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Staff Report
Origin

The purpose of this report is to provide an overview of the Britannia Shipyards National Historic
Site Strategic Development Plan (Attachment 1) and seek Council endorsement for both the
Development Plan and for capital development priorities that support this plan.

This report supports Council’s 2014-2018 Term Goal #2 A Vibrant, Active and Connected City:

Continue the development and implementation of an excellent and accessible system of
programs, services, and public spaces that reflect Richmond’s demographics, rich heritage,
diverse needs, and unique opportunities, and that facilitate active, caring, and connected
communities.

2.3.  Outstanding places, programs and services that support active living, wellness and a sense
of belonging.

2.4, Vibrant arts, culture and heritage opportunities.

Analysis

Background

In 2014 Council endorsed the following vision and mission for Britannia Shipyards National
Historic Site (Britannia Shipyards):

Vision: Britannia Shipyards is an outstanding national historic site that inspires a lasting
connection to Canada’s West Coast maritime heritage.

Mission: Britannia Shipyards National Historic Site preserves West Coast maritime
heritage with an emphasis on local wooden boat building traditions and the cultural
mosaic and living conditions of the people who worked on the Steveston waterfront. This
unique heritage park provides engaging interpretation and innovative programs that
respond to changing community needs.

Britannia Shipyards is a heritage park that provides local residents and visitors from around the
world the opportunity to experience Richmond’s maritime and cultural heritage. It is a place for
active participation through educational programs, special events and festivals and a place for
quiet reflection.

Britannia Shipyards Strategic Planning Background

The Britannia Shipyards National Historic Site Strategic Development Plan (Development Plan)
(Attachment 1) will provide the framework for decision making at Britannia Shipyards for the
next five years.
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This plan builds on previous plans and strategies, including:
e DBritannia Shipyards National Historic Site Strategic Plan 2014-2018 (2014);
Britannia Heritage Shipyard Business Plan Update, 2008-2012 (2008);
Britannia Heritage Shipyard Historic Zone Development Plan (2004);
Britannia Heritage Shipyard Business Plan (2000); and
Steveston Community Industrial Adjustment Study — Feasibility Report — Britannia
Heritage Shipyard Development Project prepared by Cornerstone Planning Group (1998).

With many of the recommendations from these plans fulfilled, and the fact that Richmond is in
the midst of a profound transformation becoming an increasingly urban city with a growing,
aging and more ethnically diverse population, the need to update the strategic plan for Britannia
was recognized. The Development Plan was developed as a result of this need.

Britannia Shipyards Development Plan Key Recommendations

Building on the Council-endorsed Britannia Shipyards’ vision, mission and the 2014 Strategic
Plan, the objective of the Development Plan is to provide direction for short, medium and long
term priorities.

Crucially, the Development Plan recommends an incremental, iterative approach to ensure
sufficient resources are in place to successfully achieve the desired outcomes, ensure stakeholder
buy-in, and limit risks. As a key cultural asset for the City, the priority remains on providing
public access and increasing visitation to the site.

Short and medium term initiatives that contribute to Britannia Shipyards as a destination tourism
attraction will be supported in part by Municipal and Regional District Tax (MRDT) funding
over the next four years.

In the short-term (2018 and 2019), the Development Plan recommends:

e Complete heritage restoration and interpretation (See Table 1 — Britannia Shipyards
Capital Development Priorities);

* Improve volunteer participation through increased and enhanced recruitment, training,
supervision and recognition;

e Invest in precursors to success including the collection of quality metrics;

e Develop a program plan for the Richmond Boat Builders building and redevelop the
space as required to ensure proper equipment is in place to support the type of work
oceurring;

e Conduct preparatory work to assess viability of additional boat building and repair
activities on site;

¢ Enhance and expand marketing, partnerships, sponsorship opportunities, grants and
donations;

e Explore opportunities to enhance and utilize the Britannia Heritage Shipyard
Society(BHSS)membership program;

e Ensure hiring of a Manager with an appropriate skill set including knowledge of museum
and heritage programming, exhibit development and destination tourism (this is an
existing vacant position); and
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e Enhance and expand paid programming aligned with the site’s vision by diversifying
program offers and improving awareness of programs, including increasing the number
of paid tours, enhancing and expanding school visits and providing more opportunities
for visitors to get on the water. Invest in key staff to enhance visitor offer and expand
programming on the site, including:

o Community Facilities Programmer and additional auxiliary staff to support
growth. These positions are currently being funded on an annual basis through a
one-time additional level and MRDT funding; and

o Shipyard Operations Supervisor, a new staff position to provide oversight of boat
building and repair activities. This position will be brought forward as an ongoing
additional level request through the 2019 budget process.

In addition to the recommendations detailed above, the Development Plan also references the
need for increased capacity in the BHSS. The Society has been active on the site since the early
1990’s and its current role is formalized under the terms of a service agreement with the City that
was executed in 2016. This agreement provides a framework for both boat building and repair
activities, which have been the focus of the Society, as well as other activities on the site.

The BHSS Board of Directors reviewed the draft Development Plan and provided comments to
staff in March 2018. The Board stated that overall the plan was well written and has some good
ideas. They also stated that in order for the BHSS to have an effective role at Britannia, it is
important for the City to come up with a clear vision and direction that is well communicated
and enforced.

Since that time, the BHSS has held their Annual General Meeting and elected a new board, and a
new Chair. Staff continue to work with the Board to evaluate the role of the BHSS at Britannia
and the suitability of the current agreement with the City. Any revisions to the agreement with
BHSS will be the subject of a future report to Council.

In the medium-term (2020-2022), the Development Plan recommends:

e Creating a new event(s) that can draw new visitors while remaining aligned with the
site’s vision; and
Exploring opportunities to increase rentals as restoration continues and potentially more
space becomes available. As any private use of space can negatively affect regular
visitors to the site by limiting their access to exhibit and program space, staff recommend
any tuture rentals are carefully managed so as to not compete with the site’s core
programming.

In the long-term (2023—onwards), assuming heritage restoration and exhibit development is
complete and visitation had increased, it is recommended that the site consider retail, food and
beverage opportunities as well as expanded boat building and repair activities.

While not addressed in the Development Plan, staff recommend monitoring tour bus traffic and
parking issues that may arise as a result of increases in site visitation and developing longer term
transportation plans if required.
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To address a referral at the February 28, 2017 meeting of Parks, Recreation and Cultural
Services Committee, staff anticipate bringing forward a report to Council in fourth quarter 2018
to address the feasibility of repaving Dyke Road around Paramount Pond to increase capacity.

The short, medium and long term priorities will be achieved through a combination of allocation
of existing resources as well as future additional level requests through the operating budget

process.

Capital Development Priorities

In order to support the recommendations of the Development Plan, staff recommend the
following schedule for capital development and operating budget impact (OBI) submissions for
Council’s consideration.

Table 1: Britannia Shipyards Capital Development Priorities

Project Current Recommended | Requirements Funding Project
Status Use Status Timeframe
Phoenix Net Unrestored To be Preservation $11.5M 2018~2020
Loft determined and approved
reconstruction funding
A report to available
gr%l;';crg;vgrb&l Development Funding 2018
2018 of program a\'/a|.lable' _
plan options within existing
budgets
Interior detailed | Future capital | 2018-2021
design and submission
construction required
Richmond Boat repair Status Quo FFE, tools and | Future capital | 2019
Boat Builders and restoration equipment submission
and Boat Yard | projects may be
required
depending on
program plan
Britannia Exhibit: Status Quo A review of Future capital | TBD
Shipyard Industry on the current code submission
Waterfront requirements to | may be
Exhibit and consider required
Shipyard Ways upgrades is
currently $165,000
underway approved
funding
Planning for available for
future use of Shipyard
Shipyard Ways | Ways
is currently
underway
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Project Current Recommended | Requirements Funding Project
Status Use Status Timeframe
First Nations Unrestored Exhibit and Reconstruction | Future 2019-2020
Bunkhouse program space of building and | capital
exhibit and submission
program required
development
Japanese Unrestored Exhibit and Reconstruction | Future 2019-2020
Duplex program space of building and | capital
exhibit and submission
program required
development
Murakami Exhibit and Minor exhibit Exhibits are 20 | Future 2019-2020
House Exhibits | program space | upgrades years old and capital
in need of an submission
update — they required
can be updated
concurrently
with the design
of the
Japanese
Duplex
Murakami Boat | Flexible Status Quo Complete No funding
Works program and required
meeting space
Seine Net Loft | Exhibit, Future uses Complete No funding
program and may be required
flexible event/ | re-evaluated
rental space pending
program plan for
the Phoenix Net
Loft
Administration | Staff offices Status Quo Complete No funding
Building required
Historic Zone: | Exhibit: How Status Quo Complete No funding
Murchison We Lived: required
House, Stories of
Manager's Work and Play
House, Men’s at Britannia,
Bunkhouse, flexible
Point House program and
and Chinese event space
Bunkhouse
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Project Current Recommended | Requirements Funding Project
Status Use Status Timeframe
Vessels: Silver Ann is To be Planning is Future 2018-ongoing
Silver Ann, on display on determined currently capital
Fleetwood, the dock. underway to submission
Burnaby, Remaining develop may be
Portage vessels are recommended | required
Queen, lona, stored on-site options for depending
Starliner and or currently Council's on program
several skiffs under repair. consideration plan
and small
boats
Landscaping Complete $150,000 2020
design for site approved
landscaping funding
including available
improved
wayfinding and
interpretive
signage
Construction Future 2020-2021
and installation | capital
submission
required

Next Steps

Regular monitoring and annual performance reporting will continue to ensure the successful
implementation of the plan. Council will be kept informed through the annual Museum and
Heritage Services Update.

Financial Impact

There is no financial impact to the endorsement of the Development Plan. The actions in this
report will be considered through the annual capital planning and operating budget processes to
be approved by Council.

Conclusion

The endorsement of the Development Plan builds on the success of previous strategic plans and
addresses several key outstanding issues.

Britannia Shipyards is the City of Richmond’s flagship maritime heritage asset. With the
endorsement of the Development Plan, the City will be prepared to bring Britannia Shipyards to its

full potential.
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Marie Fenwick
Manager, Museum and Heritage Services
(604-247-8330)

Att. 1: Britannia Shipyards National Historic Site Strategic Development Plan
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= The status of the focus area on the site (if any);

=  Challenges or barriers;

»  Opportunities for growth given current realities and market considerations; and,
*  Forward-looking recommendations for the site.

Section 4 provides financial projections for the scenario described in the development plan.
Additionally, long term options are described with regards to larger capital expenditure projects such
as a restaurant or retail offer.

A brief summary and conclusion is then provided, before moving to the Appendices which include:
= Atabulated analysis of comparable sites;

= Alist of the 2014 Britannia Shipyards National Historic Site Strategic Plan Strategic Framework
(for reference);

*  Adetailed description of the assumptions and calculations required for the financial analysis;
and,

= Alist of interviewees during the stakeholder engagement process.
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The current vision states:

Britannia Shipyards is an outstanding national historic site that inspires a lasting connection to Canada’s
west coast maritime heritage.

The mission and vision adopted in 2014 guided the development of this Development Plan, which aims
to balance lfocal, historic maritime traditions with evolving community needs.

1.4 Building on the Britannia Shipyards Strategic Plan 2014-2018

In many ways, the Development Plan is the logical next step of the Britannia Shipyards Strategic Plan
2014-2018. In addition to the governance structures discussed in Section 2.1.2, several of the key focus
areas discussed in this Development Plan look to build on active progress made on key strategic focus
areas outlined in the Strategic Plan, including:

Educational Programs: Connecting with schools is a key component of creating Inspirational

Experiences. Specifically, one of the action items associated with this strategic focus area is to

develop and deliver increased curriculum-based educational programs for K-12 and English as
a Second Language (ESL) students. Outstanding Communication also calls for direct marketing
to schools.

Special Events: Expanding special events at Britannia Shipyards relates to the strategic focus
areas Unigue Spaces and Inspirational Experiences. One of the action items associated with
Unique Spaces recommends designing flexible program and event space at the Seine Net
Loft. In terms of Inspirational Experiences, a core objective is to have festivals and special
events contribute to site animation and regional tourism.

Exhibits and Collections: Engaging exhibits are an objective listed under Unigue Spaces. ‘
Further, under Respect for Historical Integrity and Authenticity, one of the objectives is to have
Britannia Shipyards be home to a well-preserved artefact collection that is used to interpret
the site’s history. Both of these strategic focus areas demonstrate the importance of planning
for exhibits and collections at Britannia Shipyards and incorporating them into each visitor
experience.

Visitor Programs: The 2014 Strategic Plan establishes the need for data on visitor experiences
and program participation as part of the strategic focus area Effective Management.

Britannia Shipyards National Historic Site Dev@‘me_nﬁ?n 7 of 65
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®  Cannery Office dates from 188g, and was originally the office for the Britannia Cannery and
Shipyard. It was fully restored in 2009 and now serves as the site’s Administration Building.”

In addition to the original structures listed above, the site has added several buildings to the historic
zone, which feature the “How We Lived: Stories of Work and Play at Britannia” exhibit. These buildings
include:

*  Visitor Centre and the Manager’s House were pre-fabricated in the 1880s in New
Westminster and delivered to Richmond by barge. The buildings were purchased in 1895 by
Mr. Murchison, the first customs and police officer in Steveston. The buildings were relocated
to the site in1994 and opened to the publicin 200g9. Exhibits highlight the lifestyle of a cannery
or shipyard manager, and the work of John Murchison as a police chief, customs and
immigration officer.

= Men's Bunkhouse was once home to between 4 and 15 temporary workers. Moved to
Britannia in 2004, exhibits inside explore the lifestyle of single men who comprised much of
the area’s temporary labour force.

*  Point House was also moved to Britannia in 2004 from Steveston. Its exhibits interpret local
architecture. The north side of the building is a caretaker’s suite.

=  Chinese Bunkhouse was relocated from Knight Inlet in the early 5os to the BC Packers site. It
was then relocated to Britannia in 1999, and opened to the publicin 2011. The upper floor
exhibits examine the lives of Chinese men who lived and worked in Steveston in the early
1900s. The main floor is a flexible meeting, program and event space.

And there remain two building on site to restore, which will be a key priority in the near-term for the
site. They are:

= The Japanese Duplex dates from the late 1890s. While substructure repairs were completed
in 2004, the building is in poor condition. It is currently used for storage only, and is not open
to the public.

=  The First Nations Bunkhouse was built in 1886, and moved to the site in 1946. It is in poor
condition, has not been stabilized, and is not open to the public.

fn addition to the buildings on site, Britannia Shipyards is home t0 a fleet of heritage vessels and a
display of wooden boats owned by the City, the BHSS, individuals and other community groups that
provide enhanced programming for visitors.

2.1.2 Governance

Britannia Shipyards is managed by the City of Richmond. The City has a service agreement with the
BHSSwhich is also active on the site. Essentially, the City leads operations and maintenance while the
BHSS provides additional activities, primarily in the area of boat building. At present, the City employs
three full-time staff to coordinate exhibits, facility rentals, school and public programs, special events
and guided tours. The City also recruits and trains volunteers to support these activities.

* Descriptions sourced from the Britannia Shipyards National Historic Site Strategic Plan, 2014-2018.
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2.2 Setting the stage for the future

Importantly, several local residents interviewed see Britannia Shipyards as a great local asset and
community gathering space? which increases awareness of Richmond’s rich, multicultural maritime
history. The potential for a mode! where public access and community park elements of Britannia
Shipyards exist alongside an enhanced ticketed offer (implemented over time) was developed over the
course of the study’s research and analysis phase. Not only would enhanced fee-based tours and
programming provide revenue, but they would also gear Britannia Shipyards towards becoming a
destination tourism site.

To this end, the development scenario recommended herein introduces a scenario in which a paid site
access offer is incrementally increased over time, while leaving the remainder of the site open for use
as a public park. A physical gate was not considered for several reasons, including the fact that the
Steveston Greenway runs directly through the site, and the fact that such barriers would likely
eliminate the feel of a local park or gathering space.

Assuming this development scenario, we consider all related site enhancement opportunities and
inputs in the proceeding sections. Based on the identification of existing and potential
activities/concepts, we prioritize the activities according to the efficacy and appropriateness of each, as
well as the capacity of the City of Richmond and the BHSS to embark on some of them at the same
time.

For these priority areas we posit market and cost assumptions, based on existing market research
and comparative experience in other similar historic site developments. These assumptions underpin
the pro forma development plan projections.

®The notion of a gathering space was a common response collected throughout stakeholder interviews.

{
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= Quality metrics;

= Staffing requirements;

*  Marketing;

= Partnerships;

*  Sponsorship, grants and donations;

= Annual BHSS membership; and,

*  Preparatory work for boat building and repair activities.
Quality metrics

Aninitial priority should be initiating the collection of quality metrics (e.g. customer satisfaction levels,
number of attendees, proportion of repeat visits) which will provide valuable feedback on exhibits,
assets and programs. A more comprehensive feedback cycle will allow staff to monitor the extent of
success of each activity, consolidate gains, and move forward in an iterative process. While the site has
success in one-off feedback tools (e.g. 2013 Voices of Britannia Survey, 2016 Richmond Maritime
Festival Exit Survey, 2017 Visitor Survey) it is important to initiate ongoing measurement as to the
satisfaction of programs and facilities on the site —in part, to ensure they remain in line with Strategic
Framework 4.1.3.

As the measurement process evolves, the site should aim to create metrics that meet the recognized
SMART criteria (Specific, Measurable, Achievable, Realistic and Time-bound). The Britannia Shipyards
could also explore the option of partnering with local universities to have business and/for
administration classes assist in the implementation of quality metrics.

Overall staffing requirements

A key requirement to enhancing the site will be the addition of one new permanent full-time staff
member (in the immediate term). Currently, the site operates with three permanent full-time staff
members®. As a result, the staff is heavily reliant on auxiliary and volunteer support. As such, it is
recommended that the site adds a fourth full-time permanent role in the immediate term. A fourth
full-time permanent role will continue to work directly with the Manager, Heritage Coordinator and
Visitor Service Associate. Given the opportunities that could arise from a dedicated focus on improved
quality, diversity and awareness of programming on the site, it is important that the new hire has the
required programming knowledge and experience.

While it is important the site add a fourth staff member in the short-term, the site should work towards
two more specific, roles (totalling five) in the medium to longer term. These roles could be established
by shifting auxiliary roles into full-time positions, splitting more general roles into two, more specific,
positions, or by hiring externally. Description of these future roles are found below:

=  Public Programs Coordinator: This role’s responsibilities would cover events, seasonal
programs, BHSS program support, assistance in marketing programs and events (e.qg. social
media), with a concentration on program development, engaging instructors, promoting,
coordinating, etc.

% Note, the Guif of Georgia Cannery operates with 7 admin staff while the Vancouver Maritime Museum has 12.
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staff). While this is a significant increase from the current base budget of $5,000, it is a necessary step
for improving awareness and the potential of the site.® This increase in budget should be used to
complete the development of a marketing and communications plan as indicated in Strategic
Framework 5.2.1 of the Strategic Plan 2014-2018. Additionally, it will help address potential
communications gaps revealed in the 2017 Britannia Shipyards Visitor Survey. For example, the survey
found that 56% of respondents heard about Britannia Shipyards via word of mouth, while an additional
13% discovered the site because they walked by or happened upon it. Given that only 19% of visitors
indicated being on site as a direct result of advertising, an increased focus on marketing could
significantly increase site attendance.

In order to make the marketing budget extend as far as possible, the site should focus on leveraging
earned media wherever possible (e.g. word of mouth, retweets, shares). Digitally speaking, the site
can leverage its already strong digital presence (especially the 5,633 followers on Instagram”) through
opportunities for interactivity at the site, which can be shared online via customized or popular
hashtags. Given the site’s especially strong following on Instagram, and the picturesque nature of the
site, an effective way to gain earned media is an Instagram photo competition where visitors are
encouraged to share their favorite moments at the site on a designated hashtag, with daily, weekly or
monthly prizes. Furthermore, this type of earned media may be the biggest return on investment from
the site hosting special events, where large numbers of guests attend, largely for free. If these events
are high quality and people enjoy them, they will tell their friends, both in person and, of course,
online.

Partnerships

To maximize return for marketing investment, the new auxiliary marketing professional should explore
opportunities for or partnering/contracting with outside agencies or other heritage site as this offers a
built-in opportunity for co-branding and cross-marketing initiatives. While it is important that the site
maintain a unique brand, establishing productive partnerships will be a critical enabler for success in
the next phase of Britannia Shipyards’ development (and another way to gain earned media). In the
first instance, Britannia Shipyards should continue to explore opportunities to partner with local
heritage sites, especially the Gulf of Georgia Cannery. Some potential options for joint marketing
include:

*  Combined tickets, promotional offers or incentives/discounts to visit multiple sites;
»  Sharing resources such as staff and volunteers;

»  Marketing campaigns (e.g. Steveston, Richmond, maritime themed specific social media
campaigns or advertising campaigns);

= Shared efforts in the designing, ordering and selling of merchandise (i.e. increased economies
of scale, collaborative branding and marketing);

® Note, the GUIf of Georgia Cannery spends more than $65,000 on their annual marketing and advertising budget.

7 As of January 23™ 2018,
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»  One-off events (e.g. Artist’s Talks).

By 2020, the site should have developed a unique menu of sponsorship offers and see a significant
expansion in revenue from sponsorships. Identifying potential sponsors for special exhibitions is
another area for exploration, building on the successful partnership model of the Our Coastal
Connection exhibit in Summer 2017. Furthermore, as detailed in Section 4.4, there are a wide variety of
publicly available opportunities for grants to sponsor certain activities or general finances of the site.
The site could use the five-step process for engaging the business world, described as follows by the
Museums Association?, as a starting point for building its sponsorship offer:

»  Scrutinize your own project so you are in a position to demonstrate to potential funders how
its "reach” will meet their own promotional goals;

*  Examine the projects that companies already support to see where yours might match their
priorities;

»  Remember that companies have their own agenda (i.e. need for self-promotion);
» Remember that sponsorship is a business arrangement, not a casual quid pro quo; and,

= [fyou cannot offer 'prestige’ as a small museum, you may be able to provide other benefits to
a company, such as helping it demonstrate its corporate social responsibility.

Itis recommended that the site continue to seek grants and donations while striving to increase
sponsorship revenues by 10% annually after the 2019 launch of its sponsorship offer, contributing
roughly $84,000" to the budget of Britannia Shipyards by Year 5.

Annual BHSS membership

In the short-term, the City should explore opportunities to work closely with the BHSS to enhance and
utilize the latter’s $25 membership program. Some examples may include: increased access to paid
programming or behind the scene tours, priority access to special events, andfor access to unique site
rental offers. While this partnership could include some revenue sharing with the City, it is likely that
the biggest benefit will come in the form of increasing the membership size, and, in turn, the
participation in, awareness of, and enthusiasm for the community asset element of the site. The
membership body could also play an important role in programming support. For example, much-
needed school program materials and exhibit components could be created by the membership.

Another option within the membership scheme (possibly in the medium to longer term) could be an
‘upper tier' where members (or organizations) who feel aligned with the mission of the site can
purchase an enhanced membership (~$100). This could include guest passes for paid tours or
programs, to be distributed to those who may not be able to afford the services offered at Britannia
Shipyards or discounted/priority booking of site space.

Preparatory work for enhanced boat building and repair activity

9Museumns Association, Museum Practice (2008): https://www.museumsassociation.org/museum-
practiceffundraising/16530.

**Note, the Gulf of Georgia Cannery raised over $150,000 in sponsorship, grants and donations in 2016.
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While a full analysis of market considerations and opportunities for boat building and repair activity
can be found in Section 3.4.3, it is recommended in the immediate term, a program plan for the
Richmond Boat Builders Building is developed and the building is redeveloped to support this plan.
Processes and procedures must be in place to address all requlatory requirements. Appropriate City
staff oversight for boat building and repair activities will help to ensure regulatory compliance.

It is also recommended that the site conducts preparatory groundwork for longer-term boat building
and repair activity at the site. It is important to note that much of the programming, tours, events and
school visits will be closely related to the wooden boat building traditions and maritime history of the
site. However, some of the more industrial related options (e.g. more complex activity, new
machinery) need to be explored further, especially as they relate to the diminished access to the public.
Specifically, the following aspects need to be closely considered, in the immediate term:

*  Working closely with Department of Fisheries and Oceans (DFO) and Environment and
Climate Change Canada officials to ensure regulatory compliance of intentions (e.qg.
engineered drawings, specific use plans).

»  Ensuring compliance with all Municipal, Provincial and Federal laws and regulations such as
Work Safe BC Regulations, the Canadian Environmental Protection Act, the Fisheries Act, the
Marine Liability Act, the Canadian Environmental Assessment Act and the Heritage
Conservation Act.

=  Preparing an application to the Province for permission to perform this type of activity under
an amended water lot lease agreement (a process that can take 1-1.5 years)

*  Ensuring hazardous materials (e.g. lead, asbestos), are first removed from vessels at a proper
facility (e.g. Steveston Harbour Authority, Shelter Island).

=  Developinginitial plans for containing work (e.g. boom, other infrastructure) for the
containment of sawdust and other less hazardous waste, including engineered drawings and
equipment procedures.

»  Professionalizing the activities of the BHSS — e.g. ensuring health and safety regulations are
understood, practiced and overseen by BHSS leaders.

In summary, there are several important, ongoing initiatives that will provide a foundation for
continued improvements at the site. The following sections will describe the operations of the site in
the short, medium and long term, as they relate to eight key focus areas at the site:

= Site tours * Spacerentals

= Registered programming *  Boat building and repair
= School programs *  Retail/gift shop

®  Special events * Foodandbeverage

3.2 Short-term focus areas (2018 and 2019)

In the short-term, the site should pursue “low hanging fruit” or focus resources on activities that have
higher and faster returns (financial or otherwise), with measurable gains. Crucially, these focus areas
also align closely with the vision and mission of the site.
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»  Sailor Knots

= Cultural Celebrations
= Sky Cultures

= Sea Monster Myths

The camps offer hands-on engagement, storytelling and themed games to teach kids what life was like
in the past. In 2016, 60 children learned traditional maritime skills in historic buildings at Britannia
Shipyards.

In general, visitors have enjoyed the informative and educational aspects of the site with 27% saying
they enjoyed this aspect most. At the same time, 21% stated they want to see more educational
aspects and 12% wanted specific maritime skill related programming, so there remains room for
improvement.™

While not necessarily a registered program, the Innovation Station (opened May 2016) offers exciting
new opportunities for interactivity and learning at the site. It is a great stop for families to spend some
time solving problems through creative and innovative thinking.

The site has been successful in aligning its programming with its overall vision, but an opportunity
exists to more carefully align additional/enhanced site programming (as evidenced by the statistics
above) in more direct relation to wooden boat building, cultural understanding and maritime history.
Additionally, the fluid nature of the programming means it is able to respond to changing community
needs.

Challenges

" Increased attendance is important to the mission of the institution and for revenue
generation, but can be a burden on staff and volunteers and can put some of the buildings and
displays at risk.

=  Spreading awareness of programming requires additional and different marketing strategies.

= Increasing the diversity of offerings may water down the quality of current programming,
emphasizing the need to focus on popular and/or profitable programs.

= There exists a risk of developing partnerships ‘too soon’, before the site’s offer is fully
developed.

Market Considerations and Opportunities

Despite the challenges listed above, there are substantial opportunities to significantly expand
programming at Britannia Shipyards. Given the nature of the programming on the site, it is likely that
most of the participants in paid programming are locals.*® As seen in the table below, there are some
gaps that could be addressed to increase paid program attendance.

$ Voices of Britannia Survey.

*® An assumption carried through the market analysis, as well as reflected throughout stakeholder interviews.
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number of students visiting the site by Year 5 would be in the order of approximately 2,880 visits
(roughly 96 classes) and would likely be provided on a revenue neutral/slightly profitable basis.

Recommendations

Britannia Shipyards should continue to enhance and expand promotion of their school programs on
the site. While Britannia Shipyards are certainly not the only site with curriculum-based programming,
promotional material should centre on the unique, curriculum-based offerings at Britannia Shipyards.
Moreover, these materials should be making clear linkages between programs or exhibits on the site
and specific grades, classes and learning outcomes. This kind of promotion will be a critical role of the
new staff member and increased marketing budget. The site could also explore sponsorship
opportunities to cover travel costs for school groups wanting to visit the site.

It is recommended that an enhanced offer for school visits would go beyond the current break-even
cost structure (or loss) and cater to a regional market. As indicated in Strategic Framework 2.1.5,
specific offers should be developed which cater to growing demographics (e.g. ESL tours,
Indigenous/Chinese/Japanese focused tours). Nordicity modelling shows that in order to break even on
variable costs, the school programs (based on financials provided to us) need to charge roughly $6.**
While there are loose constraints on how much Britannia Shipyards can charge for these programs, it is
recommended that the site aims to raise the price of its school programs in the short-term. The
agreement that puts loose limits on pricing may mean that it is necessary for other school programs in
Richmond to review their cost structures as well. This fee increase becomes even more important if the
site can successfully increase the number of school tours visiting the site.

In summary, short-term priorities should remain around enhancing the visitor experience while
expanding revenue generating activities in three main areas:

= Sitetours
= Paid programming
»  School visits

Note, in view of the recent need to remediate the Richmond Boat Builders Building, the short-term
phase also includes the development of a program plan for the building so as to allow for programing
to continue as soon as possible.

3.3 Medium-term focus areas (2020 through 2022)

In Year 3, gains made in the first three years (e.g. increasing paid tours, enhanced programming and
school tours) will be reviewed and additional opportunities will be pursued. Recommended initiatives
for medium-term focus are described in the following sections.

** While raising the price may result in an initial decrease in potential uptake of the school tours, the site should continue
to work with the group of Lower Mainland Museum Educators (LMME) and other partners to identify possible ways to
increase the price. Nordicity analysis shows that school programs operated at a roughly $12,000 loss for the site in 2017
(see Appendix 3).
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to visit and enjoy the site. Instead, it is recommended that the site focus on a limited number of
weddings, as well as rentals that are more aligned with the vision of the site. Some examples include:

»  Evening rentals that do not compete with the site’s daytime programming (e.g. private
parties, celebrations of life, corporate events/meetings, fundraisers);

= Cross-generational and family events such as family reunions, retirement parties and birthday
F e 24
parties™;

= Cultural events (festivals or holiday celebrations); and,
»  Community events.

In order to minimize disturbance of the site, and keep alignment with the site’s vision and mission,
future expansion in space rentals should consider a stronger focus on rentals that occur outside the
peak hours or summer months.

Additionally, the site should continue to build on its reputation as a destination for film shoots. The site
could consider a focused marketing campaign, promoting the site as a destination for diverse types of
filming, with ample space for parking of equipment. These rentals should be prioritized for winter
weekdays as closing the site in busy summer months will restrict public access.

To conclude, the site will build on success of special events and high demand for rental space on the
site. As such, the site will maintain its already impressive baseline in the short-term and explore
options for increasing usage in the medium-term.

3.4 Long-term focus areas (beyond 2022)

After an initial five-year period, it will be time to pause, review ideas/initiatives that have or have not
worked and build on areas where success has been achieved. Additionally, it is expected that by this
time, most or all of the site restoration will be complete, freeing up capacity and capital investment to
invest in some revenue generating opportunities. Furthermore, by this time, drop-in site attendance
should be roughly 120,000, resulting in a stronger business case for developing some of the
opportunities listed below.

3.4.1 Retail offer
Current State

Avretail shop for Britannia Shipyards would be defined as one selling themed souvenirs and small items
pertaining to the visitor experience. Britannia Shipyards does not currently have a gift shop. While it is
important to recognize the operational capacity that is needed to run a gift shop, the lack of a retail
facility is potentially a missed opportunity.

In addition to generating revenue, a gift shop has the added benefit of acting as ‘free’ advertising. The
opportunity to sell branded merchandise in the gift shop presents the potential to spread further
awareness of the site around the community and beyond. In addition, it offers a chance to capitalize on
the large walk-through crowd that the site enjoys.

* The price many parents are willing to pay mean that birthday parties are often required to be run at a loss for the site.
p yp 9 Y YP q
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»  Low quality food and beverage service could reflect poorly on the overall site experience.

=  The potential late hours of a restaurant or brewpub could be at odds with local noise bylaws
and disturb current coexistence with local residents.

*  Transportation and parking may be an issue.

»  Generally speaking, restaurants on historic sites are unlikely to bring in significantly increased
revenue, especially if the site is unable to drastically increase visitors.

Market Considerations and Opportunities

There is opportunity to lease space to food and beverage operators at Britannia Shipyards. Right now,
visitors to the site are not within walking distance of any food and beverage establishments (the
closest, The Fisherman'’s Boot, is more than 500 metres away). ** A food and beverage offering also
offers the opportunity to capitalize on the walk-through crowd, as well as potentially bring newcomers
to the site.

There are a number of criteria that potential food and beverage operators would consider when
determining if a site is appropriate for a new restaurant or service. Desired site attributes include
existing site traffic, accessibility and parking, overall market trading area, proximity of competition,
visibility and exposure, site size, lease rates, site visitor profile and neighbourhood demographics,
facility readiness, and local zoning regulations among others.

Given the challenges discussed above, this is not a short-term priority of the site. However, when the
capacity exists, and the number of visitors is sufficient, there is potential reward in establishing a food
and beverage offering. Starting with a small offering out of the gift shop or visitor centre may be an
effective first step, while licensing space for a food truck remains another option.

Recommendations

While longer term options could include a full-service food and beverage offering, a food truck at
Britannia Shipyards may be considered in the medium-term. There is currently great demand for food
truck licenses, and the City of Vancouver has resorted to a lottery system for the permits that grant the
right to park trucks in specified public spaces. *® In this context, it is likely there are operators who
would be amenable to an arrangement with Britannia Shipyards during peak periods.

Given the relatively lower revenue generated by food trucks, and the low cost to obtain permits to
operate around Vancouver, this is unlikely to generate a material surplus for Britannia Shipyards after
considering administrative costs. However, this approach has the advantage of making food services
available to visitors with virtually no up-front capital investment from the site.

It is recommended that Britannia Shipyards explore opportunities to attract an operator to park at
the site and provide food offerings to site visitors. It is possible the site would be able to charge for
parking during peak times or during events, but the priority should be on finding a vendor to provide

* “"Walkability” is often defined as within 400 metres of a given location.

*® A $1200 annual permit extends the ability to park a food truck in a number of locations around Vancouver (with some
reasonable limitations) — this gives a good sense of the ‘substitute’ that any rental fee Britannia Shipyards proposes will
be compared against.
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site is well positioned to provide boat building/restoration activity on the site and the opportunity for
visitors to view such activity.

Another important opportunity surrounds the potential partnerships that could be forged with local
professional shipwrights who may be able to provide unique training or boat building offers on-site.

Despite the potential market opportunities and alignment with the vision, expanding boat building and
repair activity — especially into heavier work or expansion of infrastructure on-site — is unlikely to be a
short-term priority. High upfront costs and high regulatory barriers (Section 3.1) mean many of
these options must remain a long-term priority.

Recommendations

Boat building and repair-related expansion is a long-term opportunity.* Increasing or expanding this
type of activity on the site has the benefit of offering visitors viewing opportunities for this work and
enhancing the mandate of the site in terms of telling the story of the province’s maritime heritage.
Some examples of expanded offerings could include:

»  Utilizing slipway equipment on-site.

*  Wooden vessel building/restoration — balancing facility use between historic celebration and
practical/modern utility.

As per Section 3.1, establishing new (revenue-generating) relationships with external commercial
outfits, associations, boat building clubs/professional shipwrights that are in need of space to
undertake their activities could be a valuable means of funding any new activity proposed.

While expansion of boat building and repair activities on the site is not recommended in the short-
term, the inclusion of viewing, programming and training within the site tours, programs and school
visits is highly recommended.

3.5 Looking ahead

The above development plan describes a ten-year vision for the site. In addition to the required
attention on each focus area, the site will need to invest in operational precursors for success such as
the increased staffing and volunteer hours, marketing and promotional campaigns and improved
partnerships and sponsorship activities.

In the even longer-term, consideration may also include shifting to an entire site visit fee model so as
to replace some of the “value added” fees recommended above. This shift could happen by focusing
attention on establishing a sense of arrival through entrance-focused+ landscaping and improved
wayfinding. Alternatively, the site could consider the option of fencing the site. Due to the dependent
factors such as effectiveness of visitor enhancement activities described herein, as well as obvious
capital and staffing investments, a feasibility study on securing the site perimeter would be undertaken
before any decision-making process could take place.

* Note, this is referring to expanded operations (either though new infrastructure or types/quantity of boat building and
repair activity on the site) and not to programming related to the current or historical uses of the site.
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As a means of summarizing the above plan, the table below graphically displays the timeline and
prioritization of each of the eight focus areas. The table is color coded by priority level and includes
operational recommendations in the short, medium and iong terms.
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4.1.2 Expense projections

Nordicity relied on the current levels of expenses and interviews with staff members to determine the
actual cost of staff time and materials that goes into offering the various types of programming offered
at the site.

The significant additions to the expenses at Britannia Shipyards include:

A new staff member was assumed to earn $70,000 in salary and benefits.

The cost of administrative support (e.g. auxiliary staff) and tour preparation/facilitation were
linked to the volume of visitors.

The marketing budget was increased from $5,000 to $50,000 per year and held constant
through the forecast period.

Facility-related expenses (maintenance contracts and utilities) were assumed to consist of
25% fixed costs. The remaining (variable) 75% of these costs was assumed to exhibit a direct
relationship with total attendance to the facility.

Telecommunications was treated as an administrative expense and was assumed to consist of
50% fixed costs. The remaining (variable) 50% of these costs was assumed to exhibit a direct
relationship with total salaries and benefits.

Britannia Shipyards National Historic Site DevGP'ngrvI Ua‘n 43 of 65



GP - 105



4.3 Long-term revenue considerations

As part of the research underlying this plan, Nordicity evaluated some additional opportunities that
may be available to Britannia Shipyards through new operations (e.g. food and beverage service, gift
shop), or external operators of these services.

The following bullet points summarize these options.

Operate restaurant: The average restaurant in Canada generates a profit margin of 3%, with
the top quartile earning a 15% profit margin.*® Assuming 10% of visitors to the site visit a
restaurant and spend $10 each, and that the restaurant caters to 10% of visitors on site for
space rentals at a price of $20 per head, a restaurant would generate a total of $200,000in
revenue in 2021. White this would not contribute significantly to the operating surplus at a 3%
profit margin (i.e., about $6,000 surplus), Britannia Shipyards would have control over the
restaurant’s menu offerings, availability of catering for space rentals, and ambiance, all of
which could be tailored to align with the character and authenticity and vision of the site.

Operate gift shop: The average gift shop in Canada generates a profit margin of 4%, with the
top quartile earning an 18% profit margin.*® Assuming 5% of visitors to the site visit the shop
and spend $10 each, and that the gift shop caters 10% of visitors on site for space rentals at a
price of $20 per head, a gift shop could generate a total of $95,000 in revenue in 2021. While
this would not contribute significantly to the operating surplus at a 4% profit (i.e., about
$4,000 surplus), margin, Britannia Shipyards would have control over the operating segment
and potentially use staff to provide better service to visitors.

Lease space to third party restaurant or gift shop operator: If Britannia Shipyards were to
build a restaurant facility (or restore an existing building and add a commercial kitchen) and
lease this facility to a restaurant operator, restaurant facilities in Steveston currently lease for
about $30 per square foot, dropping to about $25 per square foot for retail. Assuming that the
site leased a small (1,000 square foot) restaurant to a third-party operator, the site could
expect about $30,000 in gross annual rent. A similarly sized retail space (1,000 square feet)
would be expected to generate $25,000 per year. While this could potentially be an easier
route that operating a restaurant, finding a willing lease could be difficult as many report
difficulties to turn a profit in Steveston restaurants.

4.4 Federal, provincial and private funding options (e.g. sponsorship, grant

potential)

The Gulf of Georgia Cannery reported $g5,000 in grant revenue in 2016. Such funding is available
through a number of provincial and national government programs. The following subheadings outline
some programs with eligibility requirements that are well aligned with the reality of Britannia
Shipyards. These funds could be used to help finance restorations and/or new construction of facilities
and give the site a boost in its marketing efforts.

*® |ndustry Canada, Financial performance report for NAICS 7225 - Full-service restaurants and limited-service eating

places.

*9 Industry Canada, Financial performance report for NAICS 45322 - Gift, Novelty and Souvenir Stores.
Yy p P ' y
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*  Enhance and leverage the BHSS membership

o  Work together with the BHSS to enhance their membership offer to increase
numbers while exploring opportunities to work with the group to benefit the site.

*  Conduct Preparatory work for increased boat building and repair activities.

o The site will work with the BHSS and regulators to understand, moving forward, what
are the best options for boat building and repair activities on site, and what will
require further exploration or investment.

5.2 Pursue low-hanging fruit

The site should invest in attainable ‘wins’ that align closely with the vision and mission of the site, while
growing to reduce the net public subsidy of visitors to the site. As described at length herein, early
investment should be focused on the following four priority areas:

=  Transition from free to paid site tours;
=  Enhance paid programming; and,
= Enhance school tours.

n the medium term, the site will build on success of special events and high demand for rental space
on the site. As such, the site will maintain its already impressive baseline in the short-term and explore
options for increasing usage in the medium-term.

These five areas of low-hanging fruit’ will have the greatest and fastest return on investment, though
it is important to note that the type of returns may be different. For example, some will deliver more
quantity of visits (e.qg. special events) while others (e.g. shifting to paid tours) will help to reduce net
subsidy per visitor and increase revenue.

5.3 Regroup, consolidate gains and move forward

After an initial five-year period, it will be time to pause, reconsider progress, throw out ideas that have
not worked, and consolidate gains where success has been achieved. By this time, the completion of
restoration at Britannia Shipyards will have freed up capital and thereby allow the site to refocus on
other, bigger initiatives = such as exploring food and beverage options on site, establishing a new
visitor centre/gift shop, and possibly expanding boat building — in order to make further significant
gains.

Undoubtedly, the constant factor amidst impending change at Britannia Shipyards is its significant
place in British Columbia’s maritime heritage and its exemplary ability to tell the stories of Richmond’s
multicultural community — past, present and future.
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The following assumptions were used to drive the financial model:
= Paid tours
o Total number of regular hour drop-ins: Currently, 93K per year, rising to 120K in 2022

o Percentage of total reqular hour drop-ins that attend paid tours: Currently 1.1%,
rising linearly to 80% in 2022

o  Price per person per tour: $4.00
»  Special event drop-ins
o Total number of special event drop-ins: Currently, 66K per year, rising to 95K in 2022
o No associated revenue
»  School groups
o  School group size: 25
o Number of school groups per visit: 2
o Number of school visits: Currently, 36 per year, rising linearly to 48 in 2022
o Revenue perschool group: $246.00

o Admin cost per visit: $55.00 (one hour of visitor services associate time @ $30 per
hour and one hour of tour preparation/set-up @ $25 per hour)

o Facilitation cost per group visit: $56.25 (1.5 hours of tour facilitator @ $37.50 per
hour)

o  Cost of materials per student: Between $2.00 and $4.00
o Fixed cost: $100 annually
*  Spacerentals

o Total number of rentals: Currently 169, rising to 225 linearly, starting in 2020 (i.e.
rentals only begin to grow in the mid-term)

o Price perrental: $210.71, based on current actual revenue divided by number of
rentals reported

o Admin cost per rental: $110.00 (based on double the amount of staff time cited in the
“admin cost per school visit” assumption, as described above)

= Facility overhead

o Contracts and utilities were assumed to consist of 25% fixed costs, and the remaining
75% was assumed to exhibit a linear relationship with total attendance. Total
attendance includes all visitors to the site, as documented in all of the previous
assumptions about number of visitors associated with drop-in attendance, rentals,
tours, etc.

= Salaries and benefits
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o New hire: $70,000 in salary and benefits per year (to increase per as year as per union
contract)

o Auxiliary staff costs: Outlined separately for school tours and space rentals above

= Administrative overhead

o Telecommunications costs were assumed to consist of 50% fixed costs, and the
remaining 50% was assumed to exhibit a linear relationship with salaries and benefits
(after accounting for cost of new hire and auxiliary staff time used to book school
groups)

o Marketing budget: Increased from $5,952 per year to $50,000 per year

*  Fixed expenses

o Public works, supplies (less school tour direct material costs), and other expenses
(representing a total of $60K per year) were assumed to remain constant
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