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PRINCE EDWARD FITNESS and AQUATIC CENTRE
T BUSINESS PLAN

Executive Summary

The Prince Edward Fitness and Aquatics Centre (PEFAC) was established

late in the summer of 2005. PEFAC is a non -profit organization that

provides a swimming pool and a wide variety of recreational and fitness

programs that encourage good health in the community. This business

pl an provi des PEFACOS fundament al principl
financial plan to guide PEFACOS operation oyeay andt h e ne)
preliminary plans  for beyond.

PEFACOGs Vision, Mi ssion statement and Gui di:-
the plan. Our goals describe the continued operation of our indoor Junior

Olympic (25m) pool and fitness facility that offers a broad range of

programs and services for the Community for both the short and long -

term.

Issues and opportunities related to the goals are detailed in the plan. The

high cost of operating the pool (particularly energy costs) is one of the

major issues related to goal 1. A variety of opportunities to expand and

integrate PEFACOGs programs into the communi t
goal 2. ldentification of a long -term location for the facility, and upgrade

the major systems in the building are the largest challenges to reaching

goal 3.

Strategies and an action plan to address the issues identified and take

advantage of the opportunities offered are provided. The financial plan

sets out revenues and expenses, operating and capital, over the next five

years and proposes a continuation of funding support from The County of
Prince Edward as well as a concerted effort to find grants to assist with
capital needs.

PEFAC has the only swimming pool in Prince Edward County that is
availa ble to the community. We recognize that an aquatics facility is
essential to the physical health of our community members. Swimming is
one of the best cardiovascular activities available, and is accessible for
those with physical limitations or in need of rehabilitation. Surrounded,
as we are, by water, the water safety training that PEFAC offers is
essential, especially  to our children
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Background
The Prince Edward Fitness and Aquatics Centre (PEFAC) was established late
in the summer of 2005. This fa cility was originally built and operated as a

fitness centre  on a non -profit basis by the Lester family in tribute to a family
member. After 20 years of providing Aquatics, Fitness and Recreational

Programs for the Community the Lester family decided to cl ose the Centre.
In reaction to the news , members of the Rec Plex formed "Friends of The
Rec Plex" in an effort to keep the facility open and maintain the programs

and services for the Community. As a result , a Board of Directors was
elected by the member  ship, and they were able to negotiate a lease with the

Lester family and obtain municipal support to maintain operations

The name of the facility was changed to PEFAC, which was incorporated as a

non - profit organization. To maintain operations the Boar d retained all of the
former employees of the Rec Plex, including a highly skilled and qualified
General Manager. Membership numbers had drastically fallen due to the
closure of the R ec Plex, and misinformation in the Community. With much
hard work and e ffort the staff began regenerating programs, services and
memberships.

It was evident that it would take time to re -establish the membership base,
programs and services to a level that would fully support the operating
expenses. As well, the Pool neede d a new ceiling which would cost between
$30K and $40K. Additional financial support was needed during at least the

first 3 years of operation. The Board approached the Municipality for
assistance and was granted up to $100K for year one, $75K for year tw 0 and
$60K for year three.

Over the past 3 years membership, programs and services have grown
steadily. A list of programs, services and schedule of fees are provided in
Appendix A and B. A list of similar facilities in the area and marketing
strategies currently employed are provided in Appendix C. Funds have been

raised through membership sales, service fees, special events, grants and in
kind contributions such as volunteering. With the ongoing efforts of the
Staff, Board and Members, PEFAC will con tinue to serve the fitness and
rehabilitation needs of the community for many years to come.
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Vision, Mission and Guiding Principles

Vision

PEFAC envisions a community aquatic and fitness facility that provides
recreational, therapeutic and social opportun ities for people of all ages and
abilities.

Mission

PEFAC strives to promote and support the health of our community by
providing an aquatics facility with diverse recreational programs that are
accessible to everyone regardless of physical, economical or social barriers.

Guiding Principles

In our community, an overwhelming number of medi cal issues can be
related to un -healthy lifestyle choices. Many of these illnesses are
preventable or manageable with regular physical activity and healthier

eating h abits. Swimming is one of the most popular and accessible activities
available. Many people who are unable to participate in other activities are

able to become physically active in a swimming pool. We strongly believe

that an aquatics facility is essent ial to the physical health of our community
members.

Water safety is critically important. The County is surrounded by water;

there are also several inland lakes, as well as a myriad of wetlands, streams,

ponds and other water bodies. Knowing how to sw im and understanding
the dangers of water, saves lives. PEFAC offers this essential service to
residents, especially our children.

The wide range of other fithess and recreation programs offered by PEFAC

make the expense of the physical structure and s taff required for the pool
financially viabl e. We believe that the
operati on, but that the other activities

vital to the survival of the whole operation.
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Goals

1. Continue to provide an indoor Junior Olympic (25m) poo | and fitness
facility for the Community.

2. Continue to provide a broad range of programs and services.

3. Provide an aquatic and fitness facility that will serve the community on
a long -term basis.

Issues and Opportuniti  es

Goal1 T Continue to provide an indoor Junior Olympic (25m)
pool and fitness facility for the Community.

High cost of operating a pool (energy, maintenance, chemicals and
supervision)

Safety in pool when it is not supervised

The boiler room suffers fr ~ om excessive humidity

Inadequate pool viewing space to accommodate hosting of revenue
producing swim events/meets

There is opportunity to introduce environmentally friendly and energy
efficient solutions in implementing our maintenance program (Appendix
D)

Goal 2 T Continue to provide a broad range of Programs and
Services.

Opportunity to provide swimming instruction as part of school physical
education programs

Transportation and financial barriers limit use of programs by some
seniors and youth

Agein g of existing fithess equipment

Lack of new types of fitness equipment

Need for instruction on training techniques and fitness equipment use
Increased revenue generating opportunities through personal training

8/11/2011
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* Lack of staff to coordinate and develop additi onal programs and host
events such as squash tournaments and swim meets

* Need for diabetes and cardiovascular focused rehabilitation programs

* Lack of support from residents in the north of the County for Municipal
involvement in facility located in Picton

* Opportunities to expand delivery of programs for the municipality, Life
Saving Society, Family Health Team, Health Unit, Red Cross and others

Goal 3 T Provide an aquatic and fitness facility that will
serve the community on a long -term basis.

* The facili ty is not currently fully accessible
* Theelectricaland plumbing systems do not meet todayds st
* Change rooms have inadequate ventilation and rusting / ageing fixtures
* The swimming pool and its fittings are approaching 25 -years in age and
may require significant attention in the near future
* Insulation is inadequate
* Gymnasium / multi - purpose room is needed
*+ Significant investment is required to address the capital up -grades
* The current facility is leased and does not have a long -term guarantee

8/11/2011 6
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Strate gies and Action Plan

To achieve Goals 1&2: Maintain and enhance existing
operations

To address the issues and opportunities identified with respect to

continuing to  provid e the indoor Junior Olympic (25m) pool and
fitness facility = for the Community , the following strategies and
actions will guide our operations over the next 5 years . As well as

providing and enhancing our broad range of services, PEFAC will
seek and implement cost and energy saving at every opportunity.

In the next 2 years:

Contact pl umbers to have them inspect the boiler room and recommend
solutions for humidity control

Install a s ecurity system in the pool area to provide additional safety
Undertake an energy audit of the facility including the pool to identify
potential energy savin  gs

Investigate potential cost saving opportunities and environmental benefits
provided by changes to use of chemicals

| mpl ement a regularly scheduled O6volunteer
issues including the pool area

Approach service clubs and local businesses regarding sponsorship to
address financial barriers that limit use of programs by some seniors and
youth ( f or example O6freed swims)

Seek grants that would address financial barriers that limit use of

programs by some seniors and youth

Approach Q uinte Access, Community Care for Seniors, and the Deseronto
Bus Service to investigate additional transportation to PEFAC particularly
for youth and seniors

Acquire new types of fithess equipment and upgrade/replace existing
equipment as needed

Enhance an d promote new member orientation program and introduction
to personal training

Encourage existing members to update their exercise routines through

the use of personal training

Advertise the personal training program to the community

Review the administrat  ive structure to ensure most efficient use of staff
resources

8/11/2011 7
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* Promote the hosting of revenue generating events such as squash
tournaments and swim meets

* Expand and promote s ummer day -camp programs

* Offer a daycare option as an add -on to membership package s

* Explore reciprocal arrangements with Belleville, Quinte West and Napanee
fitness facilities

In next 3to 5 years:

* Contact specialists to get advice on solar water heating for the pool
* Develop plans to expand pool viewing space
* Work with boards of educ  ation to integrate swimming instruction into
school physical education programs
* Review physical fitness programs with school physical educators and
community youth leaders to guide program development and promote
availability of services for youth
* Review p hysical fitness programs with Community Care for Seniors to
guide program development and promote availability of services for
seniors
*  Work with Family Health Team to develop diabetes and cardiovascular
focused rehabilitation programs
* Explore additional op  portunities for partnering with the Family Health
Team in promoting health enhancing activities
* Il nvestigate offering adult triathlons based
* Partner with the municipalityds recreation d
committeesto devel op and promote activities withi
expertise and resources
* Explore opportunities for more partnering with the Health Unit in delivery
of health promotion programs
* Discuss opportunities to O6train the trainers
Society and the Red Cross
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To address Goal 3: find a long -term solution

The facility will need major capital improvements if it is to serve the
community in the long  -term. Two avenues to provide a long -term
solution would be to either renovate the exi sting facility or to build

a new facility. To address the issues and opportunities identified

with finding a long -term solution the following strategies and
actions will be pursued.

* Investigate options, feasibility and costs of making the facility fully
accessible:
* Installation of a lift facility to provide full access to the second floor or
* Relocate cardiovascular and aerobic workout facilities to the first floor

or
* Other creative solutions
* Follow -up the preliminary engineering study to identify long -term

solutions and costs for the electrical, plumbing and ventilation systems
* Engage a pool design consultant to assess the longevity of the swimming
pool and identify needs and costs
* Investigate options and costs of providing adequate insulation
* Explore lo cation options and costs of providing a gymnasium / multi -
purpose room
* Compare the relative cost and feasibility of:
* Renovating the existing facility, or
* Replacing the facility on the existing site, or
* Developing a facility at a new site
* Investigate the f  easibility of ownership / management options including:
* Long-term lease of the existing facility
* Purchase of the existing facility
* Partnering with the Municipality in a new facility
* Partnering with YMCA in a new facility
* Partnering with local business spon sors in a new facility
* Explore funding sources and develop a fundraising plan to cover the
capital costs that may include:
* Municipal partnership
* Provincial and Federal government grant programs
* Private foundations
*+ Corporate sponsors
* Community fundraising c  ampaign
* Increased operating revenues through expanded membership, other
user fees and event revenues

8/11/2011
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Financial Plan

Five Year Forecast

The five year forecast (Table 1 ) reflects our intention to focus on maintaining
and enhancing the existing operations.

It assumes that membership and program revenue will increase very
modestly and wages and general expenses will increase at the rate of
inflation.  Energy [electricity and natural gas] costs are difficult to forecast;

we have provided for approximately a 30% increase over the 5 year period.
Maintenance costs are a significant challenge in an aging facility however
with the regular maintenance schedule (Appendix D) , help from our many

member volunteers, and a small maintenance reserve fund, we believe the
annual provision is adequate for status quo maintenance needs.

Improvements are included in the capital costs forecast which is set out
separately in Table 1 . The recent upgrade of the air conditioning and
heating systems is expected to provide signific ant saving in energy costs.
The facility lease runs until August 2010, starting in September 2010 we

have provided for a both a small increase in rent and an end to rental

revenue. Renewal discussions are underway with a goal of extending the

lease thro ugh to 2017, giving us sufficient security to warrant both longer

term planning and investment in much needed upgrades.

The resulting operating shortfall forecasted over the next five years totals
approximately $300,000 or an average of $60,000 per annum.

Estimated capital needs [replacements and improvements] amount to
$23 5,000 over the five year period i an average of $4 7,000 per year.

Funding

We are requesting a continuation of funding support from The County of
Prince Edward to cover the expected annua | operating shortfall  over the next
five years.

To fund the capital needs during that same timeframe, we will seek grants
where applicable and may wish/need to partner with the municipality in
some cases.

8/11/2011
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Table 1. The five year financial forecast(val ues in $100006s)

Actual Actual |Estimated* Budget Budget Budget Budget Budget
| 09/01/05] 09/01/06] 09/01/07| 09/01/08] 09/01/09] 09/01/10] 09/01/11] 09/01/12
| 08/31/05| 08/31/05/ 08/31/08| 08/31/09| 08/31/10f 08/31/11] 08/31/12| 08/31/13

REVENUE

Sales

Memberships $256 $280 $295 $302 $311 $317 $323 $329
Membership Insurance $5 $5 $4 $4 $4 $4 $4 $4
Membership Special 4/11/07 $9 $23

Aquatics $37 $43 $45 $45 $45 $45 $45 $45
Squash $2 $3 $4 $5 $5 $5 $5 $5
Aerobics $7 $5 $5 $5 $5 $5 $5 $5
Child Program $39 $45 $44 $45 $46 $47 $48 $49
Personal Training $21 $15 $18 $20 $20 $20 $20 $20
Tanning $2 $1

Pro Shop $9 $11 $10 $10 $10 $10 $10 $10
Passes $7 $6 $6 $6 $6 $6 $6 $6
Miscellaneous $10 $2

Rental Income $0 $0 $9 $9 $9

Net Sales $395 $426 $463 $451 $461 $459 $466 $473
EXPENSES

Program Costs

Aquatics $33 $36 $32 $36 $36 $36 $36 $36
Squash $5 $5 $5 $5 $5 $5 $5 $5
Aerobics $34 $32 $32 $32 $33 $34 $35 $36
Child Program $23 $24 $24 $26 $27 $28 $29 $30
Personal Training $18 $17 $18 $20 $20 $20 $20 $20
Tanning $1 $0

Pro Shop $6 $6 $5 $5 $5 $5 $5 $5
Miscellaneous $2 $0

Administration $86 $89 $93 $94 $95 $97 $99 $101
Maintenance $24 $23 $23 $24 $25 $26 $27 $28
Consulting Fees $0 $5

Consulting Commission $0 $4

E.l. Expense $5 $4 $4 $4 $4 $4 $4 $4
CPP Expense $6 $6 $7 $7 $8 $8 $9 $9
TOTAL PROGRAM COST $241 $253 $243 $253 $258 $263 $269 $274
General & Administative

Expenses

Accounting & Legal $0

Advertising & Promotion $13 $13 $13 $13 $13 $13 $13 $13
Donations $0

Associations $1

Programs $1

Trillium Purchases
Benefits Expenses

Cable $1 $1 $1 $1 $1 $1 $1 $1
Courier & Postage $0 $1 $1 $1 $1 $1 $1 $1
Insurance $13 $11 $11 $13 $14 $14 $14 $14
Interest & Bank Charges $2 $3 $3 $3 $3 $3 $3 $3
Office supplies $5 $5 $5 $5 $5 $5 $5 $5
Property Taxes $15 $15 $16 $16 $17 $18 $19 $20
Miscellaneous $0 $0

Rent $75 $66 $75 $75 $75 $80 $80 $80
Garbage Removal $1 $1 $2 $2 $2 $2 $2 $2
Repairs & Maintenance Yard $2 $4 $6 $5 $5 $5 $5 $5
Repairs & Maintenance Building $55 $20 $54 $30 $30 $30 $30 $30
Equipment Maintenance $1 $15 $5 $6 $6 $6 $6 $6
Pool Chemicals $3 $4 $3 $3 $3 $3 $3 $3
Maintenance Reserve $0 $0 $23

Telephone 2 4 $2 $2 $2 $2 $2 $2
Travel & Entertainment 1 1 $1 $1 $1 $1 $1 $1
Water & Sewage $5 $7 $10 $8 $9 $10 $11 $12
Electricity $21 $27 $28 $29 $30 $32 $34 $36
Natural Gas $31 $28 $28 $33 $34 $35 $36 $37
Total General & Admin $248 $227 $287 $246 $251 $261 $266 $271
TOTAL EXPENSE | $489 | 481 $530 | $499 $509 $524 $535 $545
OPERATING NET INCOME (LOS ($94) ($55)] ($67)] ($48) ($48) ($65) ($69) ($72)
*Note 1 - These are projected revenue and expenses for the time period

September 1/07 to August 31/08, base on actual costs up to April 30.
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Table 1 continued. The five year financial forecast (values in

10006s) .
Actual Actual |[Estimated* Budget Budget Budget Budget Budget

09/01/05] 09/01/06] 09/01/07| 09/01/08] 09/01/09] 09/01/10] 09/01/11] 09/01/12
08/31/05] 08/31/05| 08/31/08| 08/31/09| 08/31/10] 08/31/11| 08/31/12| 08/31/13

CHANGE ROOMS LADIES $20

CHANGE ROOM MENS $20

CARDIO__STEP 1 $20

CARDIO__STEP 2 $30

FRONT DOORS $5

AIR EXCHANGE $15

PLUMBING & WIRING $10 $10 $10 $10 $10

WATER HEATERS $5

FIX COURTS STEP 1 $3

FIX COURTS STEP 2 $7

CEILING TILE & PAINTING ALL $10

POOL CEILING & FLOOR $10

3 DOORS, OUTSIDE LIGHTING, $40

TOTAL $48 $57 $40 350 $40

*Note 2 - These are projected capital costs for the time period September 1/07

to August 31/08, base on actual costs up to April 30.
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Appendix A T Current Programs and Services

PEFAC programs and services reflect its mission of promot ing and
support ing the health of ou r community by providing an aquatics
facility with diverse recreational programs that are accessible to

everyone regardless of physical, economical or social barriers.

PEFAC provides space for community events and programs, as well
as offering a broad r  ange of programs as described in the following:

e Al - Aquatics Program

e A2 - Squash program

e A3 - Personal Training Program

e A4 - Group Fitness Program

e A5-Chil drends Program

8/11/2011
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Al 7 Current Aquatics Program
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Al 7 Current Aquatics Program continued
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A2 1 Current Squash Program
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