[ 14|
g 2. =  Canada

Unprecedented investments in Canada's national parks;
catching up with the past while getting ready for the future.

Francois Duclos, Manager, Visitor Experience Infrastructure
Santiago, Chile - April 24th, 2017



Summary

In 2014, the Government of Canada announced the injection of nearly $3 Billion into Canada's
national park and national historic site infrastructures over 5 years. This unprecedented investment
was in response to significant accumulation of deferred maintenance on various types of assets
including roads, bridges, canals, buildings, trails, campgrounds, etc. But how do you address issues of
the past while making sure you respond to the needs of the future? Our mission was set forth! Parks
Canada embarked in the ambitious adventure of renewing itself in a sustainable way that met the

needs of its visitors.
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Parks Canada — Our Mandate

On behalf of the people of Canada, we and
present nationally significant examples of Canada's
natural and cultural heritage, and foster public
understanding, appreciation and enjoyment in ways

that ensure their
for present and future generations.



Parks Canada — Who we are

* A Federal Government Agency

« Reporting to the Minister for Environment and
Climate Change

« Nearly 5 000 employees

* An Annual Budget of approximately $600M

« Over $16B of Assets (excluding land base)

« Over 300 000 square km of land

e Over 23 million visits per year

« An unlimited number of experiential opportunities



Parks Canada — Places we
manage

* 46 National Parks and National Park Reserves
« 168 National Historic Sites

* 4 National Marine Conservation Areas

« 1 National Urban Park

« 1 National Landmark



Parks
Canada

Places we
manage

Canada's National Parks System Plan
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The Investment

 Announced in November 2014

« Over $3B, when combining new and existing
resources

* OQOver 5 years (2015 — 2020)

« Majority for “deferred maintenance”

 Possibility of “enhancements”

* Most significant investment in Parks Canada’s
modern history
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The Investment

« Over 1100 projects approved in 4 Portfolios:
« Highways (116 projects for $976 M)
« Waterways (136 projects for $942M)
« Heritage (140 projects for $343M)
 Visitor Experience (530 projects for $1 077M)

e Additional investments announced in 2016 for:

e Pacific Traverse Trail
e Icefields Trail
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Capacity Building

» Increased capacity in:
« Investment Planning
* Project Management
* Asset Management
 Visitor Experience Infrastructure
« Project Deiivery Support
 Etc.
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Visitor Experience Infrastructure

e Team Structured around 4 areas of expertise:
« Camping and Accommodation
« Trails
« Exhibits and Visitor Centres
 Day-Use-Areas

« Expertise in:
« Analysing and understanding visitors’ needs
« Developing standards and guidelines to meet visitors needs

« Developing of procurement instruments to facilitate implementation of
standards and guidelines

« Supporting Parks and Sites in delivering on their investments

23



Methodology — Investment Planning

BUILDING THE FIVE-YEAR INVESTMENT PLAN

Evaluation of Assets T
Field Unit Project Proposals s - &
Proposal review and evaluation by
investment planning and
functional experts

Portfolio Integration

Five Year Plan

| B
E
2
2
3
8
E
3
©
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Methodoloc

April - May

SITUATION
AMALYSIS AND IP
COORDINATION

Nov. 25-27

INVESTMENT
FUNCTIONAL PORTFOLIO PROGRAM
CONSULTATION INTEGRATION
AND IP REVIEW ==

COMMITTEE (IPOC)

— Investment Planning

BUILDING THE FIVE-YEAR INVESTMENT PLAN

Guided by the Investment Program (IP) Framework

Dec. B

EXECUTIVE
MANAGEMENT
COMMITTEE
(EMC)

Package to FU - May 25

EXECUTIVE MANAGEMENT INVESTMENT PROGRAM SPEND WISELY
COMMITTEE (EMC)

OVERSIGHT COMMITTEE (IPOC)
Engagement on expected = - on IP revi
outcomes and funding allocation S I AR D SRR

— 99—

October February 1 Start of Mew
Tasiing of Approval of Mandate cyde
Departmentst Letters
Performance Report

_ EXECUTE WITH PRUDENCE AND PROBITY #




Methodology — Project Management

* 5 Stages:

Initiation
Concept
Planning
Execution
Closing

* Ongoing Monitoring an
Oversight

PARKS CANADA INVESTMENT AND PROJECT MANAGEMENT FRAMEWORK

Alignment with
Parks Canada Mandate & Corporate Priorities

Governance

Chief Executive Officer

Executive Management Committee
Investment Program Oversight Committee:

Agency Audit Committee

Acts, Policies and Regulations
Values and Ethics

Functional Requirements Authorities
Asset and Environmental Management Project Authorities (OPMCA)
External Relations and Communications Delegated Project Approval
Financial and Procurement & Contracting Authorities
Impact Assessment / Natural Resource Conservation
Indigenous Peoples Engagement and Consultation

Investment Management
Parks Canada Investment Plan
Investment Planning Cycle
Investment Program Framework
Asset riority Index (API)
Request for Project Approval (RPA)

Contracting Authorities

Project Management Standard

Initiation
Activities
Identify Project

Sponsor, Project
Leader and other

Concept Stage!

Establish Project Delivery

nilate consiaton with
Begin Project
Checklist

Identify Project
needs

Identify initial
Functional
Requirements
Identify potential
Partners and
Stakeholders
Develop estimates
Define conceptual

requirements
‘Complete Concept Stage.
deliverables, such as optior

Gate
CPA Concept Project Approval?

investment analyses

Prepare Project Charter

Tevel scope, - Complete PCRA and Risk Register

budget & schedule
Identify potential
funding source

Update RPA

Dbt e
Manager

Cnnsull functional subject-matter

Partners and Stakeholders

dentify Aboriginal consultation requirements

concepts, and fusmlky o

Procure consultant services

Planning Stage

Confiim Project Team
Engage Partners and
I

dentify / meet legislative,
regulatory, functional, policy
and permit requirements
Confirm Aboriginal consultation

Complete Planning Stage
deliverables such as studes,
plans, reports, designs, and
specifications

- Further develop scope,
e

As Required

- Engage AMPD or PSPC as
Project Delivery Organization
Procure consuitant services
Update RPA, PCRA, Project
Charter, and Risk Register

Visitor Experience
Execution Stage

Conduct Execution Stage
Kick-off mesting
Meet Functional

Complete Execution
stage deliverables and
end product

As Required
e goods and

- Mmm surveillance and
inspections

* Update RPA, PCRA,
Project Charter, and Risk
Regster

EPA Effective Project Approval?

Monitoring and Oversight
* Ongoing Project Management and Quality Assurance * Tracking & Reporting (STAR, Milestone Reporting Tool, Maximo, ICE) * PCX Client Updates

Closing Stage

as

Tum over end
product to End User
Address deficiencies

Close out financial

commitments
Complete Project
Checklist

Required
Commissioning and

turning over to

operations
Update information
in systems (Maximo,
IcE)

Gate 4:
FPA Final Project Acceptance?

Post‘Project

As Required

Complete Project
performance Assessment
Perform consultant and
contractor evaluations
Oversee follow-u
environmental
monitoring

Resolve outstan

claims and issues
Putaway Project file

In some situations the
Concept and planning
Stages can be combined.

Gates 1-3 require

approval uf the Delegated
Project Apy

Authority, Pl Gate &

requires acceptance by

the Project Spansor , PCX

Client and Project Leader.
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PARKS CANADA INVESTMENT AND PROJECT MANAGEMENT FRAMEWORK

Governance
Chief Executive Officer
Executive Management Committee
Investment Program Oversight Committee
Agency Audit Committee
Project Management Standal

Imt_' a.tl-o n Concept Stage!
Activities
Identify Project
Sponsor, Project
Leader and other
Project team
members, as
required
Begin Project
Checklist
Identify Project
needs
Identify initial
Functional
Requirements
Identify potential
Partners and
Stakeholders
Develop estimates .
Define conceptual .
level scope, .
budget & schedule .
Identify potential
funding source

Establish Project Delivery
Organization; assign Project
Manager

experts
Initiate consultation with
Partners and Stakeholders

requirements
Complete Concept Stage

concepts, and feasibility and
investment analyses

=+ Further develop scope,
estimates, and schedule

As Required

Procure consultant services

Prepare Project Charter

CPA Concept Project Approval?

Update RPA

* Ongoing Project Management and Quality Assurance ® Tracking & Reporting (STAR, Milestone Reporting Tool, Maximo, ICE) * PCX Client Updates

Consult functional subject-matter

Identify Aboriginal consultation

deliverables, such as options,

Complete PCRA and Risk Register

Alignment with
Parks Canada Mandate & Corporate Priorities
Acts, Policies and Regulations
Values and Ethics

Investment Management
Parks Canada Investment Plan
Investment Planning Cycle
Investment Program Framework
Asset Priority Index (API)
Request for Project Approval (RPA)

Planning Stage

Confirm Project Team
Engage Partners and
Stakeholders
Identify / meet legislative,
regulatory, functional, policy
and permit requirements
Confirm Aboriginal consultation
requirements
Complete Planning Stage
deliverables such as studies,
plans, reports, designs, and
specifications

= Further develop scope,
estimates, and schedule

As Required

- Engage AMPD or PSPC as
Project Delivery Organization
Procure consultant services
Update RPA, PCRA, Project
Charter, and Risk Register

PPA Preliminary Project Approval®

Functional Requirements
Asset and Environmental Management
External Relations and Communications.
Financial and Procurement & Contracting

Impact Assessment / Natural Resource Conservation
Indigenous Peoples Engagement and Consultation

Visitor Experience
Execution Stage

Conduct Execution Stage
kick-off meeting
Meet Functional
Requirements
Implement Aboriginal
accommodations
Maintain Partner and
Stakeholder
communications
Complete Execution
Stage deliverables and
end product

As Required

= Procure goods and
services
Perform surveillance and
inspections
Update RPA, PCRA,
Project Charter, and Risk
Register

EPA Effective Project Approval?

Monitoring and Oversight

Closing Stage

Turn over end
product to End User
Address deficiencies
Communicate
Project closure
Close-out contracts
Report Project
closure in MRT
Close out financial
commitments

= Complete Project
Checklist

As Required

= Commissioning and
turning over to
operations
Update information
in systems (Maximo,
ICE)

Methodology — Project Management

S
Project Authorities (OPMCA)
Delegated Project Approval
Authorities
Contracting Authorities

Post-Project
Activities

As Required
Complete Project
Performance Assessment
Perform consultant and
contractor evaluations
Oversee follow-up
environmental
monitoring
Resolve outstanding
claims and issues
Put away Project file

In some situations the
Concept and Planning
Stages can be combined.

FPA Final Project Amptama‘

Gates 1 -3 require
approval of the Delegated
Project Approval
Authority, while Gate 4
requires acceptance by
the Project Sponsor , PCX
Client and Project Leader.
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Methodology — Visitor Experience

« Investments need to be on trend, catering to today’s and tomorrow’s

visitors’ needs.
« Avoid replacing “like with like”;
» Take the opportunity to modernise infrastructures that still
fulfill visitors’ needs, and;
« Take the opportunity to replace infrastructures that no longer

fulfill visitors’ needs with something new.
» Seize opportunities to incorporate visitors’ needs in the planning of

all infrastructures.
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Methodology — Visitor Experience

Visitor Experience Strategy

Investment Planning Advisory

Standards Development

Procurement Instruments
Development

Project Delivery Support

Parks and Sites are guided through a market-based planning

— . . . .
process which defines the long-term investment requirements.

The investment requirements are submitted for funding and
Visitor Experience experts are consulted to inform decisions.

For each type of visitor facility, standards, guidelines or tools
are developed to assist places in implementing their projects.

Goods or service procurement instruments are also developed
to facilitate the application of the established standards.

» Places can be accompanied by visitor experience experts
throughout the various stages of their project.

29



Visitor Experience — Tralls Standards

* Trails Principles

e Trails
Classification
(Trail Type and
Trail Rating)

 Market-Based
Trails Planning
Framework

e Other Trails Tools

30



Trails

Principle 2:
Principle 1: Respect Natural and
Respect the Cultural Resource

Character of the

= Principles

. &
- Principle 3: &
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Opportunities @
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. and Enjoyable :
protection 5 Vis:toyr ..
xperiences '
@ | L4
Principle 7: Successful & -
Ensug‘e Sustainable Principle 4: .
Effective - Trail ot Promote
Management rail Systems Understanding
and .
Appreciation . @

Principle 5:
Value and ®
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Principle 6:
Use Appropriate

Design Approach and
Construction Techniques
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. s |
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Trails classification - External

Trail Rating

- Distance

- Profile

- Surface

- Signage

- Obstacles

- Facilities

- Experience
required

- Level of
Service

Suitable for all visitors including those with no trail
experience. Visitor may be prepared for trail or may not
be prepared (proper equipment and water).

Hard packed surface with no obstacles and minimal
stairs.

Estimated time to complete the trail is no longer than
two hours.

Little or no elevation gain or loss.

0-5km
Flat to gently rolling

0-100 metres
Paved or surfaced
sHard packed

1.0-3.0 metres
Trailhead information, interpretive panels, route markers,
trail orientation maps

«  Maximum information provided
Few or no obstacles, minimal use of stairs
Parking lot, washroom, bridges, benches

«  Maximum visitor facilities
Little or no experience required
High

Suitable for most visitors who have some basic trail
experience and are generally prepared (proper
equipment and water).

Maostly stable surface with infrequent obstacles, stairs
may be present.

Estimated time to complete the trail is no longer than
five hours.

May experience moderate elevation gain with some
short steep sections.

0-15km
Gently rolling with short steep sections

100 - 500 metres
Surfaced or natural surface
Firm and stable

1.5 metre
Basis trail head information, route markers, and trail
orientation maps
«  Moderate information provided
Infrequent obstacles, stairs may be present
Parking lot, outhouse/pit toilet, bridges
« Moderate visitor facilities
Some experience recommended
Moderate

Suitable for visitors who have trail experience and
are prepared (proper equipment and water).
Varity of surface types including non-established
surface.

Estimated time to complete the trail may exceed
five hours.

May experience major elevation gain with long
steep sections.

0-15+ km

Rolling with many steep sections that may continue for
long periods

500+ metres
Natural surface
*IMay be loose or may not exist

0-1.0 metre
Basic trail head information and minimal route markers,
or no signage provided
«  Minimal or no information provided
Obstacles common, steps common
Bridges or other water crossing including fording
«  Minimal visitor facilities
Experience recommended
Low

Suitable for visitors who have exceptional trail and
navigation experience and are well prepared (proper
equipment and water),

Non-established tread only a suggested trail route, not
maintained.

Estimated time to complete ranges from 1 day to 10
days or longer.

May experience a variety of terrain including wet
areas, loose rocks, exposure, and thick forest.

NA

NA
o Na visitor facilities

WA

N/A
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Trails classification - Internal

Trail Type

Definition
Park Zone
Visitor
Type
Trail
Rating

Paved or hard packed surfaced double track trail, all
weather use, with no obstacles in surface.
Use compacted crushed rock, mineral soil, asphalt or
chip-seal coat surface.
Minimum trail width of 1.5 metre.
Provide interpretive and directional signs, benches, and
viewing areas where appropriate.

o Machine- or hand-built and maintained.

Zone Il IV, and V (Natural Environment, Outdoor Recreation,
and Park Service).
May be found in Zone Il (Wilderness)
under special circumstances.

Suitable for all visitors including those with no trail
experience. Visitor may be prepared for trail or may not be
prepared (proper equipment and water).

Easy or Moderate

Crushed rock or natural mineral soil surface

Natural surfaced packed single track trail or double
track trail.

Use natural mineral soils or rock for surfacing, or
native material from site. May be a paved surface
Minimum trail width of one metre.

Provide interpretive and directional signs, benches,
viewing areas where appropriate.

Machine- or hand-built and maintained.

Zone I, llI, IV, V (Wilderness, Natural Environment,
Outdoor Recreation and Park Service)

Suitable for most visitors with some basic trail experience

who are generally prepared (proper equipment and
water).
Easy, Moderate, or Difficult

Crushed rock or natural mineral soil surface

Natural surface single track trail.

Trail tread may be constructed or established by
clearing a corridor and marking the route.
Whenever possible use natural native material from
site.

Minimum trail width of 0.25 metre.

Provide minimal signage.

Hand-built and maintained.

Zone I, IlI, IV, V (Wilderness, Natural Environment,
Outdoor Recreation and Park Service).
May be found in Zone | (Special Preservation)
under exceptional circumstances.
Suitable for visitors who have trail experience and are
prepared (proper equipment and water).

Moderate, Difficult or Route

Natural mineral soil surface

No construction.

Suggested trail route.

Trail tread may consist of wildlife paths or may not
exist.

Provide minimal or no signage or facilities.

Not maintained.

Zone |, II, lll, and IV
(Special Preservation, Wilderness,
Natural Environment, and Outdoor Recreation).

Suitable for visitors who have exceptional trail and
navigation experience and are well prepared
(proper equipment and water).

Difficult or Route

Suggested route
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Trail type 1, 2 and 3 or EASY, MODERATE, and ADVANCED
rated trails

Using a trall on thew ownvin small groups

Would consider multiple methods of using tralls (not just
h*mn)

back y and long
l’rall type | 2 ant 3 or EASY. MODERATE, and AWANCED
rated traiis
Interpretive panels along & trail that tell the story of the
people that used to live there {e.g. First Nations, logging.

farmers, expr
Trail to & lighthouse or First Nation spirtual site
Trall type 1, 2 and 3 or EASY, MODERATE, and ADVANCED
rated trails
Trails special widiife viewing (e.g. brds)
Trails through unique parts of sites
Using Explora to help them find specific plants or points of
interest (0.9. hestoric photos of where they are standing or
other stories)
Leaming at their own pace
Trail type 1, 2 and 3 or EASY, MODERATE, and ADVANCED
rated trails
Challenging tras multi-use
Tha possibility of seeing wildlife not commanly found at home
Group led experiences (e.g. group biking or horseback
adventure, ice-walk) = baing social
Using cool equipemeant for gaing down & cliff or crossing &
river on a high suspended bridge
Great photo opportunities
Trail type 1 and 2 or EASY, and MODERATE rated trails
Easy to moderate risk trails, easy access 1o trailhead, maps,
clear trail markings
Groomed trails, easy access to a comfortable cbsarvation
deck
Intarpretive panels along a trail that tall the story of the
pocplolhal used lohv-mlhoaroa(eg First Nations,

, tarmers, e communities)

Trail type 1 and 2 or EASY, and MODERATE rated lra“s
Rental equipment to help them enjoy the trail fe.g.

Would Avoid:

Crowds / busy trails

Guided walks (unless that's the only way they can access an
area or be provided an authentic expenanca)

Trails through a busy part of the park where the tralhead s a
busy parking lot or next to a busy road

The beaten path

Trails that do not provid

Busymdovoﬂy“toorsw Mlmnldnotbonlmwm
trads where tour buses send groups)

Crowded trafs
The guided tour if not led by an expert

Market-Based Trails Planning

Wou!d Enjoy:

Are:

Eco-conscienticus, flaxible, risk takers
Supporters of PC mandate
Snow a !endency to reject order

ictions only L ina
way(?hnmeﬂowaglm anly if the soil is not
carngpressed by hunans vs. Da not go off the trail)
Eager 10 learn about cultural heritage and the locai
community
Globally aware and ecologically sensitive.
Supporters of local festivals and of historic sites
Constant travefars who seek new axpanances

Very ble in a dic domain (Geok
Omcthology Archasology etc)

History,

Trails that do not have unique iz or do not

any opportunity to leam

A long back-country trail unless the terrain changed a lot
Quiat and isolated trails {wouldn’t stay on them for vary long
i it didn't keep their attention)

Would get annoyed with Explora after a few “notifications” of
arriving at a point of interast

Trail type 3 or ADVANCED rated trails

Trails that have a high level of risk or sense of danger

Long distance or backcountry trails {unless the reason for
hiking the trail was directly connected to family history or
heritage}

Traits without picnic spots, obsarvation decks, or other areas
to socialize with friends and family

isolated trals without other people around

Traanype 3 or ADVANCED rated trails

of pacnic lunch, level space to sit/eat)

Easy/moderate risk trails, oasy access

Maps, clear trail markings, groomed traks

Easy access to a comfortable observation deck

Things 1o keep the kids motivated Tor doing the trail (e.g.
scavenger hunt, spacial signs for kids)

The security of Explora guiding them along the trail
{especially maze of roads in Lower Barracks at the end of
North Head trall, Signal HIR)

Conr trail routes or trails that sre difficult to navigato
Trails that are difficult to get to (8.g. trailheads that require
multiple means to get o, such as boat, car, walk-n)

g froem experts
Inlornsled in cxx\neclmq with people, especially locals
Cul ¥ itive and open mi

Frequent travellers

Vary social and like to share travel with friends

Have high energy

Altracted 10 new, fun, thrilling experences

Checkiist samplers: like to see all the main attractions

Attracted 10 groups and shared experiences

Interested in reconnecting with roots and understandng
ancestry

Not frequent traveSiers but do 50 1o exposa their children to
their heritage

Obadient to authority

Require securnty and comfort during travel

Not spontaneous or impulsive

Take shorter vacations

Afrasc of the unfamiliar

Take trips basad on family events and often go to places
within driving distance

Prefer packaged travel and organized tours with well-known
hotels




Other Tralls Tools

e Trail Design and
Construction Guidelines

 Trail Signage Guidelines

e Trail Information
Management

 Trail Conditions Reporting
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Visitor Experience — Campground Manual

« Updated sites standards (services, size,
surface, configuration)

« Updates loop configurations

« Updated campground layouts

« Optimised facility placements (Comfort
Stations, Kitchen Shelters,
Playgrounds, etc.)

* Inclusion of Accommodation

@ Frontcountry Camping
Design Guidelines

Canada Canada

Canadid

R{)



Visitor Experience — Accommodation

« OTENTIk - Parks Canada’s b
first national accommodation i A1
product i

 New national accommodation 3
prodcuts #’

¢ “Micro-Cube” & “Double- S
Tent”

e Canopy Accommodation
* Floating Accommodation

37



2
Accommodation -

- Nearly 400 units by end of 2017

- Caters to families and small
groups (up to 6)

- Comfort of a cabin wrapped in a
camping experience

- Very high satisfaction rate, very
high occupancy

- Seasonal to year-round
depending on location

OTENTIK

38



Accommodation — « Micro-Cube »
& « Double-Tent »‘

- 2 of each tested in 2016

- Caters to couples and groups of 2
people

- Excellent reception, even more
so with the “Micro-Cube”

- The “Micro-Cube” design will be
validated in 3 locations in 2017
and may become a new national
accommodation product




Accommodation — Canopy Accommodation

=

- 2 models tested in 2016

- Caters to couples and groups
of 2 people, possibly 3

- Excellent reception, novelty
items on the Canadian
market

- A model will be validated in
2017 and may become a new
national accommodation
product for Parks Canada
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Accommodation — Floating Cabin

e Currently in development for
Georgian Bay Islands National
Park

« A true self-sufficient cabin
experience

« For couples, or small families

« Accessible by boat, motorised or
not =

 Suitable for calm or sheltered P
waters

* Could potentially be replicated in
other parks "




Visitor Experience — Washroom

Buildings and Kitchen Shelters

* A modernised look, inspired
by the past

* A modern functional layout,
putting visitors at the center
of the design

« A modular approach, since
one size doesn’t fit all

« Design principles to guide
spectrum of projects

42



Visitor Experience — Kitchen Shelters

e T —
Adaptable to all kinds e am i S
of uses and to all o -
seasons
Passive temperature
regulation
Various furniture and . o
cooking surface options | N R
Fully scalable , s e s

a  Sliding Door

Hinged Door



Visitor Experience — Washroom building

An inclusive approach o | —jr

to genders, families
and people with
disability

A pleasant
environment,
combining privacy
and functionality
Increased efficiency
over traditional
layouts

44



« An approach that is
flexible, yet unified

« Parks Canada
branded

* Fortoday’s and
tomorrow’s needs

e Durability and
sustainability




Visitor Experience — Visitor Centre Planni

NC

« Based on visitors’ needs
otherwise unfulfilled

« Integration of functions

» A place for every stage of
the visit cycle

« A place to meet Parks
Canada’s staff

« A place inspired by the
surrounding area

« Integrate exhibits and
architecture




Conclusion — Lessons Learned

For investments to be sustainable, visitors’ needs should be
accounted for throughout the investment planning and project
management processes.

It is critical to avoid systematically replacing “like with like”
without first validating that today’s and tomorrow’s visitors’ needs
are meet.

Building capacity and developing infrastructure standards are key
tactics to building a strong infrastructure program.

Keeping flexibility to adapt to local realities is a fundamental
element to ensure that the program is applicable and adopted.
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The End

Francois Duclos, Manager, Visitor Experience Infrastructure
francois.duclos@pc.gc.ca
+1-819-921-3074 48



