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Black	  Jack	  Cross	  Country	  Ski	  Club	  Strategic	  Plan	  	  

Five	  Year	  Plan:	  	  2014-‐2019	  	  	  
Written & researched: May 2013-April 2014 
Presented to BJ AGM April 2014 

Mission	  Statement	  
Our mission is to build a community of Nordic skiers by providing and sustaining 
excellence in programs and services. 

High	  level	  summary:	  	  	   
 
Overall most members seem fairly pleased with our current condition. In our member 
survey, 58% marked “Try to keep things the same. We have it pretty good. Save our 
money and effort to maintain what we have” for “which best describes how you envision 
BJ in 5 years.” Another 34% were for small improvements.  In addition, many of the 
suggested improvements are already planned.  
 
With this context, our 5-year plan is one more about securing our current assets and 
making minor tweaks.  

Situational	  Analysis:	  
The Club is a non-profit society situated just 5 minutes north of Rossland, BC, across the 
highway from the Red Resorts alpine skiing complex. The club offers over 40kms of 
scenic groomed trails for both classic and skate skiing, 2.5km of lighted trails for late 
afternoon and evening skiing activities, a 2.2km dog loop, 3 cabins, a biathlon range and 
ski rentals. Black Jack attracts skiers from across North America and Europe. Situated at 
an altitude of 3700+ feet, the facility benefits from early and abundant snowfall and 
outstanding ski conditions. The Club has approximately 600+ members and continues to 
grow. 
 
The Club has a small trailhead cabin, a kiosk, a shed for storing machinery and 
equipment, two timing huts (one at the main cross country venue and one at the biathlon 
range), several outhouses and two warming cabins on the trails. The Club operates 2 
PistenBullys and 2 snowmobile driven Ginzu groomers. The club owns ~20 acres at the 
trailhead and has land use agreements contracted for land owned by the City of Rossland, 
Beaumont Timber Company and Crown lands. Total Forestry acreage under our 
stewardship is 1357 acres. 
 
The Black Jack Ski Club is a volunteer driven organization that operates with strong 
support from the City of Rossland, its citizens, local businesses and industry as well as 
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support from the Provincial and Federal government. Such community support has 
allowed for significant growth and development in recent years.  
  
There are no boundaries on our trails- all are welcome regardless of gender, age, ability, 
ethnicity, religion, income or sexual orientation. For those who are learning to ski, 
lessons and equipment are both offered on site. The Club has an excellent youth skier 
development program and qualified independent coaches offer adult clinics and private 
lessons. 

Getting	  member	  and	  Community	  input:	  
Over the offseason of 2013, the Black Jack exec executed a series of 2 focus groups, an 
online “Survey Monkey” member survey (with 123 responses) and a series of 1:1 
conversations (with partners, such as Red Mountain, Beaumont, etc. as well as folks not 
as well represented in the focus groups, e.g. young parents) to get input into our plan for 
the next 5 years.  
 
Of the 123 survey respondents, there was a large mix of family, recreational skiers, 
racers, with 80% saying they skied for fitness. 82% were returning members with over 
50% being club members for 2-10 years.  The average skis per week varied, with 2, then 
3 being slightly the most sited. The days folks skied were all over the map with “varies” 
sited most then Sunday in slight lead. 55% rarely/never ski before 9am. 52% rarely/never 
ski after dark. There was about an even mix between skate and classic skiers with less 
than 10% only skating and 26% only classic skiing. Approximately 45% went to Biathlon 
more than 3 times last year and 10% rented skis at the trailhead. 82% checked the 
grooming status online or just skied. Only 4% use the snow phone, which may be biased 
as it was an online survey. About half the folks with kids aged 4-18 are in the Skier 
Development. All met or exceeded expectations.  
 
The focus groups were conducted by Club members Alex Loeb and Kathy Moore. The 
groups contained a similar demographic as the survey leaning more towards the 
experienced, longer term members. The majority were Rossland residents.  
 

Results	  of	  the	  Focus	  Groups	  and	  Survey:	  Priorities,	  
Recommendations	  and	  Suggestions	  	  
 

Highlights	  for	  5	  year	  planning	  
 
Overall most members seem fairly pleased with our current condition. In our member 
survey, 58% marked “Try to keep things the same. We have it pretty good. Save our 
money and effort to maintain what we have” for “which best describes how you envision 
BJ in 5 years.” Another 34% were for small improvements.  In addition, many of the 
suggested improvements are already planned.  
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This is highlighted in our survey where 77% thought grooming frequency was “about 
right” plus 13% “didn’t know” = 90%.  3% marked too much and 7 % not enough. On 
the question of quality of the classic tracks: 4% marked below expectations, 67% about 
right, 17% above, 12 % NA. And on the quality of the skating tracks: 2.7% marked 
below, 59% about right, 14% above and 24% NA.  
 
Top other Items: 

1. Biggest threat remains land access/climate change 
2. Biggest opportunity includes more social events/more accessible trails/classic 

only trails 
3. Much of the top requests (improve drainage, better parking at biathlon, more 

signage, longer dog loop) are being addressed already. 
 

Top	  Tier	  Recommendations;	  listed	  in	  priority	  order	  by	  a	  majority	  of	  participants	  
 
1. Secure land access and be prepared for potential climate change. Overall potential 
land issues remain Black Jack’s 2 biggest long-term threats. There is a need to secure 
land access and/or have a “Plan B” in case of issue with landowners or the need to move 
to higher ground due to climate change.  
 
2. More accessible trails. The biggest feature request was for more accessible trails. This 
included flatter trails, starting at the Trailhead as well as from the Biathlon parking area. 
Other requests included Classic-only trails especially for folks intimidated by skaters. 
Aqueduct mentioned often as members’ favorite trail. In this same category but at a lower 
priority suggestions were made for a connector trail from town and from Red Ski Resort. 
There was not much enthusiasm for snowshoe trails and some strong negatives. There 
was a strong consensus that we do NOT need more lighted trails.  
 
3. Better Maps and signs. This request was strongest for the new biathlon trails, but 
members asked for better maps and general signage, especially for tourists. There was 
one request for mile markers as well.  
 
4. Grooming. While the vast majority of members were happy with the 2012-2013 
grooming, there were some suggestions for improvements, with folks noting how key 
grooming is to the overall experience. A few very passionate skiers want earlier morning 
grooming. And for these skiers as well as the general membership several people noted 
that they wanted better communication on where the groomer is and when. As well, poor 
drainage meant a late start in 2012.  
 

2nd	  Tier	  Recommendations;	  list	  continued	  in	  priority	  order	  by	  a	  significant	  
number	  of	  participants	  
5. Dog Trails. Dog trails had equally strong input in opposite directions. Members want 
longer and more interesting dog trails. And members don’t want to ski with dogs or dog 
poop.  
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6. Adding amenities to the Biathlon trails.  A top issue in this category – and one 
growing in importance - is for better parking.  As well a few folks noted that a cabin with 
view amongst the trails would be nice. More parking at Biathlon brings up concerns with 
poaching.  
 
7. More club socializing. This was mentioned a lot but mostly people are super happy 
with what we did last year. Tour de Soup and other 2013 events a big hit. Folks want 
more. Members see social events as a big opportunity to reach out to non-racers, classic 
skiers, and families. Winter Carnival Sprint Race 2013 was a great opportunity to 
highlight Black Jack in town. 
 
Additional ideas included “letter from the President”, Fall “AGM”, New Year’s Eve with 
Fireworks at Torresan’s, Regular Full moon skis, biweekly (or somehow regular) ski + 
lunch, Recreational/fun only Loppet, Grand Fondo, Poker Run ski, Meet and Greet for 
new and old members (with outreach for volunteers), make ski swap more social, 
orienteering, Red Snow hosts free ski day, and the list goes on. Folks also suggested we 
reach out to tourists more including with survey and feedback forms in the kiosk. 
 
8. Trail Head Facilities. A new trailhead cabin would be “ideal” but not top of the list. 
As we drilled down on this in the focus groups, folks noted that change rooms, bigger 
socialization space, flush toilets, etc. would all be great. But none of this was critical 
because we are so close to town, plumbing not economically feasible and one day we 
may need to move the main trail head to Biathlon due to climate change. Folks also noted 
that without a substantial update (e.g. above list, wax rooms, concessions, etc.) we should 
do nothing, as small changes would not be worth it.  
 
Other smaller notations in this category included the need to update wood stove system, 
as the current system is tough for asthmatics. As well, it would be nice to have a 
“sledding hill” for very young kids so that parents could alternate skiing with kids 
playing. A member mentioned the need for a system for booking cabins, including in the 
off-season. As well some folks noted that our day rates seem high and if they are 
competitive, we may want to show what other clubs cost. On a related note members 
suggested we better promote our 5-day passes and that can be non-sequential as well as 
better signage for ski rentals. 
 

Suggestions	  and	  other	  input:	  
9. Volunteers. Break down jobs into more specifics. Not “trail crew” but “help this Wed 
on Aqueduct”, not “social events” but “NY’s Eve Bonfire.” 
 
10. Feedback on pass checking “ambassadors”. To deter poaching, people suggested 
we alternate Kiosk hours more and possibly add volunteers to kiosk in afternoon/evening. 
Ambassadors would be ok if really friendly & would answer questions for tourists, etc.  
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11. Other Suggestions/input. Integrate BJ into new Sustainability Commission Learning 
Hub. Make BJ (including Biathlon) a destination training facility. Do adult clinics aka 
Sovereign Lakes, Winthrop.  
 
Races are great – but no big push for more races. Better to focus on local, accessible 
races.  
 
12. General input (not really asking for change). Overall the 2012-2013 was a great 
year! 92% of members in the survey marked it as either good or excellent. Less than 1% 
marked it as bad. Noted most highly were great grooming, a friendly club and close to 
town. 
 

Specific	  Implementation	  correlating	  directly	  with	  the	  above.	  	  
Given the suggestions above, our 5-year plan is one more about securing our current 
assets and making minor tweaks.  
 
1. Secure land ownership and be prepared for potential climate change. Black Jack is 
already investing in our Biathlon trails, which are at a higher elevation than the current 
Trailhead. If a trailhead move was required, we will be in a good position to act. As for 
securing our current land access, we are maintaining good relationships with the three 
current landowners.  
 
2. More accessible trails. Key members are investigating the possibility of flatter and/or 
classic only trails below the current Aqueduct and at the Biathlon area. Other 
organizations near Black Jack are expanding snowshoe trails.  
 
3. Better Maps and signs. Updated signage and maps for the entire trail system, 
including biathlon is being developed over the summer and fall of 2013.  
 
4. Grooming. Drainage issues were in large part addressed over the summer of 2013 as 
part of the NorAm work. More may be required if future BCTS logging occurs. We have 
implemented an automated groomer tracker that updates a map on the web in January 
2013. It started as a trial, but now with strong success, member encouragement and a paid 
sponsor, this looks like a new addition to Black Jack.   
 
5. Dog Trails. Over the summer of 2013, we have expanded Richie’s loop as a separate 
dog section. This seems like a good first step and we will monitor the situation. We also 
sold a dog trail only pass as an experiment which a few people have  purchased.  
 
6. Adding amenities to the Biathlon trails.  In 2013 we will mark the existing Biathlon 
parking better in hopes of better plowing and access. In 2014 and beyond, we will work 
with BCTS to add parking. We will explore an additional cabin in 2014 and 2015. 
 
7. More club socializing. We will build from the 2012-2013 success. In 2013-2014 will 
look to add “letter from the President”, New Year’s Eve with Fireworks at Torresan’s, 
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Poker Run ski, and more outreach at the ski swap. In future years we will continue to 
refine our club socializing based in large part on members volunteering to host events.  
 
8. Trail Head Facilities. Given the unknowns and large investment required we have no 
current plans for a new trailhead cabin at the existing location. We did update the 
woodstove systems at both the Trail Head and Torresan’s cabin in the summer of 2013. If 
this does not solve the problem we will look at replacing the existing stoves in 2014 or 
2015.  The grooming team will see if a “sledding hill” is viable. We will work to better 
promote the value of our day rates in comparison to other clubs as well as the 5 day 
passes, highlighting that they can be non-sequential. Better signage for ski rentals has 
been done.  
 
9. Volunteers.  We will do volunteer outreach at ski swap, newsletter and web site 
breaking down jobs into more specifics. For example, not “trail crew” but “help this Wed 
on Aqueduct”, not “social events” but “NY’s Eve Bonfire.”  
 
10. Pass checking “ambassadors”.  In 2013-2014 we will experiment with adding Black 
Jack Ski Ambassadors. Our student kiosk attendant is adding in a few afternoons and 
evenings. Depending on the success of this program we will look at also alternating 
Kiosk hours and other ideas in future years.  
 
11. Other Suggestions/input. We will continue to note and track ideas such as 
integrating BJ into new Sustainability Commission Learning Hub, make BJ (including 
Biathlon) a destination training facility and doing adult clinics aka Sovereign Lakes or 
the US Methow Valley. For any of these ideas to truly bloom they will need a volunteer 
lead/champion. 
 
12. General input (not really asking for change). We will try to keep up the good 
work! 

More	  General	  5	  year	  Direction	  
 

The club has been able to put itself in a very nice position over the past 30 years thanks to 
strong volunteers and great community support. In addition to addressing the feedback 
above, our focus for the next 5 years will be on ongoing sustainability, especially with 
regards to financial health and volunteer effort.  This section addresses that goal, 
specifically focused on target projects that will result in: 

1. Revenue increases 
2. Cost reductions 
3. Reducing volunteer workload 

 
As we move forward we expect to have good years, with strong revenues and volunteers, 
as well as bare-bone years, with bad snow, major equipment needs, or poor membership 
drives.  We want to be well prepared so that the club can be stable throughout.  
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1.	  Revenue	  increasing	  ideas:	  

A.	  Add	  recreational	  classic-‐only	  trails:	  	  	  
 
Operating revenue is almost entirely from Season Pass and Day Pass sales.  To 
sustainably improve either, we need to improve the experience & value for those on the 
“margin”.  These are primarily recreational classic skiers that are currently finding other 
alternatives, be it free or further away.  We need more trails like Aqueduct. These would 
be gentle, winding trails that interconnect with the existing trails.  We would prioritize 
careful planning from the start so that they can be improved down the road as money & 
effort allows.  There would be an opportunity to enhance the experience by adding 
attractions & destinations:  a simple lean-to shelter, birdhouses, an underwear tree, a 
Christmas tree, funny signage and quotes, an enchanted forest etc.  Many of these new 
skiers would also eventually come to appreciate high quality grooming that is close to 
their doorstep. 
 
Step 1:  Identify and map out potential routes (2014) 
Step 2:  Break one or more of these trails in, just in the snow (2014-2015) 
Step 3:  Prioritize trails based on value and ease of improvements (2015) 
Step 4:  Raise money (2015) 
Step 5:  Make summer improvements (2015-2018) 
 
 

B.	  Implement	  a	  “Premium”	  Pass	  or	  “Gold	  Star”	  Pass	  or	  “Super	  Size”	  Pass	  
 
Although people already have an option to donate when they buy their pass (both online 
and paper registration), very few do.  We will explore ways to improve the value 
reciprocity so that more members partake. These ideas need more research, but for 
example:  
 
For an extra, say, $50, you get a bunch of perks, such as: 

• Bring a friend for free on your birthday or half-birthday  (or birthday week or 
half-birthday week) 

• Get your skis waxed for free on a couple of prescheduled days (e.g. by the Junior 
Racers) 

• Get a free group lesson with Dave Wood on a couple of prescheduled days 
• Get a free wax clinic on a couple of prescheduled days 
• Get a discount at Gerick’s and/or a free water bottle or ski straps 
• A free coffee at the Grind 
• Get your name in the draw for some higher-end prizes 
• Recognition through a different colored pass 
• Other? 

 
If 200 people opt for this at $50 apiece, that’s an extra $10k.  This could go directly to 
our longer-term reserves, such as grooming maintenance budget or our Big Cat Kitty 
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fund. In 2014 we will explore this idea with hopeful implementation for the 2014-2015 or 
following ski season. We will then refine based on input. 
 
 

C.	  Get	  permanent	  leverage	  off	  of	  RED’s	  marketing	  efforts,	  e.g.:	  
 

• A sign at the RED base area 
• Posters in the RED lodge 
• An ad on one of the chairlift towers 
• An adder to the RED season pass registration system for Black Jack season passes 
• Related: a bigger flashier Black Jack sign on the highway 

 
 

D.	  Garner	  funding	  from	  grants	  and	  government:	  
Membership and day passes fund core operational costs for the club. For “special 
projects” we apply for grants locally and beyond. We need to stay on top of these 
opportunities as we try to grow the club, especially when investing in new equipment, 
trails and cabins. As well there are in-kind contributions that can greatly help the club, 
e.g. if the Ministry of Transport would clear our parking lots.  
 
As we collect grants as well as save money in reserve funds we must be mindful to keep 
them in high-interest accounts, maximizing our investment.  
 
Most years, assuming strong fundraising, we can depend on a mix of local funding to 
complete smaller annual work of up to about $10k. This would cover items such as trail 
maintenance and other small improvements.  Every few years, and with the right project, 
we have been able to raise significantly more funds (e.g. $20 - $100k).  2013 was one of 
those years for trail work for the Haywood NorAm and drainage. It may be a few years 
before we can do significant fundraising again, as many of our supporters are the local & 
regional funders.  In addition, occasionally there is a one-off government grant 
opportunity. As we plan, we should identify what our next larger project might be, so that 
we’re ready when an opportunity does arise. This next project will very likely be either a 
network of classic-only trails or a new grooming machine.  A nice advantage of a classic-
only trails project is that it is very scalable, and can be implemented over time.   
 

E.	  Keep	  pass	  rates	  current	  with	  inflation	  and	  expenses	  
 
We have been able to keep pass rates relatively steady for the past 7 years, with 2 
increases, equaling about $21 per adult.  This averages to approximately 2% per year, 
which is fairly consistent with inflation. Moving forward, we acknowledge that our 
expenses will likely continue to increase with inflation (e.g. fuel, utilities, insurance, and 
wages). To keep up with inflation we may need to consider a fee increase of 
approximately 5-10% every 2 or 3 years.  
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2.	  Lasting	  cost	  reduction	  ideas:	  
 
The club already operates in a low cost method. Below are some ideas that we could 
pursue regardless of our finances and others we may only want to consider if finances 
were very tight on a particular year.   

• Beef up the volunteer grooming ranks even further.  If there was ever a barebones 
year financially, or if the paid driver was ever unavailable, volunteers would be 
better set up to step in quickly. 

• Consider some volunteer kiosk hours. Look to other clubs that may run on this 
model. 

• Find out how if there is any potential savings in our power sources. Currently we 
run on electric.  

• Evaluate best way to discontinue phone & Internet in April and then reconnect in 
Nov (potential savings of approx $80/mo X 7 months).  E.g. make this the first 
and last kiosk duty. 

• Turn the lights off on Fri, Sat, Sun.  (e.g. Sovereign Lakes only has them on Tue-
Thurs).  Shut the lights off for the season as soon as the kids programs are done. 

• Free or subsidized parking lot clearing. 
• Negotiate lower lease with landowner (e.g. we currently pay Beaumont ~$3.5k).   

3.	  Lasting	  volunteer	  reliance	  reductions:	  
 
In the past few years we have already begun this process by relying on better technology, 
e.g. launching online registration a few years ago and using online surveys instead of 
paper surveys. As well we have hired a few targeted professionals such as a bookkeeper 
to help the Treasurer. In the future we should look to further opportunities such as 
perhaps: 

• Get the Ministry forestry firefighters to do the annual brushing, burning, clearing, 
etc., like they do for Castlegar Nordic. 

• Offer a small stipend for a tech-savvy high-school student to manage and create 
content for our webpage, Facebook page, club email send-out, paper newsletter 
creation, etc.  Chance for them to create a resume and get a great reference.   

• Other? 
 
 

5	  Year	  Financial	  Goals	  &	  budgets	  
 
Our assumptions for budgets over the next 5 years are: 

• Stable operating costs from previous years plus inflation 
• Grooming equipment needs as outlined below 
• Perhaps a trail building project that has not been scoped at this point. 

 
Given these assumptions we have a goal to: 
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1. Maintain a strong annual operating budget by controlling costs wherever possible 
and acknowledging that we may have to raise membership fees in line with 
inflation moving forward.  

2. Keep the General Reserve account topped up to a max of 10,000.00. To fund this 
we replace any monies used from cash flow, the Equipment account or term 
deposit. 

3. Build an Equipment Capital Account to 160,000.00 by the year 2018 (or purchase 
a new machine before then.) The plan is to put 20,000.00 away per year towards 
this account.  

 

Grooming	  Equipment	  cost	  drill	  down	  
 
The expectation is the operational costs will stay the same (around $45,000 annually) 
plus inflation for the next 5 years. However, capital expenditure wise, we will have to be 
prepared for cat and sled replacement options. These could be done in several ways. We 
could replace the 280 with a new secondhand Edge (note: the bigger newer cats are not 
good for our purposes). This is the best situation and probably would be about $120,000. 
Our fall back option is a complete refurbishment on the 280 for about $40,000. The 
current Edge will need a complete refurbishment as well likely within the 5 years at 
approximately $40,000. We could exist with one cat but could not safely continue to do 
NorAm level events if so. We are currently looking at whether it makes sense to move on 
a new cat sooner since the model we need is no longer in production.  
 
Tillers and ginzus will likely just need to be maintained. The 2-stroke sled should be run 
until it dies and not replaced. The Biathlon sled should not need to be replaced through 
the 5 years. Ideally we would replace the Black Jack sled for around $16,000 during this 
time. Possibly a better option would be to get the tracked quad we considered before and 
that would be around $25,000. This would help with Aqueduct and trail maintenance. 
 

Other	  Plans	  within	  the	  Black	  Jack	  Community	  

Race	  Plans	  for	  next	  5	  years	  
 
Black Jack Competitions - 5-Year Plan: 
• Continue holding a yearly Loppet, Kootenay Cup, and Winter Carnival Sprint races. 

Focus on these races is fun and increasing participation. 
• Hold a NorAm race every 1-2 years. 
• Look at holding a Western Canadian Championship 3-day event 
• Develop race courses to hold NorAm races, this is the work currently being undertaken 

to ensure the race courses meet FIS standards and also are suitable to use with a 
small amount of snow for early season races.  (complete Summer 2013) 

• Develop a 5km racecourse that meets FIS standards, this would be required to hold a 
Western Canadian Championships or National Championships.  (complete 
summer 2013) 

• Continue developing volunteers as race helpers and officials, by holding a race officials 
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course every 2 years. 
 
 

Skier	  Development	  Plans	  for	  next	  5	  Year	  
• Skier Development has their own 5 year plan. Please contact Al Fisher for details. 

Implementation	  	  
 
A plan such as this Strategy is dependent on funding as well as the concentrated efforts 
and dedication of Club volunteers. Some of the stated goals, such as policy changes, 
require very little effort or funds and will be easy to establish as best club practices. 
Others, such as the new grooming equipment, will require significant monies and will be 
entirely dependent on successful fundraising by club members.  
 
Each project requires a group leader or individual to spearhead the effort. This person 
will assume responsibility for creating the specific details of each project, including a 
final budget and the execution of the plan. For most projects each leader will need to 
assemble a team of volunteer helpers. It is the intention of this Strategy that a wide range 
of club members be asked to help, not just a small core cadre. Without sufficient 
dedication from club members these projects will never be realized. In most cases the 
leader of a project will be a member of the sitting Executive board but it is not required. 
In any case the leader will report to the Executive board on a regular basis and all major 
decisions regarding the project will need board approval prior to execution or 
commitment. Project managers will be named as the Executive changes or as other club 
members step forward to get involved. 
 
Any project not completed (or even started) in its targeted year will be pushed back into 
the next year. Often plans are forced to change due to situations beyond our control; for 
example logging schedules can change. If a targeted grant is not received the project may 
stall until other funding is obtained. 
 
By its very nature the Strategy is meant to be responsive and adaptable to the changing 
needs of the Club and surrounding circumstances. The annual reviews will be designed to 
elicit feedback and ensure that the Executive board is on the right track and acting in 
accordance with the wishes of the majority. The Strategy is meant as a road map, should 
our route change any aspect of this plan may be modified or tossed out entirely. 
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Timeline	  for	  Implementation	  
 

Ongoing	  Annual	  Plan	  
 
Policies & Financial:  

• Maintain a strong annual operating budget by controlling costs wherever possible  
• Keep the General Reserve account topped up to a max of 10,000.00.  
• Put 20,000.00 away per year towards Equipment Capital Account. 

Facilities, Trails & Grooming: 
• Every year will contain maintenance to both the trails and the grooming 

equipment.  
Actions: 

• Implement annual surveys for membership satisfaction with club, programs, 
facilities, ambience, grooming etc. Be responsive to results and adjust strategic 
plan, club policies accordingly. 

• Continue grooming plan from 2012 which includes supplemental volunteer 
groomers 

• Maintain good relationships with the two current landowners.  
• Explore and apply for appropriate funding from grants and government as 

appropriate.  
• Races:  

o Hold annual Loppet and Kootenay Cup. Focus on these races is fun and 
increasing participation. If possible, hold Winter Carnival Sprint Races in 
town. 

o Hold a NorAm race every 1-2 years. 
o Continue developing volunteers as race helpers and officials, by holding a 

race officials course every 2 years. 
Address issues not completed in previous year’s plan 
 

	  

2013	  Implementation	  Plan	  (Done)	  
 
 

Policies & Financial:  
Facilities, Trails & Grooming: 

• Better Maps and signs. Updated signage and maps for the entire trail system, 
including biathlon is being developed over the summer and fall of 2013.  

• Grooming. Drainage issues were in large part addressed over the summer of 2013 
as part of the NorAm work. More may be required with future BCTS logging. 
Implement online, automated system to track the groomer and put status on the 
web (as an experiment.) Our hope is that with more communication, members 
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will understand the groomer is out earlier than they thought, conditions 
permitting. 

• “Catch up” maintenance on grooming equipment 
• Dog Trails. Over the summer of 2013, we have expanded Richie’s loop as a 

separate dog section. This seems like a good first step and we will monitor the 
situation. 

• Upgrade fireplace installations in Trailhead and Torresan’s cabin 
Actions: 

• More club socializing. We will build from the 2012-2013 success. In 2013-2014 
we have added “letter from the President”, New Year’s Eve with Fireworks at 
Torresan’s, and more outreach at the ski swap.  

• Volunteers.  We will do volunteer outreach at ski swap, newsletter and web site 
breaking down jobs into more specifics. For example, not “trail crew” but “help 
this Wed on Aqueduct”, not “social events” but “NY’s Eve Bonfire.”  

• Pass checking “ambassadors”.  In 2013-2014 we will experiment with adding 
Black Jack Ski Ambassadors. Depending on the success of this program we will 
look at also alternating Kiosk hours and other ideas in future years.  

• Work to better promote the value of our day rates in comparison to other clubs as 
well as the 5-day passes, highlighting that they can be non-sequential as well as 
better signage for ski rentals. 

• Races:  
o Hold Haywood NorAm race  
o Develop racecourses to hold NorAm races to ensure the racecourses meet 

FIS standards and also are suitable to use with a small amount of snow for 
early season races. 

o Continue developing volunteers as race helpers and officials, by holding a 
race officials course every 2 years. 

o Develop race courses to hold NorAm races, this is the work currently 
being undertaken to ensure the race courses meet FIS standards and also 
are suitable to use with a small amount of snow for early season races.  
(complete Summer 2013) 

o Develop a 5km racecourse that meets FIS standards, this would be 
required to hold a Western Canadian Championships or National 
Championships.  (complete summer 2013) 
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2014	  Implementation	  Plan	  
 

Policies & Financial:  
• See Annual Plan 

Facilities, Trails & Grooming: 
• Investigate the possibility of flatter and/or classic only trails below the current 

Aqueduct and at the Biathlon area 
• Work with BCTS to add Biathlon parking.  
• Check viability of a “sledding hill” near trailhead cabin.  
• If 2013 upgrades did not address woodstove issues investigate replacing the 

existing stoves. 
• Identify and map out potential routes for new more accessible trails. Start to break 

trails in if possible.  
 
 

Actions: 
• Continue projects started in 2013 including refining Social Events, responding to 

feedback for the Ski Ambassador program and refining volunteer outreach 
approach. Consider adding Orienteering and other events.  

• Explore & refine the “Premium, “Gold Star” or “Super Size” Pass idea.  
• Start discussions with RED for more leverage of RED’s marketing efforts 
• Continue to beef up the volunteer grooming ranks even further.  
• Overhaul Website making content addition and changes easier for both the 

administrator and potentially for general members (e.g. to add photos). This 
revision should better integrate social media and update the calendar functions.  

• Explore volunteer kiosk hours. Look to other clubs that may run on this model. 
• Install benches in some key view spots such as near Biathlon range and Beaumont 

Meadows.  
• Looking into our all electric power supply and see if adding gas or other 

alternatives would help. 
• Evaluate best way to discontinue phone & internet in April and then reconnect in 

Nov (potential savings of approx $80/mo X 7 months).  e.g. make this the first 
and last kiosk duty. 

• Decide if turning the lights off on Fri, Sat, Sun and shutting the lights off for the 
season as soon as the kids programs are done. 

• Explore firefighters to do the annual brushing, burning, clearing, etc., like they do 
for Castlegar Nordic. 

• Offer a small stipend for a tech-savvy high-school student to manage and create 
content for our webpage, Facebook page, club email send-out, paper newsletter 
creation, etc.  Chance for them to create a resume and get a great reference.   

• Building Maintenance: 
o Update cat shed ceiling: replace plastic, support with wire mesh, better 

ventilation 
o Better fuel storage / reduce insurance costs. 
o Drive through Seacans for Ginzu's. 

• Races:  
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o Look at holding a Western Canadian Championship 3-day event 
o Build a new building to act as a race office and jury room during race 

events and also provide storage for all the race equipment at other times. 
 

 
 

 

2015	  Implementation	  Plan	  
 
Policies & Financial:  

• Decide if need inflation increase on member rates.   
 
Facilities, Trails & Grooming: 

• Continue 2014 projects such as investigating more approachable trails. 
o Break one or more of these trails in, just in the snow  
o Prioritize trails based on value and ease of improvements  
o Raise money   

 
Actions: 

• Attempt to negotiate lower lease with landowners. 
• Implement if needed the “Premium, “Gold Star” or “Super Size” Pass idea.  
• Investigate adding an additional cabin on Biathlon Trails 
• Continue discussions & implementation with RED for more leverage of RED’s 

marketing efforts 
• Explore possibility for free or subsidized parking lot clearing. 
• Races:  

o Look at holding a Western Canadian Championship 3-day event 
• Continue to note and track ideas such as integrating BJ into new Sustainability 

Commission Learning Hub, make BJ (including Biathlon) a destination training 
facility and doing adult clinics aka Sovereign Lakes or the US Methow Valley. 
For any of these ideas to truly bloom they will need a volunteer lead/champion. 
 

2016	  	  	  	  Implementation	  Plan	  
 
Policies & Financial:  

• Decide if need inflation increase on member rates.   
Facilities, Trails & Grooming: 

• More accessible trails:  Make summer improvements 
 

Actions: 
• Races:  

o Look at holding a Western Canadian Championship 3-day event 
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2017	  	  	  Implementation	  Plan	  
Policies & Financial:  

• Decide if need inflation increase on member rates.   
Facilities, Trails & Grooming: 

• More accessible trails:  Make summer improvements 
 

Actions: 
• Races:  

o Look at holding a Western Canadian Championship 3-day event 
 

 
 
2018   Implementation Plan 
 
Policies & Financial:  

• Decide if need inflation increase on member rates.   
 
Facilities, Trails & Grooming: 

• More accessible trails:  Make summer improvements 
 

Actions: 
• Races:  

o Look at holding a Western Canadian Championship 3-day event 
o  

 
2019   Implementation Plan 
 
Policies & Financial:  

• Decide if need inflation increase on member rates.   
 
Facilities, Trails & Grooming: 

• More accessible trails:  Make summer improvements 
 

Actions: 
• Races:  

o Look at holding a Western Canadian Championship 3-day event 
 
 
 
 
 
 

 


