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Eagle County Commissioners expressed concern about the tax implications for recreation center
construction and the validity of the assumptions that have gone into projecting operational costs and
income. This document assembles and summarizes financial assumptions and projections in written
form so that information can be reviewed by the County in preparation for the September 13, 2011
hearing. The Crown Mountain District contends that its financial projections are both conservative and
credible, and it is our hope that this information will lead the Eagle County Board of County
Commissioners to the same conclusion.









Introduction

In 2007, a survey was commissioned to measure the recreational preferences of mid valley residents
living between Aspen and Glenwood Springs with results demonstrating a strong community desire to
pursue a community/recreation center in the mid-valley area. To further explore the feasibility, specific
research efforts were undertaken using a series of public meetings to test concepts and provide input.

These efforts resulted in detailed documentation including the 2007 survey, market analysis; site
evaluation; conceptual building program and floor plan layout; building character, massing, and specific
citing at the preferred location; capital costing; and development of operating assumptions and an
operating financial pro-forma.

In addition, a second survey was undertaken in 2010 to build on this information addressing such topics
as:

e potential use of the identified activity spaces and willingness to pay fees, based on an indication
of fees in the surrounding areas;

e willingness to approve a ballot and bonding measure, based on an indication of activity areas to
be included in a core facility and estimated tax impact per $100,000 of home market value for
both one-time construction costs and ongoing operational costs; and

e potential use of, and willingness to pay fees for, additional activity spaces suggested by the
community; among others. Survey excerpts were included in the Recreation Center Land Use
Application. Further survey data is available on request.

This report summarizes the financial aspects of these research efforts and specifically addresses
guestions that have been raised during the vetting process. It is presented in three sections: Operational
Costing, Impact to District Residents, and Capital Costing. This report is formatted in a question and
answer manner which is easy to read and in layman's language.

I.  OPERATIONAL COSTING

HOW WAS THE OPERATING BUDGET FOR THE RECREATION CENTER DEVELOPED?

A pro-forma was prepared to support this recreation center facility with main goals of demonstrating
the potential overall impacts to the District’s budget and providing the ability to determine the tax
impact to District residents, while also identifying user fees. A detailed line item budget (Attachment A)
is based on the assumptions provided below. It is evident from the assumptions identified that this is a
detailed and experienced approach to projecting expenses and forecasting revenues.

HOW CAN WE BE CONFIDENT THAT THE OPERATING PROJECTIONS ARE REALISTIC?

This operating pro-forma line item budget was professionally prepared by GreenPlay, LLC, experts in
recreation facility management and operations with over 30 years experience in Colorado and across
the country. GreenPlay staff members have extensive prior experience as facility operators for
numerous recreation centers. Crown Mountain went an additional step to request that the operators of
the Snowmass, Glenwood Springs, and Gypsum recreation centers review the Crown Mountain



operating assumptions and projections and the input from those nearby facilities was incorporated into
the pro-forma.

There is no guarantee that the estimates and projections will be met, and there are variables that may
come into play during the detailed design and implementation process. However, a thorough discussion
and understanding of how those variables may play out, as well as the conservative nature of the
projections, has resulted in a highly credible set of projections. All of the decisions surrounding the
proposed development have been calculated to assure that those decisions support the budget goals
and do not significantly change the income and expense projections.

WHAT ARE THE OPERATING BUDGET ASSUMPTIONS?

General Assumptions

e Facility Total Program Area: 61,500 square feet including:
0 Indoor Leisure Pool with four 25-yard lap lanes

Gymnasium

Multipurpose Room (divisible by 2)

Catering Kitchen

Cardio/Weight/Fitness Area

Aerobics/Dance Studio

Climbing Wall

Games/Activity Room

Drop-In Child Watch/Babysitting Room

Indoor Elevated Walk/Jog Track

Wet Party Room (divisible by 2)

Lounge

Men/Women/Family Locker Rooms

Administration Offices/Spaces

Storage, Support & Mechanical Spaces.

O O0OO0O0OO0OO0O0O0O0O0OO0OO0OO0Oo

e Hours of operation: 95 hours/week x 51 weeks — 1 week for deep cleaning/repairs plus 3
Holidays/Shutdown (average 13 hours/day) = 4,845 hours per year

Monday -Friday 6:00am - 9:00pm
Saturday 8:00am - 9:00pm
Sunday 1:00pm - 8:00pm

e Budget is calculated in 2011 figures

Expenditure Assumptions

Expenditure estimates are based on the type and size of the activity and support spaces in the
facility, the anticipated staffing need, and the anticipated hours of operation. When possible and
wherever available, calculations are based on actual best practice or methodology. All other
expenses are estimated based on professional experience, research and reported experience at
similar facilities. The following assumptions underlie the expense projections:



e One front desk employee is on duty during all open hours with additional staff operating as
building monitors.

e Janitorial staff will keep building clean and keep all equipment clean during the operational
hours of the facility. A contractual janitorial service is included for deep cleaning of building on a
bi-weekly basis.

e Lifeguard staffing is assumed at capacity with 4 guards for bather load at prime time; and at
non-prime time 2 guards for rotation (2 lifeguards); not inclusive of the Aquatic Manager and
Head Lifeguards scheduled for all open hours of operations.

e Climbing Wall will have front desk oversight with program supervisors assisting participants
with climbing.

e Benefits are added to full time salaries at 45% including payroll taxes, health insurance,
retirement, and workers comp; and part time at 11%.

e Utilities are calculated at $3.40 per square foot based on the actual experience of the Gypsum
Recreation Center as well as the experience of other facilities. The estimated utility costs for the
volume of space within the facility accounts for a high percentage of the services budget and
needs to be verified by the design team as the use of solar power or other energy saving
construction practices may reduce utility expenses.

* Administrative Services have been budgeted in contractual services at $45,000 to cover all the
additional administrative services necessary for the facility including payroll, accounting, human
resources, etc.

e Capital Replacement Fund is included in the budget at approximately 2% of expense budget to
purchase capital replacement items for the facility when necessary.

e Equipment Replacement Fund is included in the budget at approximately 1% of expense budget
to purchase replacement or new fitness equipment for the facility when necessary.

e Other typical services include contracted instructional services, marketing and advertising,
printing and publishing, travel and training, subscriptions and memberships, telephone, bank
charges and administrative fees, miscellaneous service charges (permits, licenses, taxes, fees),
building and equipment maintenance (contractual or rental services), other contracted services
(custodial services, security and fire systems, elevator, garbage pick-up, etc.), property and
liability insurance, building maintenance and repair.

e All computers, registrations system, software, etc. will be included in the Furniture, Fixtures,
and Equipment (FFE) list and funded through the capital budget and is not included in the
operational and maintenance budget.

HOW MANY EMPLOYEES ARE ANTICIPATED?
This facility is anticipated to generate significant employment in the area.

Full Time — 6 (Staggered weekly schedule to cover building supervision responsibility)

Director $80,000/yr
Recreation Programmer $53,000/yr
Aquatic Manager $53,000/yr
Building Maintenance $42,000/yr
Office Manager $42,000/yr



Part Time/Seasonal (8 types — multiple positions within each type)

Front Desk S14/hr
Custodians S16/hr
Program Supervisor S14/hr
Fitness Supervisor S17/hr
Gymnasium Supervisor S14/hr
Head Lifeguards S17/hr
Lifeguards S16/hr
Child Watch/Babysitters S14/hr

Revenue Assumptions

Revenues are forecast based on anticipated drop-in fees, punch card and pass sales, and rentals
available around anticipated scheduled programming. The preliminary budget projects program
revenue at 100% cost recovery for direct costs (see detailed information below). Revenue
projections take into account program and facility components, multiple admission and age
discounts, and political and economic realities.

Revenue forecasts are based on the space components included in the facility, the demographics of
the local service area, the current status of alternative providers in the service area, and a
comparison to other Colorado facilities with similar components.

e Minimal merchandise resale items are to be sold at the front desk including swim caps, swim
goggles, nose plugs, ear plugs, swim diapers, etc. Revenue is calculated at 200% of direct costs.

e Vending revenue is calculated at 200% of direct costs.

WHAT ARE THE PROJECTED FEES FOR DAY PASSES AND ANNUAL OR OTHER MULTI-USE PASSES TO USE
THE RECREATION CENTER?

Determining the appropriate balance between user fees and tax support to provide adequate total
revenue depends on an estimate of the benefit a particular service provides both to the individual user
and to the community as a whole. The benefit to the community justifies tax support while the benefit
to the individual justifies user fees. The projected user fees in Table 1 below are based on experience
with like facilities in like communities and reflect a realistic estimate of willingness to pay.

Table 1: Use Fee Rates - Admission includes aquatics, fitness and gym

Adult S7 $50 $500 $56
Senior (65+) S6 S40 S400 S48
Family $20 $80 $800 N/A
Youth S5 $30 $300 $40




= Daily use fee payers and multiple use pass holders can participate in self directed
activities and must pay additionally for the classes and special programs.

= There will be no contracts, initiation fees or registration fees associated with the
passes.

=  Automatic debits from checking accounts, savings accounts or credit cards will be an
option and not mandatory for passes.

= Climbing Wall participants or participants in other activities not included in aquatics
fitness or gym (i.e. game room) must pay daily admission or be a pass holder.

= Drop-In Child Watch/Babysitting for pass holders and program participants is based
on 28 hours per week at $4 per hour. A 50% discount is given for additional children.

HOW DO THESE USE FEES COMPARE WITH OTHER LIKE FACILITIES?

The pricing of programs and services reflects the value of the services to community members in the
area. Evaluating fees and charges at other centers within the region contributes to a determination of
the appropriate user fees at a new center and the appropriate level of cost recovery that can be
attributed to those fees. Table 3 on the next page provides detailed information concerning the pricing
structures of existing recreation providers for annual passes and daily use passes.

WHAT ARE THE PROJECTED FEES FOR RECREATION PROGRAMS AT THE CENTER?

Given the nature of the proposed recreation facility and its activity components, a series of recreation programs
have been identified that have been successful and well attended in other public recreation settings and can be
designed and implemented to accommodate the Mid Valley community and beyond. A basic detailed menu of
recreation services identifies specific programs and events within the categories of aquatics, day camps, sports,
teens, health and wellness, arts and dance, community events, and child care to reach across a broad range of
interest areas, skills, ability levels and age ranges.

e For budgeting purposes, all program revenues are calculated at minimum of 100% recovery of
direct costs attributable to each offering, including program coordination, supervisory staff,
instructional staff, consumable materials, rental and other charges. Programming revenues are
conservatively assumed for approximately 60% capacity of prime time programmable space.

e As programs are varied and designed to fulfill multiple community goals, actual program fees
will also be balanced against market rates; and/or adjusted from time to time to provide
incentives for participation.



WHAT ARE THE PROJECTED RENTAL FEES TO HAVE EXCLUSIVE USE OF A PORTION OF THE FACILITY
DURING TIMES WHEN IT IS NOT OTHERWISE USED?

Table 2 provides the proposed rental rates for various areas of the center.

Table 2: Rental Rates

Multipurpose Room(s) $30/hr $200
Birthday Party Room $40/hr. S50
Gymnasium S40/hr/court N/A
Caterers Kitchen S25/hr $200
Full facility after hours $2,500 $500

WHAT IS THE GOAL FOR THE FINANCIAL PERFOMANCE OF THE FACILITY OVER TIME?

It has been the goal to minimize the amount of tax subsidy necessary to operate the center while using a
conservative approach to estimating reasonable expenses, and a moderate approach to projecting
revenues through non-tax sources. It is not common for public recreation facilities to be run without a
subsidy and solely from the collection of fees and charges and alternative funding such as grants,
philanthropic gifts or volunteers. This subsidy is considered, and has proven to be, a tax “investment,”
contributing to the quality of life and overall health and well-being of the community, much as the
community invests by way of tax support in libraries, schools, day care facilities and senior services.

HOW MUCH TAX SUBSIDY IS PROJECTED TO OPERATE THE FACILITY ANNUALLY?

A conservative approach has been taken to projecting the operating budget pro-forma. Expenses are
estimated at $1,535,386 with a non-tax revenue forecast of $1,038,384, projecting an estimated tax
subsidy of $497,082 annually. This equates to a 68% cost recovery through non-tax revenues.



Service Provider Use Fee Comparison

Table 3: Use Fee Comparison

Glenwood Crown Mountain Basalt Health
Carbondale ) Snowmass )
Springs proposed and Fitness
Annual
Pass
Res-$1120
Res - $1,063
. Res - $448 Res - $650 ! Non Res -$1700
Family Non Res - 574 Non Res - $775 $750 >800 (Upto4, 5107 | )+ 04 $100 51,560
each add.)
each add.)
Res - $314 Res - $420 Res - $487 Res - $600
Adult Non Res - $398 Non Res - $495 $450 $500 (18yrs and up) Non Res - $950 $816
(18 yrs and up) (18 to 59 yrs) Y P (18 yrs and up)
Res - $190 Res - $285 Res - $394 Res - $450
Youth Non Res - $240 Non Res - $355 $250 $300 (21017 yrs) Non Res - $720 $720 student
(13-17 yrs) (4 to 17yrs) ¥ (2yrs to 17yrs)
Res - $450
il (3yrs g/tun er) (3yrs &N/gun er) (und,:@ rs) et ::i(:l:r?ﬁs:d " (und'::AZ rs) Non Res - 5720 N/A
4 young 4 young v Y (2yrs to 17yrs)
Res - $190
Senior Non Res - $240 Res - 5285 $350 $400 N/A N/A $720
Non Res - $355
(62+)
‘Buy-in’ payment,
$75 App. Fee
Corporate N/A then 10% then 1/3 off Not addressed at N/A N/A N/A
) annual this time
Discount .
membership
One rate for Res
Daily Use Res /81623 /
Fee Outside 81623 Res/Non Res and Res/Non Res Res/Non Res
Non Res
Adult $6/$8/510 $9/$10 S7 S7 $9.50/$17 $8/$15 $20
Youth $4/55/56 $7/58 S5 S5 $7.50/$15 $6/$10 $15/student
Ehild (3yrs ;re:un er) (3yrs ;re;un er) Free et ::i(:l:r?ﬁs:d " N/A N/A N/A
4 young 4 young (Under 3 yrs)
Senior $4/55/56 $7/58 S5 S6 $7.50/$7.50 N/A $15
Family $16/$20/$25 $25/$25 $20 $20 N/A N/A N/A




HOW DOES THIS COMPARE WITH OTHER LIKE FACILITIES?

Table 4 provides expense and revenue information for similar and nearby facilities in Colorado. It is
important to note that agencies vary widely in how they account for expenses and revenues for their
own purposes. We are only able to provide information that is available, so the following clarification of
the information found in the table is in order:

e Aspen Recreation Center — Expenses for the center are well below what would be expected for a
facility of this size because building maintenance and utility costs are accounted for in a different
cost center of the city. Based on knowledge of the financial performance of indoor ice arenas and
competitive swimming pools, two major components of this facility, it is reasonable to assume that
an apples-to-apples comparison would result in a much lower actual cost recovery percentage.
These two particular components are not proposed in the Mid Valley center. A 4-lane lap pool, not
built for competition, is included in the current proposal. A competition pool and ice arena is
potentially part of future phases.

e Snowmass Recreation Center — this facility is quite unlike the proposed center in its small overall
size, and because of its year-round outdoor aquatics features. The high operating expense of these
outdoor features is included in its reported numbers, resulting in the expected low cost recovery
percentage.

e Inan apples-to-apples comparison, the conservative nature of the operating pro-forma for the Mid
Valley proposed center is borne out by the reported revenues, expenses and cost recovery
percentages from other similar recreation centers. The projection of cost recovery of 68% is at the
low end of the range.

e An attempt was made to provide information for the Glenwood Springs and Avon Recreation
Centers, however, they do not separate out their recreation center information from other parts of
their recreational offerings, so we are not able to isolate the revenues and expenses attributable to
just the centers and cannot get an apples-to-apples comparison.

e The Fruita Community Center opened in February of 2011 and on July 21 welcomed its 100,000"
paid visitor against a projected 116,000 for the whole year. They reached 98.33% of the full year
projection for pass sales in less than 6 months and are projecting to be about 150% to 160% of
projections at the end of the first year. Programs (fitness fees, swim lessons, child care, etc.) are at
102% of projections at six months. Pool hours have been extended and expenses are up somewhat
to accommodate the level of activity at 63% at the six month point.



Arapahoe Park &
Recreation Dist (The
Trails - Centennial)
VWECMRD Western
Eagle County
Metropolitan Recreation
District - (Gypsum)
Fraser Valley
Recreation District
Aspen*

Lafayette
Broomfield (Derda)

North Boulder

Crown Mountain -

Snowmass

Size
(sq.ft.)

78,000

Table 4: Expense and Revenue Information
for Similar and Nearby Colorado Recreation Centers

Amenities

aquatics(15,742), meeting room, party, nursery, pottery/arts -2),
multi-purpose(1550), fitness(10,204), aerobics(2637), group
exercise(1269), gym/track(11,445), r-ball, climbing wall

59,000

aquatics (leisure and lap); gymnasium, gymnastics, track, fitness,
strength & cardio equip, climbing wall, childcare, arcade meeting
facilities

43,000

Aquatics, leisure with slide, 4-lane, 25-yard lap pool, whirlpool,
sauna and steam rooms, climbing and bouldering wall, gymnasium,

81,000

Leisure pool, diving board, water slide, lap pool, one sheet of ice,
sauna, steam, hot tub, cardio room, weight room, fitness studio,
climbing wall

43,500

aquatics(12,000), gym, track, multi-purpose(1176), r-ball,
aerobics(1460), fitness (2000), babysitting

85,000

aquatics(11,934), gym/track(8957), gymnastics(7 ,500), climbing
wall, fitness(4,183),aerobics-2(3862) ,wellness, tot play, party-3,

61,656

61,500

29,106

aquatics(16,700), gymnastics(12,380), gym(6,960), aerobics,
fitness(2,150), wellness, babysitting, yoga, multipurpose (2,128)

Future leisure pool with 4 lap lanes (12,752), gymnasium/track (11,315),

multipurpose room (1,840), catering kitchen (580),
cardio/weight/fitness (5,500), aerobics/dance studio (2,480),

leisure pool,3|aap pool, ari/weightsesudi, senior
center, multi-purpose room, catering kitchen

16,000

outdoor leisure pool with slide, outdoor lap pool, spa, fitness room,
gymnasium, climbing wall, bouldering cave, concessions

Resident
Daily Fee

A - $5.00
Y - $4.00
Sr. - $4.50

A - $7.00
Y - $6.00
Sr - $5.00

A - $8.00
Y - $7.00
A-$9.50
Y - $7.50
Sr. - §7.50

A - $4.50
Y - $3.00
A - $4.50
Y - $3.50

A - $6.00
Y - $3.50

A - $7.00
Y - $6.00
Sr - $6.00
A - $6.00
Y - $4.00

A-$8.00
Y - $6.00

Fee
Revenues

$2,605,311

Expenditures

$2,641,853

Subsidy Calculated
Amount Cost
Recovery %

98.6%

$1,120,419

$1,147,715

$1,101,114

$1,183,829

$326,750

$353,430

$1,107 988

$1,253,218

$1,422 371

$1,723,280

$861,390

$1,038,384

$767 449

$1,218,759

$1,535,386

$514 650

$497 082

$450,000

$915,000

* Reported expenses for the Aspen Recreation Center are well below what would be expected for a facility of this size because building maintenance and utility
costs are accounted for in a different cost center of the city. Therefore the calculated cost recovery is not an apples-to-apples comparison with other facilities.



