish a
purposeful Project Cabinet or reference group that can
provide ongoing advice and guidance, particularly during the
planning phase. This specially constituted group, illustrated
below, ideally would include development experience and
regulatory expertise, dimensions of project development,
architectural expertise, a financial advisor with development
experience, potentially a lawyer, those with demonstrated
business acumen, among other potential contributors.
Specific terms of reference would underpin the Project
Cabinet’'s mission and mandate and ensure that the member
selection process avoided any potential conflicts of interest,
real and perceived. However, its primary focus would be on
providing ongoing advice and guidance to the NAO senior
management team and Board during the planning and
development phases (i.e., advancing the NAO from design to

opening day).
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7 Management

GROUP

=  This Oceanarium will require coordination and collaboration
with funding partners and government officials at all levels.
Considering this, the NAO may wish to establish an Advisory
Committee comprised of Federal, Provincial and Municipal
officials representing funders and program facilitators. This
will ensure an integrated approach to program planning and
development. Like the Project Cabinet, this committee
would have specific terms of reference and would be brought
together periodically to provide advice and guidance on
funding and program design issues.

The Figure on the following page offers a proposed management
model for the overall NAO.

Notably this model separates administrative, commercial
operations from program delivery and client-focused activities
within interpretation, exhibiting, and the like. The chart also
includes other areas of responsibility that will necessarily
accompany the NAO. It is not anticipated that all these positions
will need to be filled at the outset. Rather, they can be staggered
hires brought on at milestones in the overall development. This
chart also incorporates the proposed Project Cabinet and the
Advisory Committee.

Section 6.2 provides more details on staffing and the staffing
plan.
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The NAO Locally Managed Governance Model

NAO Board of
Governors

Advisory Committee
Special Project Cabinet Provincial / Federal /
(To Be Discontinued after : NOA Director / Municipal Government /
Opening) Area Businesses* /
Community Groups

Curator

Collections, Content,
Interpretation and
Technology

Facility Management,
Operations NOA Administration

Visitor Services,

Community Services, Corporate Services Division
Programming

* Drawn from Eastern Shore businesses, tourism and cultural organizations likely to be collaborators with the NAO

As with any development there are always challenges. Good
communication and access to decision makers throughout the
development process will be important. In the interest of good
governance and having a solid frame of reference against which to
measure overall project execution and accountability, if not
completed already, the NAO may wish to develop a project charter
for the overall initiative. This could be a public document available
on the community web site to support transparency and
stakeholder engagement,.

>y GROUP © 2019 Ekistics Plan+Design
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6

2 Specialized Personnel
®

and Duties

Through the development process, particularly near the end, the
NAO will likely want to recruit specialized positions for the
operations. These positions are outlined in the following Table,

reflecting full operations.

Wage
Equivalent (per
Positions hour
Program & Outreach
Coordinator $20
Administrative Coordinator $20
Curator $30
Aquarist $25
Maintenance (Or contract
equivalent) $20
Groundskeeper (Or contract
equivalent $15
Summer Student (for kids
programming) $15
Summer Student (for research) $15

Total Wages & Salaries

Provision for Benefits

Total Wages & Salaries Incl. Benefits
Estimated Provincial Employment
Subsid
Net Wages & Salaries Incl. Benefits

GROUP

Hours
Per Year

1,000
1,000
2,000
1,000

1,500
1,000
1,000
1,000

9,500
14%

Annual

Wages and
Salaries

$20,000
$20,000
$60,000
$50,000

$30,000

$15,000

$15,000
$15,000
$225,000
$31,500
$256,500

$40,000
$216,500

The overall staff compliment, outlined above, is designed to be
scalable and responsive to the requirements associated with a
staged and carefully managed implementation plan for the

NAO.
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Project
Cabinet
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In the absence of a hands-on NAO Board, the Committee
advancing the NAO may wish to transition into a Project
Cabinet.

There is a property acquisition phase with all the accompanying
regulatory and government relations dimensions, a construction
planning and execution phase, an important fiduciary and
budget planning/management component and a logistics
dimension relating to managing the transition into the new NAO
facility.

The complexities associated with these processes are
understandably beyond the scope of a volunteer Board of
Directors and a professional staff team. It is for these reasons
that GATN is proposing the establishment of a specially
constituted advisory group to assist and support the ongoing
project management and implementation process.

Terms of Reference (TOR) for the Project Cabinet could include
the following:

Type - A standing Advisory Committee to the NAO Board of
Directors and senior management team.

Purpose - The mandate of the Project Cabinet could be:

= To provide advice to the Board of Directors on overall project
planning and implementation through a balanced
membership incorporating the skill sets and knowledge
critical to ensuring a successful outcome for this project;

= To serve as a resource to the Board / staff team on managing
the project to a successful conclusion;

= To provide specialized input on key sub-components of the
project including but not limited to, land acquisition,
commercial real estate terms, regulatory guidance,
development strategies/costs, among others;

= To serve as a problem-solving group to address issues as they
will inevitably arise through the process; and

= To champion the project with key influencers as may be
required.

© 2019 Ekistics Plan+Design
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Project
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Scope - The Project Cabinet would serve in an advisory capacity
to the Board and the senior management team. In this role, the
Project Cabinet would not have direct decision-making authority.
Rather the Project Cabinet would review, recommend and
provide strategic advice in advancing the project and offer
problem-solving advice.

Membership - As outlined in the following Figure, the selection
of membership on such an advisory group would ideally include
the following:

Project Management Group: For NAO
Specially Constituted Advisory Group To Assist In Project
Implementation

Project Cabinet

Museum and
Interpretive
Representation

Accounting &
Finance
! Commercial &
Science Retail
Representative Development

\L Corporate
Relations /
Fundraising

Government
Relations
Advisor

© 2019 Ekistics Plan+Design
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6.3

Project
Cabinet

GROUP

As the Project Cabinet would be comprised of voluntary roles,
care will need to be taken to ensure that potential conflicts of
interest are avoided. While this is viewed as a collaborative team,
it will be desirable to have the group establish a Chairperson and
Co-Chair.

Early factors to be considered in the operation of the Project
Cabinet include the following:

Meeting Arrangements. This includes meeting frequency
and location, meeting procedures (if applicable), quorum,
details about agendas and minutes including how these will
be distributed and protocols respecting communication
between meetings.

Reporting. The Project Cabinet would be responsible for
reporting to the NAO Board of Directors. Reporting
frequency would logically be linked to the status of the
project.

Budget. As the Project Cabinet would be a voluntary body,
there will not be remuneration for the members, however, a
budget allocation to address meeting expenses, travel and
consumables would likely be required.

The establishment of a Project Cabinet is an important critical
success factor in the development of this project.

© 2019 Ekistics Plan+Design
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This Section outlines the financial analysis, beginning with a
high-level summary of how the marketing / project
management activities for the NAO will function. The
integrated statement of revenues and expenses provides a
consolidated view of the core business activities.

The financial analysis is framed using case study research,
including Ucluelet Aquarium's operations, and the consulting
team’s assessment of the likely operating profile of the NAO
using a proprietary financial model based on other centres
throughout Nova Scotia. This analysis further leverages
financial business performance information obtained through
Statistics Canada at sector-level detail.

The resulting NAQO's preliminary annual operating budget
estimate is summarized in Section 7.1. The annual operating
budget is estimated at just over $450,000, providing services
to 12,000 visitors.
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The Oceanarium’s preliminary annual operating budget estimate
is summarized below.

6,000

5,400 5,940 6,534 7,187 31,061
2400 2160 2376 264 2875 12,425
3600 3240 3564 3920 4312 18,637
12,000 10,800 11,880 13,068 14,375 62,123
$133,427 $120,084  $118,884  $129,464 $155,085 $656,944
$85,588 $77,029 $76,259  $83,046 $99,481 $421,403
$248106  $223,295 $221,062 $240,737 $288,379  $1,221,580
REVENUES $467,121  $420,409 $416205 $453,247 $542,945 $2,299,927
Interpretation and Programming $11,203 $10,082 $9,982  $10,870 $13,021 $55,158
Information $6,347 $5,712 $5,655 $6,158 $7,377 $31,248
$46,829  $42146  $41725 $45438  $54,430  $230,568
$81,705 $73,535 $72,799 $79,279  $94,968 $402,286
$266,712  $246,193 $238,734 $249,869 $296,143  $1,297,651
$24970  $22,473  $22249  $24229  $29,024  $122,945
$23,808  $21,427  $21213  $23700  $27,672  $117,219
$315,490 $290,093 $282,195 $297,198 $352,839  $1,537,815
$461,574 $421,569  $412,355 $438,943 $522,635 $2,257,075
§15760  $1160  $3850  $14304  $20310  $53,064
GROUP © 2019 Ekistics Plan+Design
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Operating
Budget

GROUP

This operating budget addresses the core operations of the
NAO and includes the following:

Revenues

Earned Revenues: Admission, membership dues, programs,
gift shop/retail, rental, fee for service, any interest, and other
income sources.

Donations and Fundraising: Corporations, individuals,
foundations, sponsorships, special events and related
fundraising activities; and

Public Funding: Federal, provincial, municipal, and HST
rebates.

Operations and Programming Expenses

Interpretation and Programming: Exhibitions, programming,
and related activities.

Collection and Access to Information: Cataloguing supplies
& expenses, collecting / preserving materials, research, and
related.

Marketing, Fundraising & Retail: Advertising and promotion,
fundraising, any goods for resale (e.g., food services, gift
shop), and other retail expenses; and

Facility Expenses: Custodial services, custodial supplies,
grounds, insurance, capital items that are rented / leased,
repairs & maintenance, security, taxes, utilities, and related.

Administration/Management Expenses

Salaries and Benefits: Full-time employees, part-time
employees, summer students, associated benefits, and any
expenses for volunteer recognition.

Office Expenses: Bank charges, office equipment rentals,
equipment servicing, postage, supplies, telephone/internet
and related expenses; and

Other Administrative Expenses: Credit card fees,
memberships dues, professional fees, training costs, travel
expenses, and related.

© 2019 Ekistics Plan+Design
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Operating
Budget

At least 50% of
the operating
budget will be
generated by
own-source
revenue.

GROUP

The evidence and analysis gained through this study indicate that
the proposed NAO is feasible within the established
parameters. For example, comparable centres receive core and
program funding from public sources, while collecting
demand-based own-source revenues through market focused
programming and services.

The operational analysis of the Oceanarium is framed by the
expectation that its own-source revenue will amount to about
50% of its total operating budget, with the balance of
programming and core funding provided through external
support. This is conservative as we expect the NAO to achieve a
higher ratio. As a best practice comparison, Memory Lane
achieves about 70% of its operating expenses through own-

source revenues.
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Potential Economic
Benefits of the NAO
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There are many areas where the proposed NAO will benefit
the regional economy. These included the potential impacts
from:

Off-site spending (e.g., meals, accommodation, shopping,
participation in other events around the region) by NAO
visitors.

Increased commercial and residential property value and
the associated increased tax base.

New opportunities to develop revenue generating
operations (e.g., restaurant, arts and crafts retail store, for
local entrepreneurs).

Supporting (in the future) further investment and
development in the area - cellular connectivity, broadband,
road investment, etc.

Employment opportunities for community members at the
NAO.

Aggregating experiential product and tourism content
leveraging similar initiatives in the region; and

Leverage and accelerate area students in their participation
in STEM related fields.

© 2019 Ekistics Plan+Design
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There are four basic approaches to address risk in a development
of this magnitude:

Avoid: The best thing you can do with a risk is avoid it.

Mitigate: If you can’t avoid the risk, you can mitigate it. This
means taking some sort of action that will cause the risk to do as
little damage to your project as possible.

Transfer: An effective way to deal with a risk is to pay someone
else to accept it for you. The most common way to do this is to
buy insurance; and

Accept: When you can’t avoid, mitigate, or transfer a risk, then
you must accept it. But even when you accept a risk, at least
you've looked at the alternatives and you know what will happen
if it occurs. If you can't avoid the risk, and there’s nothing you
can do to reduce its impact, then accepting it and managing it is
the only choice.

As a starting point, the executive team managing the new NAO
and its building and development project should undertake a risk
assessment and establish a risk register for the project.

Leveraging their experience on past projects, awareness of the
reporting and information needs of funders and stakeholders,
among other considerations, this comprehensive risk assessment
and accompanying management strategies will catalogue all
anticipated risks related to the development and the transition
to the new site, from both a project execution stage and, later
from an operational perspective.

Project execution risks, in this case are wide ranging and could
include:

= Access to capital timed to map to project milestones.
= Selecting and negotiating with builders of the NAO.

= Challenges in meeting the schedule.

= Potential cost overruns (financial risks).

= Risks related to safety; and

= Contractor risks (bankruptcy, reputation among others).

© 2019 Ekistics Plan+Design
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= Environmental risks.

= Technical risks.

= Site access.

=  Pressure form groups opposed to exhibiting wildlife.

= Regulatory risks (failure to anticipate regulatory
requirements in a way that can invoke cost or schedule risk);
and

= Personnel risks in not having the required skill sets within the
management team / network.

During the development phase of the new NAO, operational
risks should be identified and examined. These may include the
following:

= Supporting clients and staff during and after the
development.

= Adjusting to the new site and the planned operation of
various NAO related activities in a number of facilities on the
site (e.g., interpretation and management of any docking
facilities).

= Development of nearby property that is inconsistent with
and/or detrimental to the NAO.

= Challenges in vendor recruitment for the earned revenue-
focused operations. This could result in not having the right
mix of vendors at the right time, or vendors leaving or
dropping out.

= Not achieving the needed critical mass in visitation.
= Lack of new and repeat visitors.
= Costs overruns and operating losses.

= Reduction in support from the other levels of government,
leadership within the Community and the public; and

= Consistency with and success in attainment of overarching
development goals.

© 2019 Ekistics Plan+Design
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In addressing risk, it would be advisable for the NAO
management team to develop a risk register. The risk register
provides a format and approach to the identification and
management of project risks. It provides a vehicle through which
the NAO team can regularly assess and monitor risk and
provides the Board and senior management with an
accountability framework around overall risk management.

The text box below identifies the key components of a risk
register developed by the Canadian Federal Government.

The Risk Register is the document containing the results of the qualitative
risk analysis, quantitative risk analysis, and risk response planning.

The risk register details all identified risks, including description, category,
cause, probability of occurring, impact on objectives, proposed responses,

owners, and current status.

It is a spreadsheet containing all the statements of risk identified for the

project.

As a reporting tool and a standing agenda item for Board
meetings, the risk register enables senior management to keep
the Board apprised of project risk during the development and
launch phases and in the course of standing up operations in the
new site.

The risk register, and the risk management plan, document risks
and how they will be managed over the course of the project
addressing:

= Monitoring.
= Ongoing assessment; and

= Responsibility among other factors.
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Mitigation
Planning

GROUP
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Ideally, the NAO's management team will carefully monitor the
risk register for this significant development project - in effect, all
aspects of building the new NAO, its core operation, and the new
streams of activity that are enabled through this unique site.

Once operational, and during the establishment phase of the
NAO, the management team and the Board must continue to
consider risk mitigation planning. Key elements in the
operational risk mitigation plan include:

© 2019 Ekistics Plan+Design

Disciplined adherence to a well-developed business plan
within a well-planned overarching development strategy.

Ensuring strong accounting and financial reporting, periodic
business plan reviews (quarterly) and strong data collection /
analytics enabling key issues / challenges to be addressed
early within an evidence-based context.

Paying attention to professional development opportunities
for and requirements of the team and their management
skills.

Operating transparently and providing regular reporting on
results to the Board and management team.

Fully capitalizing on the robust and diverse skills of the Board
of Directors and overall economic development staff team
(the advisory team highlighted in the proposed organizational
chart will provide a valuable resource in this regard).

Leveraging the commitment and support of government
other agencies who will, no doubt, find many of the
dimensions of the NAO to be within their mandates to
support.

Adopting and implementing process monitoring and
reporting protocols designed to identify challenges and
dynamically implement necessary course corrections; and

Launching earned revenue streams newly enabled through
the site, tracking these, and implementing additional business
offerings as warranted by visitor traffic, service demand
needs, client and visitor feedback, and service / product
testing and development.

© 2019 Group ATN Consulting Inc.
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The right strategic partners will be fundamental for Oceanarium
success. Strategic partnerships are those that are mutually beneficial to
both the NAO and other parties (e.g., local businesses, vendors, suppliers,
community groups, sector associations, research groups, at the like).

By creating strategic partnerships with area businesses, for example, the
NAO gains awareness of and access to products and services that can be
co-marketed with its services, while offering guests a more complete
visitor experience on the Eastern Shore. Examples of key partnerships that
can be strongly leveraged in this development include:

= Area Chambers of Commerce

=  Association of Nova Scotia Museums (ANSM)

=  Association of Zoos and Aquariums

= Biotechnology Innovation Organization

= Centre for Ocean Ventures & Entrepreneurship
= Dalhousie University

= Develop Nova Scotia

= Centre for Ocean Ventures and Entrepreneurship (COVE)
= Innovacorp

= Nova Scotia Community College (NSCC)

= DEANS

= Area businesses; and

= Environmental non-profit community representation

Notably, the NAO will want to continue its relationship with the Wild
Islands Tourism Advancement Partnership. As the NAO develops,
increases its visibility, and it's work becomes more known to the public,
partnership opportunities are expected to grow. The NAO offers an
opportunity to further leverage local community relationships, as well as
national and international connections with similar organizations.

GROUP © 2019 Ekistics Plan+Design
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The proposed NAO
is feasible and has
many synergies
with other
initiatives along
the Eastern Shore

The NAO could
reduce its need for
support from 50-
55% to 30-40%

GROUP

"" ,

'y

The findings in this study support the feasibility of the proposed NAO
and highlight the many synergies with other initiatives throughout the
area. Oceanarium synergies can be leveraged with existing and emerging
tourism experience and service providers.

The findings suggest that the unique offerings of the proposed NAO
would operate at, and probably better than, the standard of existing
cultural and historical centres operating within Nova Scotia’s family of
provincial museums.

All of these centres operate with the support of a combination of
operational funding from the Province of Nova Scotia and own-source
revenues earned through service offerings and community support /
initiatives.

Based on the financial analysis, estimated visitor traffic, seasonality and
the experiences of similar centres examined in the case studies, among
other analysis, the NAO could potentially reduce its need for
operational support from the 50% to 55% used in the projections to as
little as 30% to 40%.

Although exploring the Oceanarium'’s fit within Nova Scotia’s interpretive
offerings is outside the scope of this study , it is our position that the
proposed NAO should be operate as a locally managed museum and as
part of the provincial museum system.

Key to success for the Oceanarium will be the right team, strong
collaborative partnerships and the ability to provide operational
solutions and visitor experiences that are environmentally,
scientifically, and culturally responsive. Notwithstanding the risks, the
operation has the potential to be a significant contributor and draw for
the region, leveraging many like-minded and aligned initiatives that are
either underway or being contemplated.
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APPENDIX A:
CASE STUDIES

The following Section details four case studies that
were selected for review, including: Ocean Science
Discovery Centre & Gift Shop, Mount Desert
Oceanarium, Wild Atlantic Way, and Ucluelet
Aquarium.
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CASE STUDY
METHODOLOGY

GROUP
FHHY

Purpose

As part of a project to explore the feasibility of establishing a
North Atlantic Oceanarium on the Eastern Shore of Nova Scotia,
on behalf of Wild Islands Tourism Advancement Partnership, the
purpose of this following case study assessment is to identify
lessons learned and leading practices that can inform the overall
feasibility analysis.

Methodology

The process of selecting the case studies for the North Atlantic
Oceanarium Feasibility Study included two steps. In the first step,
a list of diverse cases was gathered for review, while the second
step included the ranking and selection of a short-Llist of four case
studies to be explored in greater detail. Research for the first step
was conducted using electronic sources including online studies,
news articles, and web pages. A total of 15 diverse, regional,
national, and international cases were identified as part of the
initial screening, with features including: scenic driving trails,
interpretation centres, oceanariums, aquariums, and research
institutions. Given the objective of WITAP to incorporate a range
of visitor services and experiences in the development of the
North Atlantic Oceanarium, the initial screening of the case
studies considered many site characteristics, including:

* Archipelago features * Interpretation centre

* Authentic in local context *  Ocean-based

*  Boating component *  Oceanarium component
*  Comparable geographic scale *  Organic growth

e Education component *  Pristine environment

*  Emphasis on high yield visitors *  Remote location
*  Emphasis on sustainability *  Research component

* Geological interpretation *  Rugged seacoast

L . environment
e Hiking trail component

. . e Scenic drive component; and
* Integrated with other tourism P !

experience & attractions e Tourism component.

© 2019 Ekistics Plan+Design
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CASE STUDY
® METHODOLOGY

In partnership with Steering Committee, the initial list of cases
was discussed and ranked using the aforementioned criteria. This
set of criteria provided the guidance for the selection of the final
four case studies to be assessed in greater detail, which include
one Canadian site, two New England sites, and one international

site. The case studies short-listed for in-depth profiling are:

Woods Hole Ocean Science Discovery Centre & Gift Shop

*Woods Hole, MA, USA

Mount Desert Oceanarium

«Bar Harbor, ME, USA

Wild Atlantic Way

elreland

Ucluelet Aquarium

To support the case study analysis, a thematic case study
framework was developed. In addition to providing a basic

*Vancouver Island, BC

overview of each of the cases, we examined:

GROUP

Approach to Branding .
Value Proposition .
Market Considerations .
Approach to Development .
Access / Operations .
Economic Development .
Funding .

© 2019 Ekistics Plan+Design

Investors

Attendance

Revenues / Expenses
Governance

Proximity to visitor services
Consumer rating (Trip Advisor)

Lessons for WITAP
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INITIAL
® SCAN

The initial scan for case studies included a broad range of sites
including scenic driving trails, interpretation centres, and
oceanariums. The highlights for each site are as follows.

Scenic Driving Trails
WILD Location: Ireland
ATLANTIC WAY *  Self-guided driving, hiking, and boating
* 188 Discovery points
e 2,500km of coastline
*  Project began in 2010; still in development

* Began with investing in wayfinding/signage for existing trails,
invested in infrastructure as the destination gained popularity

GARDEN Location: South Africa
ROUTE «  300km coastal route
¢ Almost a dozen nature and marine reserves along the route
* Hiking, eco tours, whale watching, cave exploration

GREAT OCEAN Location: Australia
ROAD « 243 km scenic coastal drive

* Walking, hiking, beaches, wildlife

* Galleries, museums, heritage attractions

AMERICA’S Location: USA
PACIFIC « 900 km golden coast
HIGHWAY

) @\ CROUP © 2019 Ekistics Plan+Design
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INITIAL
® SCAN

Interpretation Centres

THE SUNCOR Location: St. John'’s, Newfoundland
ENERGY * Public environmental education centre focusing on freshwater

FLUVARIUM and riparian ecology

* A natural freshwater habitat of fish, plants, and organisms,
which can be viewed through 9 viewing windows

SALMONID Location: Grand Falls-Windsor, Newfoundland

INTERPRETATION * The Centre includes exhibits showcasing the development,
CENTRE history, biology, ecology, and habitat of the Atlantic Salmon,
as well as an observation level to view the fish

* Includes a gift shop and restaurant
* Has afully-serviced RV park

FUNDY TIDAL Location: Digby, Nova Scotia
INTERPRETIVE + Has atidal observation deck

CENTRE « Nature park with trails, bird and eagle watching areas,
marsh/pond system

*  Welcomes bus tours

JOGGINS CLIFFS Location: Joggins, Nova Scotia
FOSSIL MUSEUM * Has a backyard that is 300 million years old
* 14.7km of coastline along Bay of Fundy

* Geological and paleontological riches and a rugged beach

+ Offers research facilities including a basic laboratory space,
offices, a library, and a large fossil collection

* The site has partnered with Fundy Geological Museum, a
nearby facility that has a fully-operational lab for preparatory
work

) ‘(;L;\! GROUP © 2019 Ekistics Plan+Design
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INITIAL
® SCAN

Oceanariums
OCEAN Location: Woods Hole, Massachusetts, USA

SCIENCE « Interactive exhibit on the discovery and exploration of the
DISCOVERY Titanic

CENTRE *  Full-size model of the inner sphere of Alvin
* Variety of educational exhibits on sea life

* Hosts school group visits, public talks, and workshops for
educators

MOUNT Location: Maine, USA
DESERT *  Features educational and entertaining exhibits for both adults
OCEANARIUM and children

* People can learn about marine animals at the Discovery Pool
Touch Tank (can hold and touch the animals)

* Lobster is featured prominently through the Lobster Museum,
Lobster Fishing Program, and Lobster Hatchery

* Features scenic walking paths on the grounds of the Thomas
Bay Salt Marsh Tour

* Has a picnic area and gazebo

e 2-hour tour programs

These cases were brought forth to the Steering Committee for
review. The Steering Committee also brought forth
recommendations for sites to examine, including:

*  Gulf of Maine Research Institute (Portland, Maine USA);
* Bonne Bay Research Station (Newfoundland);
*  Fundy Trail Parkway (New Brunswick); and

* Hopewell Rocks (New Brunswick).

© 2019 Ekistics Plan+Design
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OCEAN SCIENCE
DISCOVERY CENTER &
GIFT SHOP

GROUP
FHHY

Highlights

* Atlantic-based

* Focus on education and science

* Hosts school group visits, public talks, and workshops
* Affiliated with major research institution

* Hands-on splash lab for all ages

Overview

The Ocean Science Discovery Center and Gift Shop was developed
by the Woods Hole Oceanographic Institute (WHOI), a research
body “dedicated to advancing knowledge of the ocean and its
connection with the Earth system through a sustained commitment
to excellence in science, engineering, and education, and to the
application of this knowledge to problems facing society.” The
WHOI, established in 1930, is the largest independent
oceanographic research institution in the US, with 1,100 staff and
students conducting research through the organization. The
Ocean Science Discover Center and Gift Shop offers a variety of
exhibits and programs through which visitors can learn about
WHOI's ocean science research as well as the tools developed by
WHOI engineers and scientists for conducting that research.
Some of the most popular exhibits include the Titanic interactive
exhibit and the full-size model of the inner sphere of Alvin. The
Ocean Science Discover Center offers school group visits, public
talks (called “Know Your Ocean Science Chats"”), workshops for
educators, and a splash lab where visitors of all ages can
experience hands-on activities.

Branding

Ocean Science Discovery Center: A place for people of all ages to
learn about the high caliber ocean research and the tools used to
conduct the research being done by WHOI engineers and
scientists.

© 2019 Ekistics Plan+Design
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A.3

OCEAN SCIENCE
DISCOVERY CENTER &
GIFT SHOP

4.5 %

TRIP ADVISOR
RATING

GROUP

Online Presence
Facebook: https://www.facebook.com/WoodsHoleOcean/

Twitter: https://twitter.com/whoi

YouTube: https://www.youtube.com/user/WoodsHoleOceanlnst

Market Considerations

The Woods Hole Ocean Science Discovery Center & Gift Shop is
backed by a major research institution (WHOI). The Center is
involved in three main areas, including: ocean science research, the
discovery centre and community engagement. Research is
conducted with partners.

Access

The Center receives 30,000 visitors annually.

Location

15 School Street, MS#45, Woods Hole, MA 02543, USA

Hours

January to Mid-April: Closed

Mid-April to Memorial Day: Monday-Friday, 10 am-4:30 pm Memorial
Day weekend to June: Monday-Saturday, 10 am-4:30 pm September
and October: Monday-Saturday, 10 am-4:30 pm November and
December: Tuesday-Friday, 10 am-4:30 pm

Consumer Rating
Trip Advisor: 4.5 Stars; rated #4 of 13 things to do in Woods Hole

© 2019 Ekistics Plan+Design
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MOUNT DESERT
OCEANARIUM

Mount =
Desert \=<-
Oceanarium

GROUP

Highlights

* New England region

*  Oceanarium in the traditional sense

*  Focus on education and entertainment

* Features lobster hatchery and other local marine life
* Has walking trails & outdoor recreational spaces

* Tour programs

* Grew organically over time

* Garnered support from local fishers

Overview

The Mount Desert Oceanarium (MDO) is located on Mount Desert
Island, the largest island off the coast of Maine. MDO is an
interactive learning centre focused on ocean life in Maine. The
Oceanarium features the Maine Lobster Museum, a Lobster
Hatchery (one of the few remaining in the world), and a Discovery
Pool Touch Tank that houses creatures such as sea cucumbers,
horseshoe crabs, and urchins. MDO offers are walking tours, as
well as a picnic area and gazebo for visitors. The MDO supports
local researchers by offering internships to university students.

Branding

* Has a limited online presence, including a webpage and a
Facebook page. It is featured on websites such as Trip Advisor
and Yelp.

Online Presence

Website: http://www.theoceanarium.com/
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A 4 MOUNT DESERT
OCEANARIUM

4 . O * Accc:ass

Location
TRIP ADVISOR 1351 ME-3, Bar Harbor, ME 04609, USA
RATI NG Hours

The Maine Lobster Museum, Marsh Tour, and Lobster Hatchery
are open from 9am to 5pm Mon-Sat, from mid-May to late
October.

Revenues

Admission
Adults, $12; Children 4 to 12, $8; Children Under 4, FREE

Consumer Rating
Trip Advisor: 4 stars; rated #18 of 32 things to do in Bar Habor

EXPLORE MAINE'S OCE

WEBPAGE
at the
Mount
Desert \—X
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1 The Oceanarium will be open
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https://www.tripadvisor.ca/Attraction_Review-g60709-d288162-Reviews-Mount_Desert_Island_Oceanarium-Bar_Harbor_Mount_Desert_Island_Maine.html

WILD
® ATLANTIC WAY

QPR Highlights

WILD ATLANTIC WAY .

Self-guided tourism trail
188 Discovery points
2,500km of coastline

Began with investing in wayfinding/signage for existing trails,
invested in infrastructure as the destination gained popularity

International interest
Aspirational, large-scale eco-tourism destination

Lessons to be learned from the way that the WAW was
developed

Emphasis on existing destinations through
signage/wayfinding, compete in international markets
through unified strategy and “wow" factor

Overview

The Wild Atlantic Way (WAW), comprised of 9 counties, includes
over 2,500km of unforgettable natural, historical and cultural
experiences. Visitors can get their Wild Atlantic Way Passport
stamped at each of 188 Discovery Points on the WAW, and in
1,000+ attractions and 2,500+ activities along the route.

The six major regions include:

GROUP

The Northern Headlands
The Surf Coast
The Bay Coast
The Cliff Coast
Southern Peninsulas; and

The Haven Coast.
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WILD
ATLANTIC WAY

200 Discovery

Points

Branding

The Wild Atlantic Way is branded as a tourism experience rather
than a destination; as it includes 2,500km of coastline and nearly
200 Discovery Points, the WAW stands out as a unique touring
route.

There are three themes incorporated in the WAW branding,
including:

»  Spirit of Adventure (Adventure)
» Life Shaped by the Atlantic (Culture); and
*  Where Land and Sea Collide (Landscape and Seascape).

The WAW appeals to the explorer, traveller, and millennial
Instagrammer. It has received the attention of National
Geographic (NG), and has been promoted on the NG YouTube
channel.

Online Presence

Website: https://www.wildatlanticway.com/home

Instagram:https://www.instagram.com/thewildatlanticway/?hl=
en

Facebook: https://www.facebook.com/irelandswaw/

Twitter:https://twitter.com/wildatlanticway?ref src=twsrc%5Eg
oogle|twcamp%5Eserp|twgr%5Eauthor

YouTube: https://www.youtube.com/channel/UC8TWDyLQLYR-

XKwvRUTiTXg

’ DISCOVER THE
WILD ATLANTIC WAY

-
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WILD
ATLANTIC WAY

GROUP

Value Proposition

The Experience Development Framework grounds much of
Ireland’s key tourism propositions.

BRAND
IRELAND

KEY PROPOSITIONS
WAW

SIORIES / THEMES &
Naturasl WAW

Source: Experience Development Framework, Failte Ireland

Market Considerations

Prior to the development of the Wild Atlantic Way, tourism in
Ireland had been on the decline from 2007 to 2010 (which was
worsened by the 2008 Financial Crisis). The Wild Atlantic Way
was developed by Failte Ireland to fix the issue. It is the first long
distance tourism route in Ireland.

Before deciding to create the WAW, Failte Ireland considered
several options, including:

* Maintaining the status quo, whereby regions competed for
tourism;

* Focusing on future growth of popular existing tourist
attractions; or

* Creating an overarching brand to thematically link tourist
experiences on the west coast of Ireland (several sub-options
were explored in relation to this option).
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http://www.failteireland.ie/FailteIreland/media/WebsiteStructure/Documents/2_Develop_Your_Business/6_Funding/FI-Tourism-Investment-Strategy-Final-07-06-16.pdf
https://www.visitbritain.org/sites/default/files/vb-corporate/Documents-Library/documents/England-documents/waw_case_study_15_nov_2016_final_-_copy.pdf

WILD
ATLANTIC WAY
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Failte Ireland chose to do create an overarching brand (the third
option) because they believed it would attract more international
attention. It was thought to be the best strategy for combatting
the downturn in tourism in Ireland during the 2008-2010 period.
Because this effort involved multiple jurisdictions and partners,
Failte Ireland took a strong leadership role, in addition to
engaging with communities early in the project.

The WAW was originally branded to unify the West Coast of
Ireland, and although it was expected that tourists would not visit
all destinations, the marketing of the WAW as one experience
was meant to achieve more “cut through” in international
markets due to the scale and depth of experiences available for
tourists along the formidable 2,500km coastline. It was expected
that most tourists (95%) would experience the route through
self-driving, and as such it was (and still is) marketed as a “Wild”
tourist experience.

The WAW was designed to embrace environmental
designations and existing infrastructure and roads. Maps and
guides were provided to tourists to see the sights using existing
roads/structures, and walking, cycling, and water trails were
developed to enhance the previous infrastructure. As tourism
picked up, more trails and infrastructure were developed to
accommodate the increase in visitors.

Development

The following list includes the phases of the WAW development
from brand concept design in 2011 to the on-going experience
development today.

Phase 1: Brand Development (2011-2012) - DONE
* Identify solution to downturn in tourism
*  Market research

* Brand concept & development
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© 2019 Group ATN Consulting Inc.

64


https://www.visitbritain.org/sites/default/files/vb-corporate/Documents-Library/documents/England-documents/waw_case_study_15_nov_2016_final_-_copy.pdf
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ATLANTIC WAY
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Phase 2: Identification of Route (2012-2013) - DONE
* Publication of brand proposition

* Route Identification Report

Phase 3: Create Way-Finding Strategy (2013) - DONE
* Development of directional signage
* Strategic Environmental Assessment

* Local projects

Phase 4: Delivery of “Discovery Points” - IN PROGRESS
e Launch of WAW route (Feb 2014)

* Launch of Signature Discovery Points

Phase 5: Selling WAW Experiences - IN PROGRESS

* Operation and implementation, including marketing and
communications (2014 and onwards)

* Branding guidelines published
* Good practice visitor management guidelines published

* Development of walking, cycling, and water-based
infrastructure (focus on depth and quality)

Phase 6: Marketing & Experience Development - IN PROGRESS
* Five-year operational plan was developed 1year after launch

* Programme involves midterm review of route and discovery
points

* In 2016, began a new experience development program;
regional experience development plans are being designed
and implemented to promote business development and
development of new experiences

© 2019 Ekistics Plan+Design
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WILD
ATLANTIC WAY

GROUP

Access

Most tourists experience the route independently by self-driving.
Experience bundles are advertised on the WAW website.

Economic Development

Failte Ireland is developing tools and supports for tourism
businesses along the WAW. These supports focus on several
topics, including: sales & distribution, revenue management,
cross promotion, digital supports, ambassador programmes and
customer care. Forms of support include the following:

* A toolkit about the story of food and drink for the Wild
Atlantic Way

*  Webinars that cover a range of business support activities

* Business development seminars, workshops and mentoring
services

* A formal agreement with Enterprise Ireland that stipulates
that tourism businesses can avail Local Enterprise Offices
supports/services across the country

Funding

The project began in 2010 and is still continuing. The 2015-2019
Operational Programme is guiding current investment.

* Initial phase (environmental research, brand development,
etc): roughly €300,000

* Route development (capital investment) up until Nov 2016:
€12M

* Wild Atlantic Way operational investment (events, experience
development planning, monitoring): estimated €2M to €3M
annually

© 2019 Ekistics Plan+Design
© 2019 Group ATN Consulting Inc.

66


https://www.visitbritain.org/sites/default/files/vb-corporate/Documents-Library/documents/England-documents/waw_case_study_15_nov_2016_final_-_copy.pdf
http://www.failteireland.ie/FailteIreland/media/WebsiteStructure/Documents/2_Develop_Your_Business/Key%20Projects/Wild-Atlantic-Way-Operational-Programme_1.pdf

A.5

WILD
ATLANTIC WAY

5.0%

TRIP ADVISOR
RATING

GROUP
FHHY

Investors

The project has been primarily funded by Failte Ireland but has
received some support from the federal government. Capital
investment for route development/interpretation specifically has
been funded almost completely by Failte Ireland. There have also
been investors more broadly from regional agencies and local
governments.

Attendance

World tourism was estimated to grow about 4% in 2014, and
inbound Europe tourism was estimated to grow by the same
amount. However, tourism in Ireland grew by 8%, and
outperformed even the 6% growth in tourism in Northern Europe
specifically.

Revenues
In 2014, the WAW brought in 2 billion euros.

Marketing

As part of the ongoing Call of the Wild campaign, Failte Ireland
teamed up with 8 famous sports players from the area to become
ambassadors for the Wild Atlantic Way, and they have since
shared their favourite destinations on their social media
platforms. This campaign is a joint initiative between the
Department of Transport, Tourism and Sport, Failte Ireland, and
Tourism Ireland. This campaign is supposed to be the first of
several over the next few years, due to a recent increase in

funding.

Consumer Rating
Trip Advisor: 5 stars; rated #1 of 89 things to do in Galway
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UCLUELET
AQUARIUM

cluelet C

AQUARIUM

GROUP

Highlights
e Aquarium
* Canadian

* Began as a temporary facility and after earning operational
surpluses over several years, established a permanent facility

» Offers use of space for events such as weddings, enabling off-
season revenue generation

Overview

The Ucluelet Aquarium, located on Vancouver Island, British
Columbia (BC) is a non-profit society with a mission to “raise
awareness about local marine biodiversity and promote respect for
the ocean environment.” The Aquarium first opened in a
temporary location and operated for 5 years before construction
of a permanent facility was completed in 2012. During the first 5
years of operation, the Aquarium operated using revenues from
admission ticket sales; operating surpluses were accrued through
this period.

Online Presence
Website: https://uclueletaquarium.org/

Instagram: https://www.instagram.com/uclueletaquarium/

Facebook: https://www.facebook.com/uclueletagquarium/

YouTube: https://www.youtube.com/user/UkeeAquarium
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UCLUELET
AQUARIUM

Access

Location

180 Main St, Ucluelet, BC VOR 3A0
Hours

Open seasonally (March - November) 10am-5pm every day

Economic Development

The key sector strategy employed by the Ucluelet Aquarium is as
follows:

* Capture new and expanding visitor interest and demand;
+ Diversify local economy;
* Take advantage of “outstanding” natural features;

* Create employment opportunities both directly and indirectly
(i.e. bringing new visitors to the area, attracting visitors who
also want to see the Wild Pacific Trail, etc)*

*important for this community given the local job losses in the
forestry, fishing, and other sectors in the years preceding this project

Funding

The Ucluelet Aquarium Society is a non-profit organization that is
funded by donations through Canada Helps and sponsorship of
aquarium displays (Ucluelet puts a plaque on the display with the
sponsors logo/name and acknowledges the contribution on their
website and social media).

GROUP © 2019 Ekistics Plan+Design

69
EHHY © 2019 Group ATN Consulting Inc.


https://www.islandcoastaltrust.ca/sites/default/files/project_final_reports/Ucluelet%20Aquarium%20COMPLETION%20REPORT%20AND%20FINANCIAL%20STATEMENT.pdf

A.6

UCLUELET
AQUARIUM

4.5%

TRIP ADVISOR
RATING

GROUP

Investors

Investors for the construction of the new facility (2012) included
all levels of government. The Government of Canada provided
funding through Western Economic Diversification Canada and
the West Coast Community Adjustment Program through the
Community Futures Development Corporation of Alberni
Clayoquot. Provincial funding was provided through the Island
Coastal Economic Trust. The District of Ucluelet provided leased
land in addition to funding assistance and in-kind contributions.
The Ucluelet Aquarium Society provided over $300,00 of cash and
in-kind contributions.

Revenues

The Aquarium has a variety of sources of income, including:
admission sales, donations, display sponsorship, and event
hosting. In particular, the Ucluelet Aquarium markets itself as a
unique wedding venue, with a capacity to hold up to 120 guests.

They receive roughly 33,000 visitors a year, which brings in about
$30,000 in gift shop sales.

Admission

Adult $14.00 (tax incl.)
Child (4 -17) $7.00 (tax incl.)
Student/Senior $10.00 (tax incl.)
Children 3 and under are Free!

Family Season Pass $50.00 + tax
(two adults and their children)

Adult Season Pass $25.00 + tax
Senior Season Pass $20.00 + tax
Student Season Pass $20.00 + tax
Child Season Pass $15.00 + tax

Consumer Rating
Trip Advisor: 4.5 stars; rated #3 of 14 things to do in Ucluelet
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The ranked site selection criteria for the North Atlantic
Oceanarium include:

Iconic Oceanfront Site (20 points): The Oceanarium must be
located on an iconic, rugged and authentic oceanfront location
with views of the Wild Islands. It is the intention of the
development to be the gateway from land to the ocean and vice
versa. At the very least, kayak launches and landings must be
accessible from the site. Each site will be evaluated by the
committee to determine a potential score from 1 to 20.
Committee members will evaluate each site based on views to the
ocean and Wild Islands, special representative geography, coastal
features, outcrops, local vegetation, safety for visitors, special site
qualities that may be beneficial to the Oceanarium, site capability
to integrate a sustainable development without compromising
the site's integrity, no disruption to endangered plants and
animals, microclimate conditions, offshore features that may be
of interest to divers or paddlers, etc.

Lot Price (20 points). The price of the lot will be factored into the
site selection criteria using the following formula:

¢ The proposal with the lowest cost shall receive the maximum
points allocated for cost in the Evaluation Scoresheet (20
points). All other proposals will be prorated using the lowest
cost bid and the following formula:

e Max Available Pts. - [Max Available Pts. X (total cost - lowest
total cost) / lowest total cost]. Note: If the result is a negative
number, the score assigned will be O

* Example: Two technically compliant bids are received and the
maximum available points for cost equal 20:

« Bid 1: $100,000
«  Bid 2: $130,000

* Bid 1 being the lowest, would achieve a score of 20
points

* Bid 2 would achieve a score of 14 points, calculated as
follows:

« 20-[20X($130,000 - $100,000) / $100,000] = 14
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Minimize Site Size of 5 acres (10 points). The site program will
include oceanfront walking trails and an onsite system for sewage
disposal. For this reason, the site must be a minimum of 5 acres in
size, though up to 10-15 acres would be preferable to
accommodate an interesting site exploration program for the
facility. Adjacent access to an existing provincial park would
qualify for the additional acreage. A 5-acre site would score a 5
and a 10-acre site or greater would score a 10.

Community Acceptance (10 points). The anticipated 10-15 k
visitors annually will create additional traffic on local roads that
may be challenged by some local residents. Over the anticipated
peak season of the facility (5), on average this would only be 60-
100 two-way vehicle trips per day. But still, roads that access sites
through existing subdivisions or residential developments with
more than 30 housesholds could be less well received than roads
with fewer households. The point formula will be the number of
homes on a local road (the road off the #7 or Beaver Harbour
Road) divided by 40 times the point score (10). So, a site wich
must pass 22 homes will receive a score of 4.5 ((40-22)/40 x 10).

Distance of the Oceanarium site from a Public Road (10
points). The maximum distance of the property from a public
road is 500m (0.5km) but the closer the Oceanarium site is to a
public road, the less road and infrastructure has to be built into
the site, maximizing the Oceanarium budget for the building and
site development. For scoring purposes, the site distance from the
proposed Oceanarium site to a public road would be a ratio of
metres distance divided by 500 times the criteria score (10). So, a
site that requires 220m of driveway would receive a score of 5.6
((500-220)/500 x 10).

Local Road or Service Upgrades (10 points). If local road
upgrades or service upgrades (internet, cellular, power, etc.) are
needed to accommodate the Oceanarium development, these
costs will come out of the Oceanarium budget. Any offsite costs
over $300,000 will receive no points. Any costs below the limit
will receive a proportional score. For instance, if the site must
receive $100,000 of offsite improvements than the site would
score 3.3 (100,000/300,000 x 10).
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Environmental Impact (10 Points). The Oceanarium is striving to
reduce its environmental footprint by taking advantage of sites
that have low environmental impact and high sustainability
potential. That means, the development must not compromise
any endangered habitats and it must have benefits that improve
the sustainability score for the development (microclimate,
geothermal potential, etc.). The application review committee
will score each site based on similar criteria for environmental
impact.

Ocean depth for a 75 feet of wharf (5 points). The draft program
includes a 75’ long wharf within walking distance (0-500m) of the
Oceanarium. A wharf would require at least 2.5m of depth at low
tide and shelter from the prevailing winds (south west to
northwest). A boat launch may also be part of the eventual
program to provide access to the Wild Islands. If an existing public
wharf or boat launch is within 500m walking distance of the
proposed Oceanarium site, full points would be awarded. A
floating dock for kayak launch would also be part of the program.

An adjacent Ecological or Recreational Amenity (10 Bonus
Points). A nearby beach, a saltmarsh, a bluff overlooking the
ocean, unique geological features, a cave system or a sheltered
harbour for paddling and kayaking are all special features that
would enhance the visitor experience at the Oceanarium. This
point scoring would be a subjective evaluation made by the
scoring committee. A distance of no more than 1.0 km to the
special feature would be assumed to be the maximum distance
for consideration. The features would also have to be in public
ownership or as part of the property for consideration.

Using this scoring system to evaluate the 4 potential sites
identified through this preliminary feasibility process (Taylors
Head, Sober Island, Back Cove and Port Dufferin, pictured on the
following page) the sites were ranked and scored to assess the
utility of the site evaluation method. All 4 sites meet the Required
Criteria. The highest scoring site is the Taylor Head site due to its
iconic nature, close road access, low impact, and neighbouring
park facilities which score the final 10 bonus points. Should the
project partners wish to tweak this scoring system that can be
done in the EOI phase.
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