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City of Novato Engineering Division

TITLE LO CATION MAP DRAWN MH CHECKED
DATE 6/24/05 APPROVED
HAMILTON POOL SCALE NQONE DWGE NO.
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MEMORANDUM _ ; , ,
THE CITY OF

DATE: February 10, 2009 lgg;%};gg

TO: City Council 75 Rowland Way #200

Novato, CA 94945-3232

. . . . 415 -
FROM: Pam Shinault, Community Services Director F A(X ]( 4)] g?%gg%gb

WWW. CLHOVALO. COUS

SUBJECT: HAMILTON POOL GENERAL FUND OPERATING
EXPENSE AND CITY AQUATICS PROGRAM COST IN FY 09/10

The renovation of the community pool at Hamilton was one of the City Council’s top priority
projects in 2007 and one supported by the community. The pool was built in 1935, and the
City has done improvements regularly since the mid-1990's to keep the facility open and safe
for public use. The need for a major renovation arose as a result of mounting problems at the
site, dilapidated and deteriorating conditions, and the need to comply with building code and
accessibility requirements.

Typically through our summer swim program at Hamilton pool, nearly 12,000 people
participate in recreational swim, and about 500 children benefit from instructional swim
classes. A review of participation numbers for a typical one month period shows that 60% of
the users are Novato residents, and 29% are identified as Hamilton Coast Guard families.
Consequently, 89% of the users are residents of Novato. The remaining 11% of pool users
are non-residents, with the majority of those as YMCA members.

Ongoing Annual Operating Expense

The annual City expense to operate a summer aquatics program at Hamilton when the pool
reopens in summer of 2010 is projected to be $215,000. This is more than the City currently
spends and the additional expense is unbudgeted. The increase in expense is due to taking
over responsibility of water bill payment from the Coast Guard, the impact of a higher
volume of users of the site, and doubling the size of the bathhouse, resulting in a higher level
of maintenance that will be necessary. Some cost savings will occur due to the installation of
new systems at the site including solar.

The projected annual cost for utilities and chemicals for the new pool is $95,000 plus
additional costs for grounds maintenance, custodial support, pool maintenance, and supplies,
adds an additional $120,000. A 1.0 FTE Maintenance staff person is needed to support the
operation of this summer pool and is included in the total above. This total does not include
any funds set aside annually for deferred maintenance needs. The pool will be open from
Memorial Day through the end of September (reduced hours after Labor Day).



In addition, the City rents Novato High’s pool as part of our comprehensive aquatics program
and pays $15,000 annually in rental fees, While the Hamilton pool is closed in summer 2009,
this amount is recommended to be increased slightly to $20,000, to help offset the cost of
increased use of Novato High pool for summer programs.

A nearly ten year aquatic partnership with the YMCA, is structured so that the Y oversees the
program operation of the site, hires and trains the staff, and manages the daily operation. The
City performs maintenance of the site. The Y collects and retains all rental fees and program
revenues generated by the site. The City does not.

PRCS staff continues to work on creative solutions to secure City revenue from the site.
Private corporate partners are being sought, a fundraising expert and food and beverage
concessionaires are all being contacted, as well as efforts are underway to forge new
agreements with both the YMCA and U.S. Coast Guard. This comprehensive effort is
focused on securing new City revenue to offset the maintenance expenses at the site.

If financial partners or revenue cannot be secured to offset the City’s expense before
construction begins, then a few options exist that the City might explore.

* Perform the renovation and secure a source of revenue for the site, prior to
reopening the pool. Once construction is complete, opening the new pool could
be postponed until revenues to cover all or a significant portion of the City’s
expense are secured by the time the pool is ready to open for the summer. If
all or a major part of the city’s expenses to operate the site cannot be identified
and secured by the time construction is complete, staff recommends delaying
the opening. The City could continue to operate a small aquatics program at
Novato High’s pool in the interim.,

* Delay the renovation of the pool until either the economy improves or new
City revenues can be secured. The construction documents are complete so an
initiating bidding could be done quickly when things improve.

* Solicit for a pool operator through a Request for Proposal process, which could
include soliciting for both programming and maintenance of the Hamilton site
and include managing the City’s aquatics program at the Novato High Pool
100.

* Shrink the City’s aquatics program and only offer a small program at Novato
High School only. Indefinitely suspend the Hamilton pool operation. It is
undetermined whether the YMCA would be willing to continue in partnership
with the City for a small one pool operation at Novato High, Minimal City
expense to rent the facility would remain, The 1.0 FTE maintenance position
(which is a combination of duties including support at the pool} could either be
deployed to meet other City needs or reduced (partly or fully) to create overall
savings.

* Discontinue the City’s aquatics program. Novato swimming needs could be
met by other providers like the YMCA’s indoor pool program in Terra Linda,
pool programs at Indian Valley Campus, and swim lessons, competitive and
recreational swimming offered at private organizations, like Meridian Rolling
Hills in Novato.
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Council here are answers to some questions posed at the bottom of the email.
They relate to the Budget and the pool. You will need to scroll down to see the questions. Sorry.

1. The bid was awarded on the base bid amount. That is why AJF/BHM is slightly higher when you
add in the add alternates.

2. PRCS will continue to pursue increasing revenue. The expense associated with the pool is nearly
all PW maintenance expense. PRCS has had two meetings with the YMCA which have been
unsuccessful in creating a strategy for the City to collect revenue from them through our aquatic
partnership. We are waiting for a meeting with the Coast Guard to discuss options for funding, in
exchange for CG pool benefits. 1 have spoken with an operator/ concessionaire, who has made some
suggestions regarding an RFP for both the operation of the pool and for concessions, which is something
under consideration. | am in the process of creating a letter for Barker Pacific to distribute to the hangar
tenants, seeking business support of the pool. Lastly, | am meeting next week with a fund-raiser, to
discuss how he may help us with the pool (and some of our other facilities). At this point, there is no firm
strategy and if we are not significantly successful with any one or a combination of these funding ideas, it
will likely result in a full time staff reduction in order to support the increased expense of the new pool. A
new museum at Hamilton is also expected to open in FY 09/10 with o new revenue identified to cover

expenses.

3. An aquatics program is a great community benefit, however, a seasonal swim program is very
difficult to run at anything other than a loss (unless of course, we are successful securing a significant
funding partner). The maintenance costs, plus the number of instructional and lifeguard staff and safety
requirements are high with a pool. Both the City and the YMCA have been losing money from our aquatic
partnership. Not as much, however, as we would if we were doing it alone. The new facility with its
exciting water feature and new bathhouse will generate more revenue, but comes with increased costs.
With our fiscal crisis, dwindling capital funds, and willing NUSD partner, along with a $1M Healthy
Communities grant (and another $312,000 in grants), | would recommend redirecting a significant portion
of the capital dollars from the pool, to increase the funding for the Hamilton Gymnasium project. We
continue to work with NUSD on a joint gym project at Hamilton School. We meet with their architect again

this week to review a conceptual design and continue working on the effort.

A community gymnasium, especially one on a school site, benefits alot of people - the school
children, as well as youth, teens and adults who participate in PRCS programs that would happen there
year-round. From a programming and operational standpoint, a year-round indoor gymnasium facility,
gives you better value for the dollar, meets the needs of alot more people than a seasonal pool does, and
should cost significantly less to operate and maintain than an outdoor pool. In addition, certain gym costs
are envisioned to be shared (yet to be negotiated) with NUSD as part of the joint use arrangement. Our
current Hamilton gymnasium is substandard and seriously dilapidated and will need significant renovation
in the near future to continue community use. A new cammunity gymnasium at Hamilton school can fulfill

a keen need and then the old Hamilton gym can be mothballed or torndown.

As far as how we might better leverage the pool property is a question. In 2000, we solicited for a
conference centet/hotel developer for the adjacent buildings and pool and after 12 months of negotiations
following 9/11, we were unsuccessful. The remoteness of the site and the recreation restriction pose
challenges for successful private development. This is one reason doing an RFP for the pool operation is
under serious consideration. Sale of the hospital for conversion to something that enhances the city's

revenues, might help in both the short term (one time payment) and longer term - sales or propetrty tax.

Pam Shinault
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"Jeanne Macleamy” A few questions for you: 02/23/2009 09:05:20 AM
From: "Jeanne Macleamy" <Jeannedarch@jeannemacleamy.com>
To: "Glenn Young" <gyoung@ci.novato.ca.us>, "Pam Shinault" <PShinaul@ci.novato.ca.us>
Cc: "Patricia Thompson" <PThompson@ci.novato.ca.us>
Date: 02/23/2009 09:05 AM
Subject: Hamilton pool Question |- 15

A few questions for you:

1. Lowest responsible bid from AJF/BHM is somewhat higher (20K and 56K respectively) than Codding
and Midstate. What criteria determined that AJF/BHM were the successful bidders?

2. If CC agrees that we should proceed with restoration of pool but that staff must find a way to
significantly cut annual expenses (say in half or full) or not open it when construction is finished. What
would stalff propose to do to accomplish this requirement?

3. Council agreed sometime back that 901 Sherman and Pool would be our two facility priorities. In light
of our deteriorating budget picture has the staff had other thoughts as to the best use of these Capital
Funding dollars and any thoughts on how better to leverage this property?

1. The bid was awarded on the base bid amount. That is why AJF/BHM is slightly higher when you
add in the add alternates.

2. PRCS will continue to pursue increasing revenue. The expense associated with the pool is nearly
all PW maintenance expense. PRCS has had two meetings with the YMCA which have been
unsuccessful in creating a strategy for the City to collect revenue from them through our aquatic
partnership. We are waiting for a meeting with the Coast Guard to discuss options for funding, in
exchange for CG pool benefits. | have spoken with an operator/ concessionaire, who has made some
suggestions regarding an RFP for both the cperation of the pool and for concessions, which is something
under consideration. | am in the process of creating a letter for Barker Pacific to distribute to the hangar
tenants, seeking business support of the pool. Lastly, | am meeting next week with a fund-raiser, to
discuss how he may help us with the pool (and some of our other facilities). At this point, there is no firm
strategy and if we are not significantly successful with any one or a combination of these funding ideas, it
will likely result in a full time staff reduction in order to support the increased expense of the new pool. A
new museum at Hamilton is also expected to open in FY 09/10 with no new revenue identified to cover

expenses.

3. An aquatics program is a great community benefit, however, a seasonal swim program is very
difficult to run at anything other than a loss (unless of course, we are successful securing a significant
funding partner). The maintenance costs, plus the number of instructional and lifeguard staff and safety
requirements are high with a pool. Both the City and the YMCA have been losing money from our aquatic
partnership. Not as much, however, as we would if we were doing it alone. The new facility with its
exciting water feature and new bathhouse will generate more revenue, but comes with increased costs.

With our fiscal crisis, dwindling capital funds, and willing NUSD partner, along with a $1M Heaithy
Communities grant (and another $312,000 in grants), | would recommend redirecting a significant portion
of the capital dollars from the pool, to increase the funding for the Hamilton Gymnasium project. We




continue to work with NUSD on a joint gym project at Hamilton School. We meet with their architect again

this week to review a conceptual design and continue working on the effort.

A community gymnasium, especially one on a school site, benefits alot of people - the school
children, as well as youth, teens and adults who participate in PRCS programs that would happen there
year-round. From a programming and operational standpoint, a year-round indoor gymnasium facility,
gives you better value for the dollar, meets the needs of alot more people than a seasonal pool does, and
should cost significantly less to operate and maintain than an outdoor pool. In addition, certain gym costs
are envisioned to be shared (yet to be negotiated) with NUSD as part of the joint use arrangement. Qur
current Hamilten gymnasium is substandard and seriously dilapidated and will need significant renovation
in the near future to continue community use. A new community gymnasium at Hamilton schocl can fulffill

a keen need and then the old Hamilton gym can be mothballed or torndown.

As far as how we might better leverage the pool property is a question. In 2000, we solicited for a
conference center/hotel developer for the adjacent buildings and pool and after 12 manths of negotiations
following 9/11, we were unsuccessful. The remoteness of the site and the recreation restriction pose
challenges for successful private development. This is one reason doing an RFP for the pool operaticon is
under serious consideration. Sale of the hospital for conversion to something that enhances the city's

revenues, might help in both the short term (one time payment) and longer term - sales or property tax.

Pam Shinault
Director
City of Novato



