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INTRODUCTION 
 

The West Shore/Sooke region continues to experience unprecedented population growth 
and people moving to the area. While the population has continued to increase, the support 
systems and facilities to support the growing population has struggled to keep pace. The 
Healthy Schools, Healthy People Network (HSHP) was established with the vision of healthy 
and thriving children, youth and families across the Local Health Authority 62 area. A 
priority in doing so is to expand community infrastructure and space allocation to better 
support children, youth, and families. 
 
To achieve this priority, the HSHP Stewardship Committee set the direction for how these 
space and resource issues can be resolved. To solve this issue, it has been understood that it 
will take many different partners in the community to pool their resources. Those partners 
include, but not limited to: Provincial and Municipal Governments, Island Health Authority, 
Non-Profit Organizations, United Way, School District 62,  the Capital Regional District, and 
others. 

 
 

PROJECT FRAMEWORK AND GOALS 
 
 

Project Framework 
 

To coordinate understanding and effort, a project framework and set of goals needs to be 
established. The project framework offers a structure of the necessary elements of a 
network of relationships, protocols and facilities that will optimize the investment in and 
provision of space for organizational and community needs.   

 
The Project Framework includes: 

1. The key stakeholders involved and their responsibilities in contributing to the System. 

2. The Project Team Organization including the necessary groups and their responsibilities 

to create and operate the System. The Project Team will likely include: 

a. Steering Group 

b. Technical Support Groups 

c. Advisory Groups 

3. The information needed regarding the community and resources available and needed 

now, and in the future.  

4. A scope of elements for the system to be created to operate the network in the future.  

5. A workplan and schedule 

6. A budget 
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Goals 
 

While the goals for the system can be refined by the Working Group, initial goals to set the 
direction of the strategy can include: 

• Maximizing the use of existing space 

• Working with governments to establish robust shared-space utilization policy 

• Creating public-private partnerships to foster the success of the system 

• Leveraging existing capacity to serve more clientele of as many parties as is feasible  

• Establishing a space network system which will operate and serve the community for years 

to come in a manner that fits easily with the various operational protocols and realities of its 

core partners.  

• Others.  

 

SCOPE OF ELEMENTS FOR THE SYSTEM 
 

The elements of the network system to coordinate efforts regarding space and facilities 
across many stakeholders will have a number of key elements.  
 
The elements of the System would include the following interactive components: 

• The organizational structure within which the network partners work together  

• Inventory of spaces currently available for various types of uses  

• Inventory of needs / needs assessments  

• Inventory of future facility opportunities – and planning or development process and 

timelines  

• A protocol for partners working together on the mutual development of future facilities  

• A booking system for existing spaces  

• A protocol for engaging spatial planning/ development processes amongst the partners  

• An online presence / functionality for the network (website)  

• Liability management  

• A basic financial model to keep the network operating and healthy – noting partners may be 

able to provide “in-kind” support – such as supporting the website, coordinating meetings, 

etc…  

• Others.  

 
The System could be facilitated in multiple options – depending on the technical resources 
available, the System could be very static and simplistic, requiring minimal resources and 
maintenance, or very interactive and connected to many different databases in order to 
provide a very personalized, detailed user outcome. 
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STAKEHOLDERS 
 

The stakeholders who have been identified for the project provide a wide variety of skills 
and assets to the project. Including stakeholders from across a broad community spectrum 
is crucial to ensure all aspects of the project are being considered. The stakeholders 
involved range from high-level ministry involvement for monetary support and 
administrative assistance, to local community groups that provide a strong understanding of 
the strengths, challenges, and opportunities for this community-based project system. 

 
The stakeholders involved will be further identified and expanded upon below. 

 

 
 

Provincial Government 
 

The Ministries and agencies of the provincial government can provide:  
• Expertise (Administrative, Technical) 

• Land and building space – existing and in the future in accordance with their facility plans.  

• Funding  

• Others  

The roles that the Ministries and agencies can provide include:  
• Network development and coordination  

• Provision of funding through facility budgets / grants  

• Coordination of mutual facility needs and planning  

• Recruiting NGOs into the network 

• Others  
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Island Health Authority 
 

• VIHA has and will need:  

o Administrative space 

o Service deliver space  

o Meeting space 

o Others.  

 

Ministry of Children and Family Development 
 

• The Ministry has and will need:  

o Administrative space 

o Service deliver space  

o Meeting space 

o Others.  

 

Ministry of Mental Health and Addictions 
 

• The Ministry has and will need:  

o Administrative space 

o Service deliver space  

o Meeting space 

o Others.  

 

Ministry of Social Development and Poverty 
Reduction 
 

• The Ministry has and will need:  

o Administrative space 

o Service deliver space  

o Meeting space 

o Housing  

o Others.  

 
 

Other Ministries or agencies may also want to join this network.  
 
 

Non-Profit Sector 
 

There are a wide range of community and non-profit organizations that would benefit from 
the network.  The initial list of Westshore based groups that have been identified as 
stakeholders include: 

• Phoenix Human Services 

• Boys & Girls Club South Vancouver Island 

• Victoria Immigrant and Refugee Centre Society 

• Sooke Family Resources Society 

• Pacific Centre Family Resources 

• Others  

There are many others that can be invited into the network.  
 
The role of these organizations in the network may include:  

• Work with stakeholders to identify needs and opportunities for shared use of space.  

• Integration of the spatial elements of the provision of their services with similar ones 

associated with other network partners.  

• Actively participate with all parties in mapping needs and negotiating additional elements in 

future real estate or facility development processes.  



 6 

• Promoting the network to other NGOs.  

• Assisting in securing grants and funding.  

• Assisting in coordinating the functionality of the network.  

• Others  

 
 

Municipal Government 
 

The following communities have been identified as key stakeholders in the project’s 
success: 

• Colwood 

• Sooke 

• Langford 

Additional communities should be considered (where relationships and needs/facilities 
facilitate an easy integration of some form), possibly including:  

• View Royal 

• Highlands  

• Possibly the Regional Districts  

o CRD - Juan de Fuca electoral area  

o Cowichan Valley Regional District – Electoral areas A + B (Malahat / Shawnigan Lake).  

The roles the communities can provide include: 
• Establish policies and cross-government protocols to address opportunities for shared space 

and facilities in needs assessment work, and in community amenity contribution planning in 

new development.  

• Work with municipal planners to identify future shared space opportunities. 

o Provide density bonusing to developers for providing affordable shared space areas 

within the buildings. 

o Utilize development CAC’s towards shared space infrastructure 

• Work with non-profit community organizations to support their presence and use of the 

network.  

• Others  

 

First Nations 
 

There are a number of First Nations whose traditional territories and current lands overlap 
with the municipal, regional and provincial government jurisdictions.   
 
Efforts will be made to include First Nations in this network to ensure they have access to 
both current facilities, and planning for future facilities, as well as are aware of future 
potential for facility projects or partnerships on their lands.  
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School District 
 

The Sooke School District (SD62) is a primary stakeholder in this network as it manages a 
large portfolio of buildings and facilities, and are continually changing, updating and adding 
more in various areas of the community in response to growth and change.  
 
While the current network partner is SD62, if the network expands, adjacent Districts can be 
included.  
 
The role the School District can serve includes:  

• Making school facilities available for other public and NGO uses where possible.  

• Negotiating cost-sharing strategies with partners and developers to provide facilities.  

• Including other stakeholders in planning of future facilities to optimize their serviceability.  

• Provision of leadership and administrative support to the network.  

• Provision of funding or in-kind services.  

• Others.  

 

Capital Regional District 
 

The following divisions of the Capital Regional District would be key partners in the system: 
o CRD Regional Parks and Trails 

▪ Juan de Fuca Parks 

o Libraries 

▪ Vancouver Island Regional Library (Sooke) 

o Recreation Facilities 

▪ SEAPARC 

▪ Juan de Fuca EA Recreation  

o Others  

 
The role the CRD can play is diverse, including:  

• Establish policies and cross-government protocols to address opportunities for shared space 

and facilities in needs assessment work, and in community amenity contribution planning in 

new development within the CRD - separate or in conjunction with municipalities as 

needed.  

• Work with developers to include indoor and outdoor public space in the rural areas where 

growth is expected (eg: Juan de Fuca EA).  

• Work with non-profit community organizations to support their presence and use of the 

network.  

• Others  

 

Post secondary education institutions  
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Post secondary education institutions are growing on the Westshore, and they have a wide 
range of existing and new facilities in the planning process.  
https://www.vicnews.com/news/mayor-confident-langford-will-see-university-campus-
after-royal-roads-university-land-purchase/  
 
There is likely to be a growing presence of private post-secondary institutions over time as 
well, as many foreign students want to study in Canada, and the rise of credentialization 
increases demand for education from domestic individuals as well.  
 
The roles the post-secondary institutions can play include:  

• Making school facilities available for other public and NGO uses where possible.  

• Including other stakeholders in planning of future facilities to optimize their serviceability, 

and the business model for educational buildings / facilities – which often have low levels of 

utilization.  

• Provision of funding or in-kind services.  

• Others.  

Faith-based organizations  
 

Faith-based organizations are not currently included in the network, but they also have 
significant facilities and goals of supporting community.  
 
Faith-based organizations could play a role in the network including:  

• Making their facilities available to the community as appropriate.  

• Integrating community needs and potential partners into facility planning and development.  

• Others.  

 
 

PROJECT TEAM ORGANIZATION 
 
 

The creation of the space sharing network will require an effective organization of the 
groups’ members to capitalize on their expertise, capacity and resources – both in 
development of the system, and in its ongoing operation.  
 
This section explores a possible project team structure to optimize the roles, time, and 
resources of the partners to create this system.  
 
The project team organization is structured in a way to provide the coordinating, 
administrative, operational, technical, and community expertise. The final structure of these 
for this project and ongoing operation will require refining by the partners involved. 
 

https://www.vicnews.com/news/mayor-confident-langford-will-see-university-campus-after-royal-roads-university-land-purchase/
https://www.vicnews.com/news/mayor-confident-langford-will-see-university-campus-after-royal-roads-university-land-purchase/
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Once the Project Team structure is established, a terms of reference will need to be created 
for each group to ensure all are clear on their role and responsibilities. 

 
 

Group Title Proposed Members  Group Role 
 

Project and Network Management 
 

Stewardship  
Group 

School Board, First 
Nations, Prov Gov, 
VIHA, Langford, 
Colwood, Sooke, 
CRD 

The working group leads in framing and 
organizing the needs of the stakeholders and 
provides technical support and leadership in an 
inclusive, collaborative and transparent manner. 
Other duties of the Steering Group: 

• Organize Meetings 

• Outreach for additional resources/partners 

• Monitor relevant news/data 

• Seek additional investment/members 

 

Technical Support Groups 

Legal TBD (Public 
Resources, 
outsource to private 
partnerships) 

Provide a legal framework and available 
expertise regarding the following: 

• Fundraising  

o Legislation and tax requirements. 

• Contracts 

• Safeguarding Children, Young 

People Legislation 

• Insurance requirements 

o Public liability insurance 
o Buildings insurance 
o Contents insurance 
o Professional indemnity insurance 

 
 

Finance TBD (Public 
Resources, 
outsource to private 
partnerships) 

Assist with financial framework to ensure space 
project can be established for perpetuity 
through management and administration: 
 
Management Requirements: 

• Determine resources 
• Cost needs 
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• Set budget and allocate funds to 
programs and initiatives to support the 
organisation's mission 

• Administer the organisation's finances 
• Monitor and report progress against 

budget 
 
Administration Requirements: 

• Maintaining financial records 
• Organising bank accounts 
• Accounting for all money received 
• Accounting for all money spent 
• Banking money 
• Signing off on outgoing expenses 
• Preparing financial statements 

 
 

IT TBD (Public 
Resources, 
outsource to private 
partnerships) 

Build and maintain online infrastructure 

Advisory Groups 
 

Municipal/Regional Representative from 
CRD, Sooke, 
Colwood, Langford 

• Update working group on upcoming projects, 

policy, budget implications that could 

influence the space project. 

• Update working group on community 

amenity contributions and development cost 

charges have been settled with developers 

which support the shared space project. 

• Provide relevant research and data to the 

space project and stakeholders. 

• Communicate new partnerships with private 

sector regarding infrastructure. 

Non-Profit Sector (Representatives 
from all?) Phoenix 
Human Services, 
BGCSVI, Victoria 
Immigrant and 
Refugee Centre 
Society, Sooke 
Family Resources 
Society, Pacific 

• Provide updates on: 

• Clientele and organization needs 

• Effectiveness of shared space program on 

the organizations 

• Upcoming projects 
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Centre Family 
Resources, Housing 
societies 
 
. Others 
 

Prov/Ministries Representative from 
VIHA, Ministry of 
Social Development, 
Mental Health, 
Children & Family 
Development. 

• Provide research and studies relevant to 

effectiveness of shared space project 

• Provide information of upcoming provincial 

projects that could be integrated into space 

plan. 

• Provide information of funding and grants. 

Educational Representative from 
Royal Roads, SD 62, 
maybe Camosun and 
UVIC 

• Provide updates on upcoming infrastructure 

projects/community programs 

• Provide updates on data regarding at-risk 

youth requiring further support. 

• Royal Roads provide updates on how 

programs could be integrated into assisting 

the services within the shared space 

program. 

Private Businesses – 
(corporate, local) 
Developers, Banks, 
Planners, IT, other 
space owners 
(indoor and 
outdoor).  

• Provide updates on a macro and micro level 

of information that may be relevant to the 

space project. 

• Provide information on new or existing 

projects that may increase/decrease space 

project 

 
 

RESEARCH TO BE GATHERED 
 

Each organization in the network has information on:  
• A diversity of facilities available today – under various terms  

• Needs assessment information  

• Future facilities that are in various stages of the planning and development process  

• Networks of stakeholders who they interact with regularly  

• Others.  

For the network to work smoothly, this information needs to be first compiled and 
organized so it can be accessed appropriately (and some will be confidential), and the 
individuals / departments responsible for the information appropriately connected to the 
network through regular communication channels.  
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The stakeholders in this process need to discuss how best to address the following 
information currently, as well as in the future, and to create a protocol for regular updates: 

• Needs assessments for future facilities 

• Facilities currently available. 

• Upcoming projects 

o Amenities included in upcoming / future projects 

• Land available for facility development. 

• Future development options 

• Upcoming projects 

o Amenities included in the upcoming projects 

• Upcoming building infrastructure for availability 

o Leases expiring, etc 

 

NEXT STEPS, WORKPLAN and SCHEDULE 
 

The following workplan framework has been offered to help the stakeholders in the 
network to coordinate their actions and share responsibility and resources.  

 
Actions Lead 

responsibility 
Budget Completion Date 

Review and refinement of the project plan  
 

   

Review and refinement of the team structure for 
moving forward and establish a terms of reference 
for each team for the system creation.  (The TORs 
can be amended for its ongoing operation as 
needed). 
 

   

Initial research into facilities available and needed 
 

   

Network drafting workshop - a brainstorm and 
network model development workshop to create 
version 1.0 of the future network system  
 

   

Review and refinement of the draft system model  
 

   

Establish partners for technical support groups: 
Legal, finance, IT 
 

   

Create an action plan to build the core elements of 
the system  
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Confirm roles and resources 
 

   

Formal launch and development  
 

   

Quick starts – identify some high value actions that 
can be taken now to benefit the network members 
even while the large system is being developed 
(show value now).  
 

   

Create version 1.0 of the system and test it  
 

   

Make refinements and finish building the 2.0 
version for use.  
 

   

Ongoing operations and implementation.  
 

   

Periodic system assessment, review, and 
refinement.  
 

   

 
 

BUDGET 
 

*Budget can be created to support the finalized Project Plan* 

 
 

CONCLUSION 
 

This document has offered a project plan to create a network and system to support the 
many public and community organizations that are utilizing, expanding, and developing 
space for a wide variety of uses – primarily in the Sooke and Western Communities.  
 
The system envisioned will bring many benefits to all parties, through the optimization of 
their investments in space by providing the possibility for other organizations to jointly 
develop, manage or utilize facility space.  
 
The creation and operation of the proposed network and system will involve stakeholders 
at all levels in providing their expertise and a diversity of resources to achieve the vision of 
this project.  
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Once the Project Plan has been refined and the resources available have been identified, 
the system can be created.  
 
This shared space network will be a crucial investment by the community to secure the 
future of accessible space required to achieve the collective vision of healthy and thriving 
children, youth and families across the Local Health Authority 62 area. 
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