CITY COUNCIL WORK SESSION AGENDA
CITY OF LINO LAKES

Monday, June 7, 2021
Council Chambers
2:00 P.M.

. (5:00 pm) Final Report on Recreation and Aquatic Center Feasibility Study by Isaac
Sports Group, Michael Grochala

***Eollowing Agenda Item #1, the Council will convene in a Special Council Meeting to
consider approval of a Special Event Permit.

. Review 2020 Annual Audit Report, Hannah Lynch

. Electronic Municipal Payments, Hannah Lynch

Liquor License Fees, Julie Bartell

. Water Treatment Plant Update, Michael Grochala, Rick DeGardner
. Environmental Board Openings

. Council Compensation, Sarah Cotton

. Council Updates on Boards/Commissions, City Council

. Adjourn
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WORK SESSION STAFF REPORT
Work Session Item No. 1

Date: June 7, 2021
To: City Council
From: Michael Grochala, Community Development Director

Sarah Cotton, City Administrator

Re: Recreation and Aquatic Center Feasibility Study

Backaround

In July of 2020, the City was notified the YMCA would not be reopening the Lino Lakes
Facility. In November of 2020, the City retained Isaac Sports Group (ISG) to evaluate
potential facility operating options. Pursuant to a notice provided by the YMCA on January 4,
2021, and in accordance with the development agreement between the YMCA and the City,
the YMCA transferred their property and building to the City on March 1, 2021.

ISG has completed their report and will present their findings to the City Council at the work
session. The report examines programming options, three potential management models, and
multiple fee structures. Financial operating budgets and projections were developed to
evaluate the different options. The report also includes considerations for long term
development and expansion, impact of the COVID-19 pandemic, along with a project
timeline and next steps. Keys to success are also included as a resource to identify key
operating best practices and needs necessary to make the facility a success.

Staff is proposing that the City Council accept the final report at the June 28, 2021 regular
council meeting at which time an opportunity for public comment will be provided.

Requested Council Direction

Staff is requesting City Council direction to place report on the June 28, 2021 regular
agenda to accept the report and provide an opportunity for public comment.

Attachments

1. Lino Lakes Recreation and Community Center Analysis
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Isaac Sports Group

Lino Lakes Recreation and Community Center Analysis

Facility, Opportunities, Program, Management, Financial, and Strategic
Analysis

June 2, 2021
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INTRODUCTION

The Chain of Lakes YMCA branch in Lino Lakes (the “YMCA”) suspended operations at the start
of the COVID pandemic in spring of 2020. In early fall of 2020 the YMCA made the decision to
close the YMCA permanently and return ownership of the YMCA building to the City of Lino
Lakes (the “City”). On March 1, 2021 the ownership of the building formally reverted to the City.

The closing of the YMCA prompted the City to face hard decisions about the future of the former
YMCA building. Key questions included:
e What is the City going to do with this building?
e Can the City reopen and manage the old Y as a City Recreation Center?
e What private or outside management options may work in managing the building as a
Recreation Center?
What would it cost to re-open?
What changes or improvements are needed?
What will it cost the City to run this facility?
What strategic long term opportunities are there for a Recreation Center?
Should the building be sold or repurposed?

These questions and the info and analysis needed to analyze these questions led the City to seek
outside consulting expertise to answer these questions and develop strategic, tactical, and practical
plans and recommendations for the future of the former YMCA.

The Isaac Sports Group, LLC. was retained in December 2020 to conduct this overall analysis of
the potential and opportunities for the former YMCA building (the “Study”).




METHODOLOGY

Organization of Study and Report

This ISG Report is organized roughly in the order of progression through the Study. This
progression and Study organization included the following:

Evaluation of the existing YMCA building

Review and analysis of the YMCA Programming and Membership model

Review, analysis, and quantification of City resident program and recreation needs and
opportunities

Development of program model for a City Recreation Center

Analysis and projections of the cost of re-opening the existing building as a new Recreation
Center

Exploration of Recreation Center management options and models

Operating cost and revenue model and projections for the Recreation Center, including
different management models

Development of long term strategic opportunities and options for long term development of
the Recreation Center and its overall site

Development of a work-back timeline from re-opening of the Recreation Center

Study Elements

Key elements of Study research included but were not limited to the following:

Review of the former YMCA

0 Onsite inspection of the existing building with YMCA Operation staff and City staff

0 Review of YMCA equipment and furniture inventory, including what the YMCA
would be leaving for the City (virtually nothing)

0 Study of YMCA operating and program records as well as minutes of the meetings
of the YMCA Steering Committee minutes on their process of re-imaging the
YMCA

0 Evaluation of nearby YMCAs impacting the former Lino Lakes YMCA

Market research

0 Area demographics

0 Research on area and regional public/municipal community Recreation Centers

= Facilities, programs, fees, membership models, etc.
= Best practice examples

0 Research on area and regional private fitness and recreation facilities currently

drawing members and users from the Lino Lakes area
Identification and engagement of potential area user groups and stakeholders

0 Meetings and interviews with potential stakeholders and user groups and groups
utilizing the former YMCA

0 Identification of area stakeholders and program providers that may be potential
management and/or program partners for the Recreation Center

Detailed assessment of projected needs and costs for re-opening the facility

0 Work with City facility management, outside service providers, and equipment

suppliers to develop cost projection
Explore outside management entities and opportunities, including pros and cons

Page 5 Of 73 Isaac Sports Group



0 Potential of a management contract with the YMCA
0 Examples of management by fitness facility chains
0 Hybrid options
e Operating Budget development
0 Detailed review of existing City management, staffing, maintenance, utility and other
budget centers relevant to the operating budget of the Recreation Center
0 Comparison to operating budgets of the former YMCA and other comparable
facilities
0 Specific analysis of operating costs during the facility closure prior to re-opening
0 Ongoing review of budget and backup projections and documents with City
management and staff
e Stakeholder engagement to identify opportunities for future development
e Presentation of initial findings to City Council work session March 18, 2021

Using the Report

The report is forward looking, providing information to help support the key City Staff driven Next
Steps in the development process. In addition to the analysis in the Study many sections include a
Next Step box to provide suggestions on City next steps building on the Study analysis.

o,
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STRATEGIC OVERVIEW

The theme of the Strategic Overview focuses on several key elements:

1. How can the Recreation Center improve on the former YMCA in terms of providing greater
access for Lino Lakes residents and enhance community programming and access for the
entire community?

2. How can the Recreation Center be differentiated from YMCAs and other community
recreation centers to enhance value to users and draw users and members from outside Lino
Lakes to help support the financial sustainability of the Recreation Center?

a. Can the Recreation Center be a destination facility?

3. How best to position Recreation Center memberships, program, user, and rental fees in the
Lino Lakes community to provide the most equitable and affordable access to residents
while supporting long term financial sustainability?

4. What Recreation Center enhancements and/or expansion and new facilities make the most
sense in terms of community programming and impact and return on investment and long
term financial sustainability?

a. Are there strategic partners or partnerships that can support the Recreation Center
and program enhancements and expansion?

5. How can phasing of facility enhancements and expansion be achieved?

6. What management model makes the most sense in achieving these strategic objectives?

The Strategic Overview has been developed through discussions with City Management and
Leadership, engagement of stakeholders, review of the YMCA programs, budgets, and challenges
that faced the YMCA, and a creative approach to differentiating the Lino Lakes Recreation Center.
These strategic considerations will link the elements of the facility, program, management, and
financial analysis of this Study and Report.

Role in the Community

Perhaps the single most important strategic element we identified was the incorporation of
community programming and access into the existing facility and future expansion and updates.
The YMCA had limited community classes, functions, and community organizational partners and
the ones they had were decreasing, such as some sport classes through Centennial School District
Community Education. Currently the City has limited space and resources for senior programming
and special needs residents are underserved. There is also limited community accessible meeting
and function spaces for use by organizations and outside community programs.

Although the current building has limited function space the potential exists to make this space
more flexible and user friendly and add to increased availability of the small gymnasium and
workout spaces for a wider range of community programming and access.

Communicating this community element will be very important to building membership and use of

the Center and generating support for the long term enhancement and expansion of the Recreation.
We feel it is important to “rebrand” the Recreation Center as the:

“Lino Lakes Recreation and Community Center”
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Throughout the rest of this report we will refer to the Recreation Center as the “Rec & Community
Center” to reinforce this theme or just the “Center.” This name can be tweaked but it will be
important to emphasize both the Recreation and the Community elements of the re-opened Center.
Hopefully a catchy name for the Center can be collectively developed.

Examples and suggestions for the increased role in the community are throughout this report in
facilities, programming and partnerships.

Differentiating Theme(s)

Reviewing the former YMCA programs there were not real unique or specialty programs, facility
features, or other elements that differentiated the Y from other YMCAS or recreation facilities in the
area. Reviewing the needs and opportunities in the area plus shortages of key facilities suggests
differentiating themes for the Rec and Community Center. These themes are discussed in the
Future Long Term Recreation Center Development and Expansion Section of this Report.

Strategic Partnerships
Strategic partnerships will be an important part of both the re-opening and the future expansion of
the Rec and Community Center. Strategic partnerships fall into several categories, all relevant to
the Center. See specific partner details in the Facility Management and Staffing Models section of
this Report. Additional strategic partnerships relevant in long term expansion are discussed in the
Future Long Term Recreation Center Development and Expansion section of this Report.
e Program Partner
0 Provide programming at the Center under City branding
= Specialized expertise and instructors
= Specialized equipment partner brings to the programs
= Reduce or absorb all of program costs to the City
0 Completely manage and run program at Center
= Providing all staff and costs for programs
= Revenue for City through facility lease or revenue sharing program

0 Examples
= OQutside fitness provider that could run all of the fitness programs at the
Center

e Providing management, staffing, equipment, and maintenance
e Facility space lease payments and shared user revenue
e Capital Partnership
0 Provide funding for expansion or enhancement of Center facilities
= Most often joint funding of an addition to the Center that would be managed
or leased by the partner as a program partner
0 Examples
= Development and funding partner for Court Sport Facility and Climbing
= Likely partner would manage that facility or portion of its programming
e Community/Facility Partner
0 Potential partner that has its own facilities that complement the Rec and Community
Center, allowing both the Community partner and the Center to jointly provide
programs at both facilities that cannot be provided by each organization at their own
or the City Rec and Community Center facilities.
0 Shared expenses, program management, and revenue/profit
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0 Examples
= Jointly providing learn to swim program with Centennial School District
Community Ed
e See specifics on swim lesson partner program in Aquatics
Programming in the Programming Section of this Report
e Key User Groups
0 User groups or anchor tenants that would lease spaces at the Center with long term
and volume commitment
= Often these anchor tenants provide a key marketing component to increasing
regular facility memberships and program participation

Strategic Long Term Development and Phasing

The immediate priority of the City is to re-open the Center and start up programming, membership,
and community access as soon as is practically and safely possible. The need to open quickly also
reduces the costs of maintaining the Center in its closed dormant state prior to re-opening.

The long term opportunity for expanded and enhanced facility to provide new opportunities and
plan for population, membership, and program growth is an important part of the initial decision
making process of re-opening. The strategic development and phasing for long term growth of the
Center includes the following considerations:

¢ Renewal extension of the existing City property tax levy originally approved to fund the
building of the Center through taxes payable 2022.

e Prioritize initial low cost additions, enhancements, and partnerships that can shorten the
ramp up time for Center programs and membership to achieve financial break even more
quickly

0 Several program and community partners/user groups have expressed interest in
launching program partnerships coordinated with re-opening
= Prioritize these groups for initial discussions of partnership parameters
O Prioritize outdoor enhancements that can be added at limited costs but can accelerate
and grow membership and program elements participation and revenue
e Analyze and prioritize long term expansion projects based on several factors:
0 Overall cost
0 Partnership investment
0 Potential impact on Center membership and net revenue
= Does any new additions or facility upgrades enhance the overall community
benefits of the Center?
0 Opverall return on investment
=  Opportunity for Sport Tourism and economic impact
= Impact on business and residential development in Town Center area
adjacent to Rec and Community Center
0 Contribution to differentiation of Center and creation of destination components of
Center

o Identify efficiency creating elements of bundling additions, enhancements, or renovation of

facilities
0 Bundling like or related elements to reduce building costs of each element
independently
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0 Create management, maintenance, and operational efficiencies through efficient
design and facility alignment
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EVALUATION OF CURRENT FACILITY

The existing YMCA building is typical of YMCAs in the area opened in the early to mid-2000s.
The spaces are relatively small compared to newer larger YMCAs opened in the last ten years, such
as the YMCA in Forest Lake. The overall gross square footage of the existing facility is
approximately 40,000+ sf with a footprint of approximately 32,000 square feet. The YMCA does
have all of the key facility and amenity spaces to support a community Recreation Center. The
YMCA has been very well maintained and the high level analysis of any maintenance issues or
needs did not turn up any significant repair or replacement needs that would add cost to re-opening.
The inspection also did not turn up any significant capital maintenance or replacement needs
projected for the next five to eight years.

Key Recreation Center features include the following:

Aquatics
e Lap/Program Pool: Total square feet = 2,966 sf
0 6x 25 yard lap lanes of 6” width
= Narrow for all but young team swimmers or 2-3 lap lanes
0 Depth: 3°6:t0 5’
= Suitable for community programming
0 Temperature: 83-84° F
= Suitable for wide range of community programming
=  Warm for any high intensity training
0 Programming Capabilities
= Lap lanes for low to mid-intensity fitness swimming
= Jdeally suited for the youngest age groups on competitive swim teams
(potential for outside user groups)
= Swim lessons: Older more advance lesson groups
* Good depth and temperature for aquatic and senior fitness programs
= Family friendly recreation and aquatic lifestyle activities
= Special needs and adaptive PE programming

-,
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e Leisure/Wellness Pool
0 Free Form: roughly 70’ x 36’ (total square footage = 2,900 sf)

Depth: Zeroto 5’
Temperature: 87° F
Zero/Beach Entry (provides easy wheelchair access also)
Slide
Programming (see details and examples in the Aquatic Programming subsection of
the Programming Analysis section of this Report)

= Family leisure and recreation

* Young child and senior friendly

= Therapy/Rehab

»= Swim Lessons (younger children)

O O0OO0OO0Oo

Leisure/Wellness Pool

0 Pool Mechanical Systems and Structure
= Filter Systems
e The Pool mechanical rooms are clean, well maintained, and functional
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e Both pools have high rate sand filters. The filters are in good shape
and should not need replacing for another 6-8 years.

e New technology in pool filtration systems, water disinfection, and
energy management present options for replacing these filters which
can have a significant impact on reducing water consumption, waste
water to sewer, reduced electrical and natural gas use, and pool
chemical consumption.

0 Detailed discussion of new applicable pool mechanical
technology is in Appendix D: Pool Operational and
Mechanical

Current Pool Mechanical Room and Systems

= Structural Features
e The pool tank is well maintained and not in need of any patching or
re-grouting.
e The pool decks are well maintained and are not in need of any
immediate deck replacement.

Fitness and Sport Features

e Acrobics Studio spaces: 1,993 sf
0 Includes mirrors for classes
¢ Fitness/Cardio/Strength Space; 5,665 sf

0 Very open space allowing flexibility as exercise needs evolve
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Fitness/Aerobic Studio

Page 14 of 73 é:swgu



Gymnasium: 4,566 sf floor space (4,740 gross sq ft)
0 80’ x 59.25’ including walls
0 Small Gym
= NOTE: A full size high school basketball court is 84’ x 50’ (Total = 4,200
sf) not including the surrounding safety buffer space
= This existing gym supports a smaller size full basketball court
e Court lines are marked
= Other gym configurations
e Volleyball: 1 court (measures 78 9” x 49°2.5” for full court and free
zone)
e Pickleball Courts: 2 courts can be squeezed into the gym
0 Full court is 44’ x 20” with dimensions of 64’ x 34’ for buffer
area but can be squeezed into 2 spaces in gym measuring 64’ x
29’ each

Current Gymnasium

As indicated in the Strategic Overview adding additional larger gyms is the first priority for future
expansion of the Recreation Center. A detailed discussion of a potential Sport Center including the
enhanced Court Facility and additional amenities is discussed in the Future Long Term Recreation
Center Development and Expansion section of this Report. Potential management partnership and
funding of this Sports Center addition is discussed in the Facility Management and Staffing
Models section.

Multi-Purpose Function Space

Activity/Flex Function and Party Space: 1,479 sf

0 Layout and flexibility not well suited to classroom and meeting functions

0 Includes small warming/catering kitchenette to support functions
Kid-Zone/Child Watch: 1,343 sf
Small Meeting Room: 240 sf
Current Spaces are limited for any broad expansion of community programming and
meeting/function space. Expanding function/meeting space at the Recreation Center is the
second most important long term priority after court space (See Future Long Term

Recreation Center Development and Expansion section of this of Report).
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Current Facilities

Common Spaces

Locker and Changing Rooms: Total Square Footage = 3,194 sf

0 The facility has a good mix of general locker rooms and family changing rooms to
support the facility and near future changes in locker room and changing room
evolution.

0 Facility includes a laundry/towel service facility

0 No staff locker rooms are in the facility

O Future expansion would need larger locker room space with increased gender
neutral facilities, handicap specific changing rooms, and a small staff locker room
to meet future growth and anticipated ongoing evolution in locker room and
changing room design, codes, and best practices.

Family Changing Room Hallway

Lobby: 1,186 sf

0 Includes front desk and access control
0 Good space to support size of current size of building and user load

Reception area: 147 sf
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e Restrooms: 800 sf
¢ Vending Area: 714 st

Front Desk and Lobby

Building Support Spaces
e Storage Spaces
0 Ample storage in most areas for programs and equipment
0 Aquatic storage is small to support expansion of aquatic programming
= Creative solutions can be explored as aquatic programming expands
e Office Spaces
0 Admin Offices: 1,456 sf
0 Program Offices: 600 sf
0 The facility has ample support spaces for building management, administration, and
workspaces for instructors and staff
0 Current office, administrative, workspace, and breakroom spaces support the
management/staffing model in both the City Managed and Hybrid Management
models for Recreation Center operation

Office Spaces
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¢ Building Operations and Maintenance
O Building Operations and Maintenance spaces are ample for the current size of the
facility and well located and laid out in the design

Outdoor Spaces
e Small fenced in playground accessed through Child Water/Kid Zone in building

Current Playground Area
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PROGRAMMING ANALYSIS

Current programming (up to the pandemic closing) can be classified as traditional YMCA
programming. The programs included basic aquatic programs, standard fitness classes and
programs with inclusion of some relatively new trends, and open facility time for member use.
Quite a few new program and scheduling opportunities exist in a re-envisioned community based
Recreation Center that can provide a wider range of programs, attract new users and members, and
support enhancement and creation of new community wide classes and programs.

This study has identified the following opportunities for expanded programming utilizing the
existing facilities.

Overall Programming Considerations

One of the most important elements of expanded and enhanced programming will be the ability to
run concurrent programming. The pre-COVID YMCA schedule had single programs taking over
specific spaces. Even though the gym and pools are relatively small, their configuration allows for
multiple programs utilizing the spaces concurrently, expanding the availability and range of classes.

Analysis of the schedule also identified the need to a wider range of scheduled times for specific
classes that support wider access to classes when working people and families can more easily
access programs.

Overall, the YMCA programs were limited in supporting several user groups and underserviced
populations across the range of programs. These include:
e Senior and Older Adult programs
Intergenerational programs
Special needs and adaptive PE classes and programs
Community programs
Support for underserviced segments of the population, including those unable to afford
membership or programs at the YMCA

AQUATIC PROGRAMMING

Aquatic Fitness

e Y aquatic fitness programming is very traditional, focusing on seniors and traditional “aqua
aerobics.” Virtually all classes offered were during the workday, reducing access to aquatic
fitness for working people.

e Most of the Y aquatic fitness programs offered focused on low intensity programming, not
taking advantage of the overall benefits of aquatic fitness for cross-training, personal
training, and higher intensity programming.

e The current pools support a wider range of aquatic that will appeal to a much wider segment
of the population, including active adults, athletes, and a much wider age and intensity
range. Potential new programs can include:

0 Hydro spinning
0 In water yoga and balance
0 Personal training and cross training
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Sport Team Cross training
Aqua Zumba
Whatever “current fad” dry side program gets converted to the water
The current facilities would not support deep water exercise or water running
The revenue projections are based on a very conservative model of:
= (Classes average a fee of $4/class for residents ($5/class for non-residents)
e NOTE: Classes are not included in membership (see discussion in
Membership and User Program section of this Report)
= 16 classes/week with 8 students/class at $4.00/class for 50 weeks.
= NOTE: The Schedule Model for the pools allow time for twice as many
classes per week with space for up to 16 students/class.
0 NOTE: The addition and expansion of aquatic fitness program can be phased in as
the Recreation Center program and staff evolve.

O O0O0OO0O0

Agquatic Fitness Revenue Projections
City Managed and Hybrid Model

(Year 3)

Category Year 3 Revenue
Aquatic Fitness Classes $26,000
Personal Training-Aquatics $7,800
TOTAL REVENUE $33,800
TOTAL EXPENSES $14,520
NET REVENUE $19,280
Profit Margin 57%

Examples of Potential Enhanced Aquatic Fitness and Cross Training

Aqua Zumba Floating Yoga
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Traditional Aquatic Aerobics and Resistance Training

Swim Lesson Programs

e The YMCA has a basic swim lesson program. A new and more robust swim lesson program
with new curriculum, lower student to staff ratios (targeting 4:1 compared to YMCA
average of 6:1), and wider range of schedule availability can create a better swim lesson
program for the Recreation Center

e The different depths and temperatures in the two pools support a range of lesson students
from the younger parent and tot classes all the way up to adult lessons.

e Increase in the offerings of private and semi-private lessons

0 These lessons are the fastest category of swim lessons in today’s market
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Swim Lesson Class Fees

A Market Analysis of swim lesson programs in and around Lino Lakes and in the region was
conducted. This Market Analysis included the YMCA of the North Chapter wide swim lesson rates
as well as neighboring community aquatic facility programs. It also looked at private swim schools
and the program fees and structure of the Centennial School District Community Education
program. Since many of the programs have different numbers of classes in each session or different
lengths of class times and billing models we use a pro-rated cost of the lessons per 30minutes of
lesson times. This provides an “apples to apples” comparison regardless of the format.

The Market Analysis is included in Appendix A: Programming #A1

The YMCA group rates were $7.86/30 minutes for YMCA members and $15.57/30 minutes for
non-members. Public facilities such as Shorewood, Brooklyn Center, and Brooklyn Park were in
the range of $10.15 to $11.00 for residents and up to $13.00 for non-residents. The non-resident
premium averaged 10% to 22%. Centennial Community Education rates averaged $9.38/30
minutes. The average student:teacher ratio for these public programs is 6:1.

Local for profit swim schools such as Foss Swim School and Goldfish Swim School usually have a
student:teacher ratio of 4:1 and bill as a monthly membership which provides ongoing 1 lesson per
week. These swim schools average $22.00/30 minutes.

Based on the market research and the opportunities for two water temperature levels at the Rec and
Community Center pools the suggested class fees used in the financial projections are the
following:

Youth Group Lessons: 8 x 30 minute classes per session
Resident: $11.00/hour
Non-Resident $13.00/hour

Adult lessons are based on 6 x 45 minute classes per session but have the same 30/minutes
equivalent.

Residents also have the opportunity to have priority early class registration prior to opening
registration to non-residents.
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Private and Semi-Private and specialty lessons are priced accordingly

Swim Lesson Participation and Revenue Projection
Based on these fees, history of lessons at the YMCA and Community Education the overall swim
lesson revenue projects is as follows:

City Managed Swim Lesson Program Revenue

Lesson
Category Year 1 Year 2 Year 3 *Year 4 Year 5
Revenue
Youth Group $113,280 $152,928 $175,867 $206,033 $216,335
Adult Group $10,620 $14,337 $16,488 $19,316 $20,281
+Private $21,504 $29,030 $33,385 $39,704 $41,689
Semi-Private $9,120 $12,312 $14,159 $16,633 $17,465
TOTAL
REVENUE $154,524 $208,607 $239,899 $281,686 $295,770
&EXPENSES $69,101 $89,886 $102,042 $117,988 $123,412
NET $85,423 $118,721 $137,857 $163,698 $172,358
REVENUE ’ ’ ’ ’ ’
Profit Margin 55% 57% 57% 58% 58%
NOTES:

e The projections are based on a 60% resident/40% non-resident breakdown

e *Projecting a rate increase of 9% in Year 4.

e +The YMCA and Community Ed do not offer a wide availability of private lessons and this
projection for the Rec and Community Center is conservative. Private lessons will likely
generate an upside over these conservative projections.

e &Expenses include staff, staff training, marketing, supplies, credit card/registration fees,
etc. Instructor wages are average $18/hour to ensure attracting and retaining instructor
staff.

e Budget funds are included to support scholarships for those that cannot afford the cost of
lessons

The detail City Managed Lesson Projections are included in Appendix A: Programming
#A2a.
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Swim Lesson Program Partnership with Centennial School District Community Education
Centennial Community Ed runs a well-respected lesson program in the community but the program
is limited by lack of pool space with all of the other uses of the Centennial High School Pool and
the lack of child-friendly warm-water for lessons. The one pool at the high school is kept cooler
(81-82°) based on the use by the high school and club swim teams. The pool also has limited
shallow water space and cannot run lessons during the school day for school security purposes. The
Community Ed program does have a good management and instructor team in place.

The Rec and Community Center has two pools with two different temperatures (84° and 87°) plus
ample shallow water space. The Center also has the ability to offer pre-school and parent/tot
lessons during the school day as well as in the prime after-school hours when the high school pools
is used by the high school swim teams.

Significant synergies, growth and program enhancements can be generated through partnering with
the Centennial School District Community Ed Swim Lesson Program (see Management Options
Section in this Report). Exploratory discussions were held with Community Ed management and
aquatic staff. Community Ed is very interested in further exploring the partnership. There are
several advantages:
e Existing trained staff and management would create a faster ramp up and high quality
lessons
e Combining programs were reduce “competition” in the market
e Community Ed marketing and information brochures and ability to reach families in the
school district and the community would enhance Center and City marketing reach
e Although no specific discussions on the structure of this partnership have occurred, the
partnership model could tentatively include the following:
0 Community Ed to manage and staff the program
0 Community Ed would cover virtually all program expenses
0 Resident rates would still apply, for both the City and Centennial School District
residents
0 The Center would provide the pool time and related pool operating costs
o0 City would receive a percentage of gross swim lesson revenue (used 25% in these
projections). This would still give Community Ed the revenue needed to cover their
costs and meet their budget model.
0 Community Ed would share in any scholarship costs for students that cannot pay the
full class fee.

This conservative partnership model projects a lower net revenue for the City. These calculations
included in this report can serve as a tool in developing a swim lesson partnership with
Community Ed that would be a net zero impact on the City managed revenue model. There are
other savings that the City Rec and Community Center would realize in a reduction in general
management/administration costs that are not directly shown as swim lesson expenses.
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Following is a summary of the swim lesson program in this Community Ed partnership model.

Community Ed City Partnership Swim Lesson Program Revenue

*Lesson
Category Year 1 Year 2 Year 3 *Year 4 Year 5
Revenue
Youth Group $142,272 $192,067 $220,877 $259,473 $272,446
Adult Group $13,338 $18,006 $20,707 $24,326 $25,542
+Private $27,296 $36,850 $42,377 $50,234 $52,746
Semi-Private $11,648 $15,725 $18,084 $21,274 $22,338
TOTAL
REVENUE $194,554 $262,648 $302,045 $355,306 $373,071
CITY NET
REVENUE $48,639 $65,662 $75,511 $88,827 $93,268
Variance to
City Managed $(36,784) $(53,059) $(62,346) $(74,871) $(79,090)
Program

NOTES:

e Lesson projects use the same class fees and project an overall increase of 30% in lesson
enrollment in this joint program
e The projections are based on a 80% resident/20% non-resident breakdown incorporating

the full Centennial School District and the City of Lino Lakes as residents
e *Projecting a rate increase of 9% in Year 4.
e *Revenue represents total projected revenue

e +City Share used in this calculation is 25% of gross revenue. This is conservative and

hopefully this percentage would be higher

e Drawing more participants for swim lessons through the Community Ed partnership should
also help drive additional memberships, but this potential membership increase is not
currently factored into the membership revenue.

The detail Community Education Partnership Lesson Projections are included in Appendix A
Programming #A42b.

Aquatic Therapy and Rehab

e The warm water (87° F) and the depths and ease of access in the current Leisure/Wellness
pool is well suited to some levels of Therapy/Rehab treatment and programs:

(0]

(0]

Cardio Rehab

Autism Spectrum (Aquatics is a growing component of programs across the Autism

spectrum)
Movement

Arthritic and Pain relief

Orthopedic rehab
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O And more
e These programs are provided by outside therapists or health care providers renting pool
space, usually utilizing the pool during the quieter and less used times during the
work/school day
e The initial revenue projection from outside therapist and therapy/rehab service providers is a
very conservative $5,000/year by Year 2.
0 This is calculated projecting 100 hours per year (only 2 hours/week for 50 weeks) @
$50/hour rental rate for a portion of the Program/Leisure Pool.
0 Space and time in the Program/Leisure Pool schedule can allow five to eight times
more therapy/rehab use in the Pool

Examples of Aquatic Therapy and Rehab

Injury Rehab Special Needs Therapy

Aquatic Recreation
e The Leisure/Wellness pool has a slide and zero depth that is family friendly and provides
some recreation/leisure amenities to use during open swim
e There is a much wider range of aquatic activities that can take place in the lap pool that
attracts a much wider range of ages and users. These include fun activities that support
popular activities in the area and can be taken in and out of the pool.
0 Kayak and paddle boarding
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Inflatable obstacle course for shallow water

Log rolling

Water Basketball (the YMCA did have this feature)
0 Water Volleyball

e Birthday parties

O OO

Swim Team/Masters Swimming/L.ap Swimming
e The lap pool is not suitable for any level of competitive swimming, except for the youngest
age swimmers not utilizing starting blocks

e Youth swim team
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0 Interviews during the Study with area swim teams did identify a very strong
commitment to rent pool space in the lap pool for use with the team’s youngest entry
level swimmers who prefer the shallow warmer water.

There is potential for a summer recreation entry level swim team at the facility
Lap Swimming
0 Increased lap lane availability is factored into the sample pool schedule
We do not anticipate any significant masters swimming program based on the warm water in
the lap pool
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FITNESS PROGRAMMING

As with the aquatic programs, the fitness programs were relatively basic and personal training was
not a significant portion of the overall fitness program. Even before the pandemic driven closer of
the Lino Lakes YMCA the Y was losing fitness oriented members to fitness facilities and programs
that offered more specialized training, more program options and the latest fitness trends appealing
to a wider range of members and participants, often at a lower membership cost. The personal
training options and opportunities are also a significant added benefit for the Rec and Community
Center and can further help differentiate the Center. Expanded, enhanced, and new programs can
include the following:

e Higher intensity specialty fitness systems and programs

e Increase in senior specific programs

e Increased personal training with varying level and package options

e Enhanced instructor expertise and quality

e Continuing updated programming and equipment and adding new programs

0 Itis very important to not allow Rec Center fitness programs to get stale or not keep
up with the latest fitness trends.

To achieve these enhanced fitness program goals it is worth exploring using more outside contract
instructors with specialty expertise as well as explore partner program providers that can bring both
expertise and training equipment and systems to the Center. (See Management and Partner Section
of Report). Outside user groups or programs can also lease the exercise studios or workout spaces
for programs not offered by the Rec and Community Center. These can include a wide range of
programs such as martial arts, dance, fit boxing, mindful experience, and much more.

Larger classes can also be held in the current gym. Times when the gym is not fully programmed,
rented, or utilized for open gym the space can be used for a wider range of programs that may be
too big for the dedicated fitness spaces.

Samples of Enhanced and New Fitness Programs at the Center
(Not currently offered or no space, trainers, or equipment to support)

Large Classes in the Gym
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Senior Chair Classes Barre Classes

New Fitness/Strength Trends Martial Arts
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Fitness Program Component Financials

Fitness classes are not included in the membership model used in the financial projections. Not
including basic classes as a membership benefit is designed to keep membership fees low and not
charge members for services and programs they will not use. Class fees are relatively low with a
lower rate for residents than non-residents. The Personal Training component represents a
significant upside potential. This was not a strong program at the YMCA but can be much more
robust at the Recreation Center, particularly with experienced instructors.

Following is the summary of projected Fitness Program revenues and expenses for Year 3.

Fitness Revenue Projections

City Managed Model
(Year 3)

Category Year 3 Revenue
Fitness Classes $67,392
Personal Training-Aquatics $5,980
TOTAL REVENUE $73,372
TOTAL EXPENSES $34,751
NET REVENUE $38,621
Profit Margin 53%

SPECIAL NEEDS AND ADAPTIVE PE PROGRAMS

Special Needs and Adaptive PE Programs were underserved at the YMCA but represent important
community programs for the Recreation and Community Center. These programs include a wide
range of programs, classes, and even competitive programs for both mentally and physically
handicapped of ages, even included veterans programs. These programs also include both aquatic
and dry-side components.

Time and space is allocated in the Schedule Matrices included in this report and referenced in the
Facility Schedule Analysis section as well as in Appendix A: Programming #A43.

Examples of Special Needs and Adaptive PE Programs

i
CITY, ‘or

INGIAKE Page 31 of 73



SPORT, CAMP, and YOUTH PROGRAM

Sport Leagues and Programs

The small gym space restricted the extent and capacity of court based sport programs at the former
YMCA. Centennial School District partnered with the YMCA on some introductory sport classes
but this cooperation was winding down prior to the pandemic shutdown. The projections for the
Rec and Community Center do not anticipate any in-house sports leagues. Most of these will
continue to be run by outside groups utilizing school district gyms and facilities.

We anticipate some introductory sport classes for young children and an in-house pickleball
program and league.

If a Sports Center or Court facility is built there will be extensive sport club and league programs,
but these will likely be run through partnerships with any development partner for the Sport Court
Center.

Total in-house sport programs are only projected to generate $9,000 in gross revenue by Year 2
with net revenue of roughly $4,500.
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Youth Summer, Holiday, and Sport Camps

The YMCA did run robust youth camp programs. Interviews with individuals who were part of the
YMCA camp program have expressed confidence that these programs can actually grow, both
inside the Rec and Community Center facility and with programs cross the surrounding park
systems. The potential to bring City Parks and Recreation resources to the camp program will help
open the camp programs up to a larger portion of Lino Lakes youth.

Initial very conservative estimates project gross youth sport camp revenue of $75,000 by Year 2
with net revenue of $34,000. There is significant upsides to the camp program, especially as future
expanded facilities with outdoor sport themed activities that can provide a wider range of
experiences and activities than the former YMCA.

Youth Programs

Youth programs in aquatics and aquatic based recreation will grow at the Rec and Community
Center as previously discussed in Aquatics. The potential also exists to provide more youth based
fitness and activity programs but the limited gym space will continue to limit youth sports
programs. Youth sports and programs will be a significant beneficiary of future development of the
Sports Center and the outdoor sport features.
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FACILITY SCHEDULE ANALYSIS

At first glance it is difficult to imagine the immediate growth of programs and access at the Rec and
Community Center upon re-opening without any additional facility expansion. Detailed review of
the YMCA pre-pandemic program, use, and facility schedules indicated that the scheduling of
facilities and programs did not effectively optimize the use of the different venues in the building,
especially in providing concurrent programs within each venue.

To understand how the variety of programs and schedule demands can be integrated in the existing
ISG has developed a Schedule Model Matrix.

This Matrix lays out a full range of programming across all of the venues within the facility.
e Lap Pool

Leisure/Wellness Pool

Cardio/Strength Rooms

Fitness/Exercise Spaces

Gym

Community Meeting/Function Spaces

Child Watch

Programs and time use are broken out by the following general categories:
e Aquatics
e Fitness
¢ Gym and General Programming/Use
e Each category does include times and space available to rent by outside groups

There are six Schedule Matrices to capture the weekly and seasonal variances in programming and
scheduling. These Matrices are:

e School Year: Weekdays
e School Year: Saturday
e School Year: Sunday

e Summer: Weekdays
e Summer: Saturday
e Summer: Sunday

The Schedule Matrix serves several important functions in the programming and analysis of the Rec
and Community Center.

e Provides a comprehensive visual of time available for each stakeholder and user
constituencies in the community to understand how and when they can use the Rec and
Community Center

e Provides a basis for discussion with potential program or management partners

e Provides a quantitative structure to help project Center costs and revenue

0 Staffing needed for Center such as lifeguards
0 Instructors needed for programs
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Program time and capacity to calculate program revenue

Support projections of rental revenues

Support capacity calculations

Identify time and space shortfalls in future demand to support projections for long
term facility expansion

O O0O0oo

Scheduling Principles and Goals

Key principles and goals of stakeholders, user groups, and constituencies:

Maximize availability of some Lap Swim lanes throughout as much of the day as possible
(improving availability of lap lanes compared to former YMCA schedule)
Maximize flexibility for concurrent programming and effective space and time sharing
Adult and child program times that can be accessed by working parents and adults
Mid-day, after-school, evening, and weekend hours available for swim lessons, including
private and semi-private lessons and adult lessons

0 Lesson program times in both the Lap and the Leisure/Wellness Pools for different

temperatures

Early morning and evening aquatic fitness class times available in addition to mid-day
lessons for working participants and greater course intensity options accessible to broader
portion of community.
Open after school and evening hours in the leisure pool plus after school availability in
Program pool for youth access and after school programming
Significant time for community open recreation and swim on Saturdays and Sundays,
including opportunity for addition of recreational features to the Main and deep water pools
(see Rectangular Recreation in the Program Section)
Provide school day and after school time availability for non-competitive school district
Create Masters Swimming times before and after work hours and during the lunch hour
Access to the Leisure/Wellness Pool throughout the day for therapy/rehab treatment and
programs
Open Gym space that can be sub-divided to provide for large fitness classes and other
flexible programming

It is important to note that these Schedule Matrices are examples of what can be done. It is unlikely
that the actual schedule will perfectly match these Schedules, but we have programmed these
Matrices based on best practice practices and comparable facility and program schedules, reflecting
times requested by users.

Following is the Schedule Matrix for the School Year weekdays.

The full Schedule Matrix is included in Appendix A: Programming #A3.
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Lino Lakes Recreation and Community Center
School Year: Weekdays

May 17, 2021

NOTE: Stations in the warm-water Leisure/Wellness pool can be divided to accommodate different programs
NOTE: Spaces in Gym, workout rooms, and function spaces can be subdivided. Schedule shows options.

Program and Use Color Codes

Aquatic Programs Fitness & Use Programs General Programming/Use

Masters Swimming/Triathlon Community Ed. Summer Camp

Open Gym

Swimming Club Team Lap Lanes Personal Training Pickleball Child Watch-Kids Program
Pre-Team Program-Swim Rec Programs/Classes Rec Classes & Programs Senior Program Meeting Space
Aquatic Special Needs Programs Home School PE Rental/Open Space

Court Rental

Aquatic Fitness
Aquatic Rec Programs/Classes

School District Program
After School Programs

Pool Rentals Rec Swim Team/Summer Court Sport Outside Users

Lap Pool Leisure/Wellness Pool Cardio Exercise Gym Community Child
25 yards Warm-Water Fitness Spaces Meeting Watch
Depth: 3'6" to 5' Depth: 0 to 4'6" Room Function Space
Stations or Recreation Features Half Gyms Sub-Dividable
1]2]3[a]s5]s6 1[2]3] 4 1] 2
5:00 5:00
5:30 |Masters/ Lap 5:30 Open

6:00 |Triathlon Lanes 6:00 JAquatic Gym
6:30 6:30 Fitness

7:00 7:00

7:30 7:30

8:00 [JAquatic 8:00

8:30 |Fitness 8:30

9:00 |Home School 9:00 Pickleball

9:30 |Program 9:30

10:00 10:00 Home

10:30 10:30 School
11:00 11:00 Open Gym
11:30 11:30

12:00 12:00 |Aquatic

12:30 12:30 |[Fitness

1:00 |Senior 1:00
1:30 |Program 1:30

2:00 2:00 Special Needs

2:30 2:30 Adaptive PE

3:00 |JAfter School 3:00 After School

After Sch After School
Programs Programs

3:30 |Programs 3:30 Programs
4:00 4:00 Special Needs
4:30 |Club Swim Team 4:30

5:00 |Outside Rental 5:00
5:30 5:30

Open Gym

6:00 6:00 OR

6:30 JAquatic Rec 6:30 Rec Programs
7:00 |Programs 7:00 Pickleball
7:30 7:30

8:00 |Masters/ 8:00 Outside

8:30 |Triathlon 8:30 Court

9:00 9:00 Users

9:30 9:30 (Rentals)

10:00 10:00
10:30




MEMBERSHIP and USER PROGRAMS

The issue of membership and user fees has been brought up in virtually all stakeholder and user
engagement meetings, interviews, and input. The key feedback included the following:
e The YMCA membership rates were too high
0 People leaving the Y or choosing not to join felt that the rates were too high,
especially for those that only wanted to use a portion of the facility
0 No senior rates, although many seniors qualified for Silver Sneaker program
subsidies through Medicare Advantage programs or insurance coverage
0 Many local public/municipal community recreation centers had much lower rates
than the YMCA
e Need options for daily drop-in use, not just membership only
e If Lino Lakes is taking over the operation of the Recreation Center Lino Lakes residents
should have a discounted rate
e Fitness only commercial facilities have grown in number in Lino Lakes and the surrounding
area providing basic fitness and workout facilities at lower rates.

Membership Market Survey

ISG conducted a market survey of area and regional facility membership and usage fees to provide
a market base to help develop membership/use fee scenarios for the Rec and Community Center.
This market study included public, YMCA of the North, and private facilities. The market study
also differentiated facilities with just fitness and those with comprehensive fitness, gym, and aquatic
facilities. Resident and Non-Resident rates were identified when available at public facilities.

This market study is included in Appendix B: Membership #B1.

Membership Options

Based on stakeholder and constituent input and market research the membership and use scenarios
included both a full facility membership and a fitness only membership option. This two tiered
option creates a fitness membership option that more effectively competes with the private
commercial fitness only facilities in the area as well as an option to for those only looking for the
dry-side fitness facilities and programs. This also provides a cleaner delineation if the fitness
programs and management are outsourced by a private partner.

Membership Benefits

Membership benefits include the following:
e Access to open swim, lap lanes, open gym and the cardio and strength workout areas
e Discounts on facility rentals, birthday parties, and other special event opportunities
e Priority program registrations (along with residents)

The proposed Membership Model used in this study do not include free access to fitness classes.
During the Study we received input recommending lower membership rates without classes
included. Many former YMCA members expressed concerns about paying for programs or classes
in their membership that they would not use. Low rates and pay for programs you use was an
important message.
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In the future a “Premium” membership may be available which would include basic programs.

Membership Categories

A wider range of membership categories are also provided for great flexibility as well as providing
incentives for annual full facility memberships. The following member and user categories are
included:

e Adult

e Adult Couple (equivalent to 1.5 times a single adult membership)
e Senior

e Senior Couple (equivalent to 1.5 times a single senior membership)

Child, Youth, Student (all the same)

Family (4 members)

Military Adult

Military Family

Corporate: No revenue factored into budget initially.
Hotel Program to provide access for guests:

Membership Terms
The following membership terms were included:
e Monthly
e Seasonal
0 Based on a three month period
0 May be summer membership
0 Roughly equal to 2.5 months of the equivalent monthly rate
e Annual Lump Sum (in advance)
e Most annual membership are equivalent to 11 months of the monthly fee, providing
approximately an 8% discount for the annual rate
e The family annual rate is slightly more to further incentivize the annual family membership

Resident versus Non-Resident
The Lino Lakes resident rate is used as the base rate.
Non-Resident rates represent an average of a 20% premium across most membership categories.

If any neighboring community provides financial support for the Rec and Community Center
residents of this community may also qualify for resident rates pending negotiations and level of
support.

Membership Fee Scenarios
To analyze various levels of fees ISG developed three different membership fee scenarios based on
comparison to the current YMCA of the North fees.

ISG developed three different membership and user fee scenarios. These scenarios project resident
rates as a percentage of the current YMCA rates. The three scenarios are the following:

e Full Facility Membership (resident)
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O Scenario #1 75% of equivalent YMCA rate
O Scenario #2 60% of equivalent YMCA rate
O Scenario #3 50% of equivalent YMCA rate
e Fitness Only Membership (resident)
O Scenario #1 63% of equivalent YMCA rate
O Scenario #2 51% of equivalent YMCA rate

0 Scenario #3 42% of equivalent YMCA rate

Following is the Resident Membership Fee Breakdown by category for each scenario with the
comparable YMCA rate.

Rate Scenarios: Full Rec Center Resident Monthly Rates

Membership DL . . .

YMCA Rate Center Scenario #1 Scenario #2 Scenario #3
Category %

Average

Adult $71 $36-$40 $53 $42 $35
Adult Couple $121 $60-$71 $86 $63 $53
Senior (65+) NA $34 $30 $26 $20
Senior Couple NA $56-$60 $45 $39 $30
Child/Youth $40-$50 $34 $30 $26 $20
Family $132 $60-$80 $99 $86 $66
Daily Drop-In+ NA $6-$10 $6-$8 $5-$7 $5-$7
10-Use Pass+ NA $70-$90 $50-$68 $42-$60 $42-$60

*NOTE: Public Rec Center average range is based on data from the Market Analysis of area and
regional public recreation centers with aquatic facilities. The Market Analysis is found in Appendix
B: Membership #B1.

+NOTE: Daily drop-in rates and 10-use pass rates range from youth to adult.

Daily Drop-in Passes and 10-Visit Passes

The need for drop-in and some type multiple user pass was strongly indicated in ISG’s research and
is typical of most community recreation centers. Drop-ins and multiple use passes only apply to
individuals. They do not apply to families or couples. The categories include adults, seniors, and
youth and includes the military adult category. The Fitness only membership has a daily drop-in fee
but no multiple user pass option.

Punch pass rates also vary by scenario and by full facility or fitness only.
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Membership and Revenue Projections, Including Daily and 10-Visit Passes

Following are the projections of membership numbers and revenue for each scenario in the City
Managed Model. The Membership Units, Members, and Membership Revenue are for combined
overall Rec Center Membership and Fitness Only Memberships. Note that drop-in and punch pass
revenue is highest in Scenario #1 as more users opt for drop-ins instead of membership based on the
higher membership fees.

Membership and Revenue Projections

Category Scenario #1 Scenario #2 Scenario #3
Total Membership Units;

Overall and Fitness Memberships 1,360 1,812 1,977
Total Members 4,737 6,399 7,018
Drop-In Users (per year) 6,775 6,835 6,835

10 Visit Passes 650 650 650
Membership Revenue $1,358,611 $1,567,207 $1,336,223
Drop-In Revenue $46,975 $41,615 $41,615
10 Visit Pass Revenue $40,740 $34,960 $34,960
TOTAL REVENUE $1,446,326 $1,643,782 $1,412,798

Based on comparable market rates ISG projected that the Scenario #2 would be the most effective
balance in maximizing membership while balancing revenue.

e Scenario #1 was not enough of a discount to attract YMCA members, especially those that
take advantage of using any Y in the YMCA of the North Chapter. The rates were also
slightly higher than comparable public recreation facilities.

e Scenario #3: The added discount of Scenario #3 compared to Scenario #2 was not
significant enough to drive much incremental membership and would generate less overall
revenue

e Scenario #2 was the sweet spot in balancing fair and accessible membership fees with
revenue necessary to improve operating net costs/revenue. Scenario #2 revenue projections
are used in the financial budget analysis.

Hybrid Managed Model Membership and Usage Revenue Projections
(Using Year 2 for comparison purposes)

Category Scenario #2
Memberships $1,290,130
Daily Drop In $41,615
Multi-Visit Pass $34,960
TOTAL

REVENUE $1,366,705
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NOTES:

For the purposes of the Hybrid Management Model we focused the analysis on Scenario
#2.

o The membership revenue is lower based on a large share of fitness membership revenue is

paid to the Fitness Program Partner, but the overall expense savings still result in a
higher total net revenue for the overall Rec and Community Center.

The full breakdown of daily and multiple user pass rates by scenario and overall annual Year 2
projections is included in Appendix B: Membership #B2.

Membership and Use Scholarships or Need-Based Discounts

Scholarship or need based aid has been factored into the operating budget to enable those that

cannot afford to use the Rec and Community Center and programs to fully access and participate in
the Center and its programs.
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CHILD WATCH PROGRAM

Childwatch Program

An important element of the Membership model as well as the programming at the Rec and
Community Center is the inclusion of a Childwatch program. The Childwatch and Kid Stuff space
is 1,340 square feet in the existing facility. The Childwatch program is designed to provide
childcare for short periods of time (usually up to a maximum of one to two hours) while a parent or
caregiver works out or uses the Center facilities. It is not designed to be a full daycare program.
Use of the Childwatch program is planned to be a benefit of the family membership with the option
to pay a drop in fee for non-family member users. The overall cost of the program is projected to be
approximately $70,000 per year with projected average drop-in fees of $16,000/year.

Example of a Childwatch Space at a Fitness Center
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FACILITY MANAGEMENT and STAFFING MODELS

MANAGEMENT MODELS AND OPTIONS

Center Management Options
The ISG Study explored three Center management options:
1. Total City Managed Facility
2. Total Outsourcing of Management and Operations by outside entity
a. Essentially the same as the former YMCA management model
3. Hybrid Option
a. City manages and operates the facility
b. Outside entities provide management and programming in specific areas

City Managed Model

The City Managed Model is very straight forward and is the model used by most municipal
recreation centers in the area. In this model the City provides all management and operational staff
and pays all operating expenses and maintenance costs. The City also retains all of the revenue.
Some instructors may be independent outside contractors or providers, but for the purposes of this
financial operating analysis all part-time instructors and trainers are assumed to be City employees.

Outsourced Management Model

The full Outsourced Management Model is often used for municipal facilities, especially golf
courses and sometimes ice rinks or large sports complexes. Most outside management groups are
for-profit businesses. In the case of recreation centers where many of the program and use elements
are community service based there is less net operating to support the for-profit management
groups. The City also loses some control over programming and membership models depending on
the structure of the management agreement structure. In analyzing the City goals and objectives
and the financial model, ISG determined that the full Outsourced Management Model was not a
good model for the Center.

Hybrid Management Model
The Hybrid Management Model is designed to take advantage of the City’s expertise in managing
and maintaining facilities while bringing in outside providers or developing program partnerships in
areas where City staff does not have the expertise or experience in house to run specific programs
and management tasks. The Hybrid model also can generate cost reductions in several areas:
e Staffing
0 Reduce program specific instructors and trainers who are now provided by the
outside entity
0 Reduce some facility staffing in the overall operations and program specific support
staff
e Program equipment and supplies
0 Outside program providers often provide their own equipment which can generate
significant capital and operational cost savings, especially in the category of fitness
programs
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The successful Hybrid model can also help accelerate the ramping up of membership, programming
and revenue generation from opening through Year 2 and Year 3. This acceleration is driven by
several factors:
e [f program provider relocates their entire program to the Rec and Community Center they
will bring an established membership and participant base to the Center.
e The program provider will have an established name and credibility in the market plus an
established marketing platform that can help accelerate the ramp up at the Center.
e The Hybrid also shortens the time to develop and train key program staff, especially trainers,
instructors, and coaches.

There are several revenue/fee models associated with outside program providers or management.
e Revenue
0 Program provider can retain all of the revenue generated by their specific programs
0 Program provider can retain a portion of overall facility membership that reasonably
attributed to their programs and the membership they brought from their existing
programs
0 The Center and the Provider can develop a revenue sharing plan
e Fees paid to the Center
0 The provider can pay a direct lease payment to the Center for the space they use for
their programs
0 The provider can pay a rights fee for the ability to run the specific program they are
providing

Ultimately most hybrid type partnerships include some combination of these revenue and fee
structures.

In meetings and research ISG identified two areas that would achieve the goals of a hybrid program
partner/manager and enhance the net revenue projections for the Rec and Community Center.
During the course of the Study ISG spoke with several potential providers or partners in these areas
to understand the potential for these partnerships or outside program providers.

Fitness Program Provider and Management
The fitness program at the Rec and Community Center is the prime example of the advantages of an
outside program provider. The advantages include:
e An outside provider with an established program would bring a strong existing membership
base to the Rec and Community Center
e Experienced trainers and instructors, many with established following in the local market
e Wider range of fitness programming, classes, and new trends than offered in the former
YMCA and in most YMCAs and public recreation centers
e Faster membership, program, and revenue ramp up upon re-opening

A Fitness Program Provider Partnership could potentially bring the following value and benefits to
the Rec Center.

e Close their existing fitness facility and move existing programs and operation to the Rec
Center

SR Page 43 of 73 6‘56




e Fitness Provider would provide all necessary fitness, strength, cardio, specialty flooring, and
other program equipment, significantly reducing or virtually eliminating City equipment
costs or lease expenses

e Maintain all fitness and exercise equipment

e Provide, train, pay, and manage all fitness program staff, instructors, monitors

0 Experienced trainers and instructors, many with established following in the local
market

e Provide front desk/access control staff to support overall Rec Center front desk staffing
needs

0 Reducing City staffing and payroll

e An outside provider with an established program would bring a strong existing membership

base to the Rec and Community Center
0 Strong likelihood that many Fitness Members would upgrade to full Rec Center

Memberships, driving additional overall membership
Pre-established marketing and social media platforms

The potential financial model with a Fitness Program Provider/Partner could include the following
financial considerations. These would all be part of negotiations with a potential Fitness Program
Partner.
e [ease payments to Rec Center
e Fitness provider to receive Fitness Memberships
0 Potential fitness program revenue sharing with Rec Center
0 Fitness provider to receive incentive for Fitness Members upgraded to overall
Memberships
o City to share in cost of moving and setting up equipment in Rec Center.
e Fitness Partner would provide Lino Lakes resident discounts for programs as well as priority
program registration for residents.

Swim Lesson Program Provider

Partnering with Centennial School District Community Ed in the swim lesson program would be a
successful program partnership benefitting both the Rec Center and Community Ed. The details,
advantages, and financial analysis of this partnership is discussed in Aquatic Programming in the
overall Programming Analysis section of this Report.

STAFFING MODEL

Professional, experienced, and well-trained management, staff, instructors, and trainers are critical
to the success of the Recreation and Community Center (See the Keys to Success and Factors in
Failure section in this Report). During the process of developing this management and staffing
model ISG worked closely with City management and staff to coordinate the development of the
management options and the staffing needed to support each option. The budget projections include
all staff salaries, wages, payroll taxes, employee benefits, training, travel, professional development.

The Staffing Analysis utilizes the following assumptions and information.
e Part-time wages assume a future $15/hour minimum wage
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e Annual staff wages and salaries assume an annual 4% increase to accommodate cost of
living adjustments and merit and retention raises.

e Salary levels fall within the City salary and position guidelines and ranges.

e The City Human Resources management have provided the appropriate City calculations of
benefits, payroll taxes and other related additional staffing costs

e Increased City staff responsibilities for existing staff are incorporated into the annual City
administration cost allocation included in the operating budget

Key staff positions in the City Managed Model include the following. Positions highlighted in
yellow are positions that may be eliminated or reduced in the Hybrid Management Model with the
use of the Partner management and staff provided. The budget includes the costs of hiring and
starting these positions at appropriate lead times prior to re-opening of the Rec Center.
e Full Time Positions

Facility Director
Program Manger
Aquatic Supervisor
Fitness Supervisor
Maintenance/Operations Manager
Membership/Customer Service Manager
Administrative/Accounting/HR Supervisor
Front Desk Coordinator
Custodial and Building Maintenance Staff
e Part Time Positions-Operations
Head Lifeguard
Lifeguards
Front Desk/Access Control Staff
Fitness Attendants
Custodial/Maintenance Part-time staff
Child Watch staff
e Part Time Positions-Program Staff

O Instructors

O Trainers

0 Coaches

O O0OO0OO0OO0O0OOO0OO

Oo0oo0oo0oo0oo

Following is summary of overall staff costs for both the City Managed and Hybrid Management
Model assuming both the Fitness Provider partner and a swim lesson partnerships with Centennial
Community Education.
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Summary of Total Recreation and Community Center Staff Costs
Year Three of Operation

City Managed Efyienie

Category . Management
Option .
Option

Full-Time Staff $671,974 $545,186
Part-Time Staff (non-program) $504,504 $384,111
Benefits & Payroll Taxes $369,690 $294,897
Other Staff Costs (training, etc.) $9,981 $4,990
Aquatic Program Instructors & Staff $97,144 $12,168
Dry-side Program Instructors & Staff $64,662 $34,772
TOTAL STAFF COSTS $1,717,955 $1,276,124
*TOTAL OPERATING COSTS $2,407,608 $1,922.,472
Staff Percent of Total 71% 66%

NOTE: Salary Costs include salaries, wages, employment taxes, and benefits. These costs
were provided by City staff

*NOTE: Total Operating Costs do not include the Long Term Capital Replacement and
Maintenance annual allocation.

The full detail of full-time and part-time staff positions, salary and wages, benefits, and budget

projections are included in the Operational and Program Expenses in the Budget Line Item Detail in
Appendix C: Budget/Operating Analysis #C2 and #C3.
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FINANCIAL BUDGETS and OPERATING PROJECTIONS

The Financial Budget and Operating Projections are based on the following methodology and
assumptions.

Expenses
e Utility Expenses factor in a 2.5% annual increase.
0 Actual utility costs utilize actual City utility rates and costs.
0 Total utility costs are slightly higher than the historic rates at the former YMCA
reflecting escalation and increased use.

e Maintenance expenses factor in a 2.5% annual increase except where otherwise noted as
some equipment and maintenance expenses increase as warranties expire and the building
ages.

e Staffing expenses project increases of 4% per year based on cost of living and merit and
retention raises.

e Lease payments to Rec Center

¢ Budgets include all projected expenses plus a budget expense contingency. Line items
include:

0 Credit Card and online registration fees (assumes 100% of all membership and
registration revenue processed by credit cards)
Marketing, advertising, website, and IT expenses
Staff training, development, and travel
Outside services
Staff outfitting
Certifications, membership, subscriptions, dues
Scholarship subsidies or financial aid for City residents unable to afford the
membership or program fees
O Insurance
e Annual City Administrative Allocation
0 Rec Center share of the following
= Allocation to existing City staff responsibilities for Rec Center
= Human Resources
= Additional in-house administrative, clerical, and accounting services
= Marketing
= Current City maintenance and grounds keeping staff
= QOther utilization of existing City support services and staff
0 City Administrative Allocation is $150,000 in Year 1
0 Future years allocation increases by 5% annually

O o0oo0o0O0o

Revenue
e Revenue projections are supported by the back-up worksheets for Membership and Daily
Use included in Appendix B
e Swim Lesson projections are supported by the back-up worksheets in Appendix A.
e Revenue is also shown for the following areas:
0 Vending machines and front desk sale kiosk
0 All facility rentals
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e No sponsorship or advertising revenue is included in the revenue projections, although the
opportunity will exist for some revenue in these areas.

e No grant funds are shown in support of user financial aid, but the opportunity will exist for
some support of the financial aid programs.

Year Zero
Year Zero in the Budget is the period following the City taking control of the facility up to the re-
opening of the Recreation and Community Center. These expenses include the following
e Pre-opening expenses
0 Staff costs pre-opening

Marketing
Cleaning and Building prep
Re-branding of Recreation Center, including new signage
Equipment purchases
Pool start-up

0 Other start-up expenses
¢ Building Expenses
Utilities
Maintenance and grounds keeping
0 Security
0 Miscellaneous expenses

O O0OO0OO0Oo

o O

Currently all City Year Zero Building expenses are covered by the State of Minnesota leasing of the
building as a COVID vaccination site through June 30.

Long Term Capital Replacement and Maintenance Fund

It is very important that the City budget for projected long term facility capital replacement and
maintenance. The annual maintenance staffing and budget should support best practice annual
maintenance and upkeep, reducing the potential for premature long term replacement and
maintenance. ISG has included an annual budget line item for allocation to a Long Term Capital
Replacement and Maintenance Reserve Fund. This annual allocation to this Fund begins in Year 3
at $60,000 and ramps up to $80,000 in Year 4 and then increases by 3% annually. Total Reserve
Fund accrual over the first twenty years of operation is as follows:

e Year Five: $ 292,400
e Year Ten: $ 742,997
e Year Fifteen: $1,265,362
e Year Twenty: $1,870,927
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Annual Profit and Loss Statements
The P & L budget summaries provide a summary of Years Zero to Five for both Management
options. These P & L Statements breakdown the revenue and expenses as follows with detailed
categories within each:

e Facility Revenue

e Program Revenue

e Operational Expenses

e Program Expenses

e (City Administration Allocation

e Annual allocation to Long Term Capital Replacement Reserve

The P & L Statements calculate the annual Net Revenue (Deficit) and the percentage Cost Recovery
for both Management options. The Net Revenue (Deficit) calculations calculate the following Net
Revenue scenarios:
e Net Operating Expenses
e Net Operating Expenses with City Administration Allocation included
e Net Operating Expenses with City Admin Allocation plus annual Capital Reserve Fund
allocation

Following is a summary of the Profit and Loss Summary for Year Two.

Year Two P & L Comparison

Budget Category City Managed Hybrid Variance
Option Management
Option

Facility Revenue $1,767,017 $1,561,440 $(205,577)
Program Revenue $406,157 $186,162 $(219,995)
TOTAL REVENUE $2,173,174 $1,747,602 $(425,572)
Operational Expenses $1,952,592 $1,617,475 $335,117
Program Expenses $191,529 $67,550 $123,979
City Admin Share Allocation $157,500 $157,500 $0
*TOTAL EXPENSES $2,301,621 $1,842,525 $459,096
NET REVENUE (DEFICIT) $(128,447) $(94,923) $33,524
Cost Recovery 94% 95%

*NOTE: Total Expenses do not include annual Long Term Reserve Allocation.

Accrued Net Operating Revenue (Deficit)

The P & L Statements also show the accrued Deficit for the Rec Center from Year Zero through
Year Five. The accrued Deficit is where the biggest variance between the City Managed and
Hybrid Management Model exists. The accrued Deficit for the Hybrid Management Model is
significantly less than the City Management Model based on the much lower up front re-opening
costs and the faster ramp up of membership and program revenue.
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Following is a summary of the accrued operating Deficits for each option through the first five
years of Rec Center operation.

Accrued Operating Deficits through Year Five
(With City Administration Allocation but without Capital Reserve Fund Allocation)

City Managed Accrued Hybrid Management .

e g Degﬁcit }:Accrued Dfﬁcit VETRETEE
Year Zero $515,905 $437,255 $78,650
Year One $1,035,587 $709,945 $325,642
Year Two $1,164,034 $804,868 $359,166
Year Three $1,272,687 $892,465 $380,221
Year Four $1,353,860 $969,878 $383,982
Year Five $1,436,084 $1,055,473 $380,612

Bottom Line

After Year Three, the net deficit variance between the two Management Options level off and are
roughly equivalent. Although the projections show this variance leveling off, we feel that the
potential net operating revenue has a higher upside in the Hybrid Management Model based on
continuing updating of programs and enhanced program opportunities.

These P & L Summaries do not include the potential additional operating revenue and expenses for
future expansions. These are dealt with at a very high level in the Future Long Term Recreation
Center Development and Expansion section of this Report.

The detailed P & L Summary with all revenue and expense categories for both Management
options is included in the next nine pages. These P & L Summaries also include the annual
growth in both Revenue and Expenses.
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Al B | C | G | H | | | J K L
1 Lino Lakes Recreation and Community Center
2 Existing Facility City Managed
3 Profit & Loss Summary
4 |Membership Scenario #2
5 |May 10, 2021
6 |NOTES: *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
7 Initially assumes management by City with many programs outsourced.
8 Net Operating Revenue (Deficit) Categories Net Operating Revenue With City Admin Alloca. Incl.  With Reserve Included
9 Rec and Community Center Projections
10 |[REVENUE Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
11 FACILITY REVENUE S - $ 1,342,698 $ 1,767,017 S 1,853,709 S 1,944,063 $ 2,039,660
12 Educational, Classes, Camps and Clinics Rentals 0 0 0 0 0 0
13 Gym/Court Rentals 0 20,000 30,000 31,500 33,075 34,729
14 Pool Rentals 0 36,412 39,773 40,806 42,082 43,398
15 Competitive Event Rentals 0 0 0 0 0 0
16 Special Events & Function Space Rentals 0 21,000 28,000 28,840 29,911 31,065
17 Therapy, Rehab, Health Use 0 0 0 0 0 0
18 Memberships & Daily Use Fees 0 1,260,286 1,662,094 1,745,199 1,831,409 1,922,655
19 Retail and Vending Revenue 0 5,000 7,150 7,365 7,585 7,813
21 Facility Sponsorships/Advertising/Contributions 0 0 0 0 0 0
22 School District and Partners 0 0 0 0 0 0
23 Miscellaneous 0 0 0 0 0 0
24
25 PROGRAM REVENUE S - $ 296,024 $ 406,157 $ 445,246 $ 495,247 $ 517,873
26 |Education and Community Programming 0 5,500 10,500 10,815 11,248 11,698
27 Aquatic Training, Fitness and Therapy 0 20,000 32,500 33,800 35,152 36,558
28 Dry-Side Fitness & Training 0 65,000 70,550 73,372 76,307 79,359
29 Learn to Swim 0 154,524 208,607 239,899 281,686 295,770
30 Camps and Clinics 0 45,000 75,000 78,000 81,120 84,365
31 Aquatic Team Programs 0 0 0 0 0 0
32 Sport Team Programs 0 6,000 9,000 9,360 9,734 10,124
35 Program Sponsorships/Advertising/Contributions 0 0 0 0 0 0
36 Miscellaneous 0 0 0 0 0 0
37
38 TOTAL REVENUE S - $ 1,638,722 $ 2,173,174 $ 2,298,955 $ 2,439,310 $ 2,557,533
39 Projected Revenue Growth Rate 33% 6% 6% 5%
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40
41 EXPENSES Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
42 OPERATIONAL EXPENSES $ 515905 S 1,859,962 S 1,952,592 S 2,035,846 S 2,120,662 S 2,221,809
43 Utilities 9,000 140,631 144,850 149,195 153,671 158,281
44 Maintenance 19,000 44,000 45,320 46,680 48,080 56,522
45 Equipment and Supplies 239,514 139,000 144,010 146,170 148,395 150,687
46 Staff Wages & Salary & Benefits
47 Full Time Staff 137,708 609,500 639,975 671,974 705,572 740,851
48 Part Time Staff 15,500 457,600 480,480 504,504 529,729 556,216
49 Benefits and Payroll Taxes 58,183 335,320 352,086 369,690 388,175 407,584
50 Staff-Other Costs 3,000 9,500 9,738 9,981 10,230 10,486
51 Outside Services 15,000 16,000 11,150 11,335 6,525 6,720
52 General Office 11,500 88,411 107,184 110,708 114,356 118,206
53 Insurance 5,000 10,000 10,300 10,609 10,927 11,255
54 Miscellaneous Expense Contingency 2,500 10,000 7,500 5,000 5,000 5,000
55
56 PROGRAM EXPENSES S - $ 148,441 $ 191,529 $ 206,387 $ 226,177 $ 235,623
57 Community and Educational Programs 0 2,700 4,700 4,826 4,999 5,179
58 Aquatic Training, Fitness, and Therapy 0 9,000 14,000 14,520 15,061 15,623
59 Dry-Side Fitness &Training 0 30,900 33,453 34,751 36,101 37,505
60 Learn to Swim 0 69,101 89,886 102,042 117,988 123,412
61 Camps and Clinics 0 21,080 34,100 35,556 37,003 38,509
62 Aquatic Team Programs 0 0 0 0 0 0
63 Sport Team Programs 0 3,160 4,390 4,692 5,025 5,394
65 Program Staff-Miscellaneous 0 0 0 0 0 0
66 Scholarships & Student Support 0 5,000 5,000 5,000 5,000 5,000
67 Miscellaneous Expense Contingency 0 7,500 6,000 5,000 5,000 5,000
68
69 TOTAL OPERATING EXPENSES $ 515,905 S 2,008,403 S 2,144,121 S 2,242,233 S 2,346,839 $ 2,457,432
70 Projected Expense Growth Rate 7% 5% 5% 5%
71
72 CITY SHARED ADMINISTRATIVE EXPENSES S - $ 150,000 $ 157,500 $ 165,375 $ 173,644 S 182,326
73
74 GROSS TOTAL OPERATING EXPENSES $ 515,905 S 2,158,403 S 2,301,621 $ 2,407,608 S 2,520,483 S 2,639,758
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75
76 Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
77 INET OPERATING REVENUE (DEFICIT) (515,905) S (369,682) S 29,053 S 56,722 S 92,471 S 100,102
78 Not Including City Administrative Allocation
79 COST RECOVERY (Direct Revenue & Expenses Only) 0% 82% 101% 103% 104% 104%
80
81 CUMMULATIVE OPERATING NET REVENUE (DEFICIT) (515,905) $ (885,587) $ (856,534) $  (799,812) $ (707,341) $ (607,240)
82
83 INET GROSS OPERATING REVENUE (DEFICIT) $ (515,905) $ (519,682) S (128,447) S (108,653) S (81,173) S (82,224)
84 Including City Administrative Allocation
85 COST RECOVERY (Direct Revenue & Expenses Only) 0% 76% 94% 95% 97% 97%
86
87 CUMMULATIVE OPERATING NET REVENUE (DEFICIT) (515,905) $ (1,035,587) $ (1,164,034) $ (1,272,687) $ (1,353,860) $ (1,436,084)
88
89 INON-OPERATING EXPENSES
90
91 |Long Term Capital Replacement & Maintenance Reserve 0 0 60,000 70,000 80,000 82,400
92 Capital Reserve Accumulation Years 1-5 292,400
93 Years 6-10 84,872 87,418 90,041 92,742 95,524
94 Years 11-15 98,390 101,342 104,382 107,513 110,739
95 Years 16-20 114,061 117,483 121,007 124,637 128,377
96
97 Capital Accumulation Year 10 742,997
98 Capital Accumulation Year 15 1,265,362
99 Capital Accumulation year 20 0 1,870,927
100|NON-OPERATING EXPENSES - S - S 60,000 S 70,000 $ 80,000 $ 82,400
101
104|GRAND TOTAL ALL EXPENSES (Including Reserve) 515,905 S 2,158,403 $ 2,361,621 $ 2,477,608 $ 2,600,483 $ 2,722,158
105
106|GRAND TOTAL REVENUE (DEFICIT) (515,905) $ (519,682) $ (188,447) $ (178,653) $ (161,173) $ (164,624)
107 COST RECOVERY 0% 76% 92% 93% 94% 94%
108 CUMMULATIVE TOTAL GROSS REVENUE (DEFICIT) (515,905) $ (1,035,587) $ (1,224,034) $ (1,402,687) $ (1,563,860) $ (1,728,484)
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1 Lino Lakes Recreation and Community Center
2 Existing Facility Hybrid Management Model
3 Profit & Loss Summary
4 |Membership Scenario #2
5 |May 10, 2021

. Hybrid Management/Program model includes a Fitness Program Partner and Centennial Community Ed Swim Lesson/Aquatic
6 NOTES: Partnership
7 *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
8 Net Operating Revenue (Deficit) Categories Net Operating Revenue With City Admin Alloca. Incl. ~ With Reserve Included
9 Rec and Community Center Projections
10 |REVENUE Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
11 FACILITY REVENUE S - $1,336,903 $ 1,561,440 $ 1,634,173 $ 1,709,872 $ 1,790,042
12 Educational, Classes, Camps and Clinics Rentals 0 0 0 0 0 0
13 Gym/Court Rentals 0 20,000 30,000 31,500 33,075 34,729
14 Pool Rentals 0 36,412 39,773 40,806 42,082 43,398
15 Competitive Event Rentals 0 0 0 0 0 0
16 Special Events & Function Space Rentals 0 18,000 24,000 24,720 25,668 26,652
17 Therapy, Rehab, Health Use 0 0 0 0 0 0
18 Memberships & Daily Use Fees 0 1,181,491 1,385,017 1,454,268 1,525,932 1,601,904
19 Retail and Vending Revenue 0 6,000 7,650 7,880 8,116 8,359
21 Facility Sponsorships/Advertising/Contributions 0 0 0 0 0 0
22 School District and Partners 0 75,000 75,000 75,000 75,000 75,000
23 Miscellaneous 0 0 0 0 0 0
24
25
26 PROGRAM REVENUE $ - $ 120,639 186,162 $ 200,701 $ 219,024 $ 228,673
27 Education and Community Programming 0 7,000 13,000 13,390 13,926 14,483
28 Aquatic Training, Fitness and Therapy 0 20,000 32,500 33,800 35,152 36,558
29 Dry-Side Fitness & Training 0 0 0 0 0 0
30 Learn to Swim 0 48,639 65,662 75,511 88,827 93,268
31 Camps and Clinics 0 45,000 75,000 78,000 81,120 84,365
32 Aquatic Team Programs 0 0 0 0 0 0
33 Sport Team Programs 0 0 0 0 0 0
36 Program Sponsorships/Advertising/Contributions 0 0 0 0 0 0
37 Miscellaneous 0 0 0 0 0 0
38
39 TOTAL REVENUE $ - $ 1,457,541 $ 1,747,602 $ 1,834,874 $ 1,928,896 $ 2,018,715
40 Projected Revenue Growth Rate 20% 5% 5% 5%
41
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42 EXPENSES Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
43 OPERATIONAL EXPENSES $ 437,255 $1,532351 S 1,617,475 $ 1,687,915 S 1,761,280 $ 1,848,308
44 Utilities 9,000 140,631 144,850 149,195 153,671 158,281
45 Maintenance 19,000 43,000 44,290 45,619 46,987 55,397
46 Equipment and Supplies 210,514 67,000 72,010 74,170 76,395 78,687
47 Staff Wages & Salary & Benefits
48 Full Time Staff 108,958 494,500 519,225 545,186 572,446 601,068
49 Part Time Staff 13,500 348,400 365,820 384,111 403,317 423,482
50 Benefits and Payroll Taxes 46,283 267,480 280,854 294,897 309,642 325,124
51 Staff-Other Costs 2,000 4,750 4,869 4,990 5,115 5,243
52 Outside Services 11,000 64,831 73,656 77,066 77,643 81,395
53 General Office 9,500 81,760 94,101 97,071 100,137 103,376
54 Insurance 5,000 10,000 10,300 10,609 10,927 11,255
55 Miscellaneous Expense Contingency 2,500 10,000 7,500 5,000 5,000 5,000
56
57 PROGRAM EXPENSES S - S 47,880 S 67,550 $ 69,182 $ 71,384 73,676
58 Community and Educational Programs 0 3,300 5,700 5,856 6,070 6,293
59 Aquatic Training, Fitness, and Therapy 0 9,000 14,000 14,520 15,061 15,623
60 Dry-Side Fitness &Training 0 1,000 1,000 1,000 1,000 1,000
61 Learn to Swim 0 4,750 4,750 4,750 4,750 4,750
62 Camps and Clinics 0 21,080 34,100 35,556 37,003 38,509
63 Aquatic Team Programs 0 0 0 0 0 0
64 Sport Team Programs 0 0 0 0 0 0
66 Program Staff-Miscellaneous 0 0 0 0 0 0
67 Scholarships & Student Support 0 5,000 5,000 5,000 5,000 5,000
68 Miscellaneous Expense Contingency 0 3,750 3,000 2,500 2,500 2,500
69
70 TOTAL OPERATING EXPENSES $ 437,255 $ 1,580,231 S 1,685,025 $ 1,757,097 S 1,832,664 $ 1,921,984
71 Projected Expense Growth Rate 7% 4% 4% 5%
72
73 CITY SHARED ADMINISTRATIVE EXPENSES S - $ 150,000 $ 157,500 $ 165,375 $ 173,644 $ 182,326
74
75 GROSS OPERATING EXPENSES $ 437,255 $ 1,730,231 S 1,842,525 $ 1,922,472 S 2,006,308 $ 2,104,310
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76
77
78 |NET OPERATING REVENUE (DEFICIT) S (437,255) S (122,690) S 62,577 S 77,777 S 96,232 S 96,731
79 Not Including City Administrative Allocation
80 COST RECOVERY (Direct Revenue & Expenses Only) 0% 92% 104% 104% 105% 105%
81
82 CUMMULATIVE OPERATING NET REVENUE (DEFICIT) $ (437,255) $ (559,945) $ (497,368) $  (419,590) $ (323,359) $ (226,628)
83
84 INET GROSS OPERATING REVENUE (DEFICIT) $ (437,255) S (272,690) $ (94,923) $ (87,598) $ (77,412) $ (85,595)
85 Including City Administrative Allocation
86 COST RECOVERY (Direct Revenue & Expenses Only) 0% 84% 95% 95% 96% 96%
87
88 CUMMULATIVE OPERATING NET REVENUE (DEFICIT) $ (437,255) $ (709,945) $ (804,868) $ (892,465) $ (969,878) $ (1,055,473)
89
90 [NON-OPERATING EXPENSES
91
92 |Long Term Capital Replacement & Maintenance Reserve 0 0 60,000 70,000 80,000 82,400
93 Capital Reserve Accumulation Years 1-5 292,400
94 Years 6-10 84,872 87,418 90,041 92,742 95,524
95 Years 11-15 98,390 101,342 104,382 107,513 110,739
96 Years 16-20 114,061 117,483 121,007 124,637 128,377
97
98 Capital Accumulation Year 10 742,997
99 Capital Accumulation Year 15 1,265,362
100 Capital Accumulation year 20 0 1,870,927
101|NON-OPERATING EXPENSES $ - $ - S 60,000 $ 70,000 $ 80,000 $ 82,400
102
105|GRAND TOTAL ALL EXPENSES (Including Reserve) $ 437,255 $1,730,231 $ 1,902,525 $ 1,992,472 $ 2,086,308 $ 2,186,710
106
107|GRAND TOTAL REVENUE (DEFICIT) $ (437,255) S (272,690) $ (154,923) $ (157,598) S (157,412) $ (167,995)
108 COST RECOVERY 0% 84% 92% 92% 92% 92%
109 CUMMULATIVE TOTAL GROSS REVENUE (DEFICIT) $ (437,255) $ (709,945) $ (864,868) $ (1,022,465) $ (1,179,878) $ (1,347,873)
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1 Lino Lakes Recreation and Community Center
2 Comparison: City Managed versus Hybrid Management Model
3 Profit & Loss Summary
4 |Membership Scenario #2
[ 5 [ may 10, 2021
6 |NOTES: *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
z Initially assumes management by City with many programs outsourced.
| 8 | Net Operating Revenue (Deficit) Categories Net Operating Revenue With City Admin Alloca. Incl. With Reserve Included Net Operating Revenue With City Admin Alloca. Incl. ~ With Reserve Included
5 City Managed Rec and Community Center Projections Hybrid Management Model: Rec and Community Center Projections
10 |REVENUE Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
| 11 | FACILITY REVENUE S - $1,342,698 $ 1,767,017 $ 1,853,709 $ 1,944,063 $ 2,039,660 | $ - $ 1,336,903 $ 1,561,440 $ 1,634,173 $ 1,709,872 $ 1,790,042
12 Educational, Classes, Camps and Clinics Rentals 0 0 0 0 0 [J] IS - S - S - S - S - S -
E Gym/Court Rentals 0 20,000 30,000 31,500 33,075 34,729] $ -8 20,000 $ 30,000 $ 31,500 $ 33,075 $ 34,729
14 Pool Rentals 0 36,412 39,773 40,806 42,082 43,398] S - S 36,412 S 39,773 S 40,806 S 42,082 S 43,398
E Competitive Event Rentals 0 0 0 0 0 [\l IS - S - S - S - S - S -
16 Special Events & Function Space Rentals 0 21,000 28,000 28,840 29,911 31,065] S - S 18,000 $ 24,000 S 24,720 S 25,668 S 26,652
E Therapy, Rehab, Health Use 0 0 0 0 0 ol s - S - S - S - S - S -
18 Memberships & Daily Use Fees 0 1,260,286 1,662,094 1,745,199 1,831,409 1,922,655] $ - $ 1,181,491 $ 1,385017 $ 1,454,268 S 1525932 $ 1,601,904
E Retail and Vending Revenue 0 5,000 7,150 7,365 7,585 7,813 ¢ -8 6,000 $ 7,650 $ 7,880 $ 8,116 $ 8,359
21 Facility Sponsorships/Advertising/Contributions 0 0 0 0 0 ol s - S - S - S - S - S -
z School District and Partners 0 0 0 0 0 o] s -8 75,000 $ 75,000 $ 75,000 $ 75,000 $ 75,000
| 23 | Miscellaneous 0 0 0 0 0 o] s - S - S - S - S - S -
i
25
z PROGRAM REVENUE S - $ 296,024 $ 406,157 $ 445246 $ 495247 $ 517,873 ]|$ - $ 120,639 $ 186,162 $ 200,701 $ 219,024 $ 228,673
27 Education and Community Programming 0 5,500 10,500 10,815 11,248 11,698 0 7,000 13,000 13,390 13,926 14,483
z Aquatic Training, Fitness and Therapy 0 20,000 32,500 33,800 35,152 36,558 0 20,000 32,500 33,800 35,152 36,558
| 29 | Dry-Side Fitness & Training 0 65,000 70,550 73,372 76,307 79,359 0 0 0 0 0 0
30 Learn to Swim 0 154,524 208,607 239,899 281,686 295,770 0 48,639 65,662 75,511 88,827 93,268
E Camps and Clinics 0 45,000 75,000 78,000 81,120 84,365 0 45,000 75,000 78,000 81,120 84,365
32 Aquatic Team Programs 0 0 0 0 0 0 0 0 0 0 0 0
E Sport Team Programs 0 6,000 9,000 9,360 9,734 10,124 0 0 0 0 0 0
| 36 ] Program Sponsorships/Advertising/Contributions 0 0 0 0 0 0 0 0 0 0 0 0
| 37] Miscellaneous 0 0 0 0 0 0 0 0 0 0 0 0
38
39 TOTAL REVENUE $ - $ 1,638,722 $ 2,173,174 $ 2,298,955 $ 2,439,310 $ 2,557,533 | $ - $ 1,457,541 $ 1,747,602 $ 1,834,874 $ 1,928,896 $ 2,018,715
ﬂ Projected Revenue Growth Rate 33% 6% 6% 5%| $ - 20% 5% 5% 5%
| 41| Variance of Hybrid Model vs. City Managed $ (181,180) $ (425,572) $ (464,081) $ (510,414) $ (538,819)
42
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23 City Managed Rec and Community Center Projections Hybrid Management Model: Rec and Community Center Projections

44 EXPENSES Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
| 45 | OPERATIONAL EXPENSES $ 515,905 $ 1,859,962 $ 1,952,592 $ 2,035,846 S 2,120,662 $ 2,221,809 | $ 437,255 $ 1,532,351 $ 1,617,475 $ 1,687,915 $ 1,761,280 $ 1,848,308

46 Utilities 9,000 140,631 144,850 149,195 153,671 158,281 9,000 140,631 144,850 149,195 153,671 158,281
E Maintenance 19,000 44,000 45,320 46,680 48,080 56,522 19,000 43,000 44,290 45,619 46,987 55,397

48 Equipment and Supplies 239,514 139,000 144,010 146,170 148,395 150,687 210,514 67,000 72,010 74,170 76,395 78,687
E Staff Wages & Salary & Benefits

50 Full Time Staff 137,708 609,500 639,975 671,974 705,572 740,851 108,958 494,500 519,225 545,186 572,446 601,068
E Part Time Staff 15,500 457,600 480,480 504,504 529,729 556,216 13,500 348,400 365,820 384,111 403,317 423,482

52 Benefits and Payroll Taxes 58,183 335,320 352,086 369,690 388,175 407,584 46,283 267,480 280,854 294,897 309,642 325,124
E Staff-Other Costs 3,000 9,500 9,738 9,981 10,230 10,486 2,000 4,750 4,869 4,990 5,115 5,243

54 Outside Services 15,000 16,000 11,150 11,335 6,525 6,720 11,000 64,831 73,656 77,066 77,643 81,395
E General Office 11,500 88,411 107,184 110,708 114,356 118,206 9,500 81,760 94,101 97,071 100,137 103,376
| 56 Insurance 5,000 10,000 10,300 10,609 10,927 11,255 5,000 10,000 10,300 10,609 10,927 11,255
[ 57 ] Miscellaneous Expense Contingency 2,500 10,000 7,500 5,000 5,000 5,000 2,500 10,000 7,500 5,000 5,000 5,000

58
E PROGRAM EXPENSES $ - $ 148,441 $ 191,529 $ 206,387 $ 226,177 $ 235623 | $ - $ 47,880 $ 67,550 $ 69,182 71,384 73,676

60 Community and Educational Programs 0 2,700 4,700 4,826 4,999 5,179 0 3,300 5,700 5,856 6,070 6,293
E Aquatic Training, Fitness, and Therapy 0 9,000 14,000 14,520 15,061 15,623 0 9,000 14,000 14,520 15,061 15,623

62 Dry-Side Fitness &Training 0 30,900 33,453 34,751 36,101 37,505 0 1,000 1,000 1,000 1,000 1,000
E Learn to Swim 0 69,101 89,886 102,042 117,988 123,412 0 4,750 4,750 4,750 4,750 4,750

64 Camps and Clinics 0 21,080 34,100 35,556 37,003 38,509 0 21,080 34,100 35,556 37,003 38,509
E Aquatic Team Programs 0 0 0 0 0 0 0 0 0 0 0 0

66 Sport Team Programs 0 3,160 4,390 4,692 5,025 5,394 0 0 0 0 0 0
E Program Staff-Miscellaneous 0 0 0 0 0 0 0 0 0 0 0 0
| 69 Scholarships & Student Support 0 5,000 5,000 5,000 5,000 5,000 0 5,000 5,000 5,000 5,000 5,000
l Miscellaneous Expense Contingency 0 7,500 6,000 5,000 5,000 5,000 0 3,750 3,000 2,500 2,500 2,500

71

72 TOTAL OPERATING EXPENSES $ 515,905 $ 2,008,403 $ 2,144,121 $ 2,242,233 $ 2,346,839 $ 2,457,432 |$ 437,255 $ 1,580,231 $ 1,685,025 $ 1,757,097 S 1,832,664 $ 1,921,984
| 73 | Projected Expense Growth Rate 7% 5% 5% 5% 7% 4% 4% 5%
| 74 ] Variance of Hybrid Model vs. City Managed $ (78,650) $ (428,172) $ (459,097) $ (485,136) $ (514,175) $ (535,448)

75
E CITY SHARED ADMINISTRATIVE EXPENSES S - $ 150,000 $ 157,500 $ 165375 $ 173,644 $ 182,326 |$ - $ 150,000 $ 157,500 $ 165375 $ 173,644 $ 182,326

77

78 GROSS TOTAL OPERATING EXPENSES $ 515,905 $ 2,158,403 $ 2,301,621 $ 2,407,608 $ 2,520,483 $ 2,639,758 | $ 437,255 $ 1,730,231 $ 1,842,525 $ 1,922,472 $ 2,006,308 $ 2,104,310
| 79| Variance of Hybrid Model vs. City Managed $ (78,650) $ (428,172) $ (459,097) $ (485,136) $ (514,175) $ (535,448)

80
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81 City Managed Rec and Community Center Projections Hybrid Management Model: Rec and Community Center Projections
82 Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
83 |[NET OPERATING REVENUE (DEFICIT) $ (515,905) S (369,682) S 29,053 S 56,722 S 92,471 S 100,102 |$ (437,255) S (122,690) $ 62,577 $ 77,777 S 96,232 S 96,731
84 Not Including City Administrative Allocation
E Variance of Hybrid Model vs. City Managed S 78,650 S 246,992 $ 33,524 S 21,055 S 3,761 S (3,371)
| 86 ] COST RECOVERY (Direct Revenue & Expenses Only) 0% 82% 101% 103% 104% 104% 0% 92% 104% 104% 105% 105%
87
E CUMMULATIVE OPERATING NET REVENUE (DEFICIT) | $ (515,905) $ (885,587) $ (856,534) $  (799,812) $ (707,341) $ (607,240)] $ (437,255) $ (559,945) $ (497,368) $ (419,590) $ (323,359) $ (226,628)
ﬁ Variance of Hybrid Model vs. City Managed $ 78,650 $ 325,642 $ 359,166 $ 380,221 $ 383,982 $ 380,612
90
91 |[NET GROSS OPERATING REVENUE (DEFICIT) $ (515,905) $ (519,682) S (128,447) S (108,653) $ (81,173) S (82,224)] $ (437,255) $ (272,690) S (94,923) $ (87,598) $ (77,412) S (85,595)
| 92 ] luding City Ad istrative All
| 93| Variance of Hybrid Model vs. City Managed $ 78,650 S 246,992 S 33,524 S 21,055 $ 3,761 $ (3,371)
| 94 | COST RECOVERY (Direct Revenue & Expenses Only) 0% 76% 94% 95% 97% 97% 0% 84% 95% 95% 96% 96%
95
E CUMMULATIVE OPERATING NET REVENUE (DEFICIT) | $ (515,905) $ (1,035,587) $ (1,164,034) $ (1,272,687) $ (1,353,860) $ (1,436,084)] $ (437,255) $ (709,945) $ (804,868) $ (892,465) $ (969,878) $ (1,055,473)
97 Variance of Hybrid Model vs. City Managed $ 78,650 $ 325642 $ 359,166 $ 380,221 $ 383,982 $ 380,612
98
| 99 |NON-OPERATING EXPENSES
[ 100]
| 101]Long Term Capital Replacement & Maintenance Reserve 0 0 60,000 70,000 80,000 82,400 0 0 60,000 70,000 80,000 82,400
 102] Capital Reserve Accumulation Years 1-5 292,400 292,400
& Years 6-10 84,872 87,418 90,041 92,742 95,524 84,872 87,418 90,041 92,742 95,524
 104] Years 11-15 98,390 101,342 104,382 107,513 110,739 98,390 101,342 104,382 107,513 110,739
ﬂ Years 16-20 114,061 117,483 121,007 124,637 128,377 114,061 117,483 121,007 124,637 128,377
[ 106]

ﬂ Capital Accumulation Year 10 742,997 742,997
108 Capital Accumulation Year 15 1,265,362 1,265,362
E Capital Accumulation year 20 0 1,870,927 0 1,870,927
110 NON-OPERATING EXPENSES $ - $ - $ 60,000 $ 70,000 $ 80,000 $ 82,400 | $ - $ - $ 60,000 $ 70,000 $ 80,000 $ 82,400

£

114|GRAND TOTAL ALL EXPENSES (Including Reserve) $ 515,905 $ 2,158,403 $ 2,361,621 $ 2,477,608 $ 2,600,483 $ 2,722,158 | $ 437,255 $ 1,730,231 $ 1,902,525 $ 1,992,472 $ 2,086,308 $ 2,186,710
115

116|GRAND TOTAL REVENUE (DEFICIT) $ (515,905) $ (519,682) $ (188,447) S (178,653) $ (161,173) $ (164,624)[ $ (437,255) $ (272,690) $ (154,923) $ (157,598) $ (157,412) $ (167,995)
117 COST RECOVERY 0% 76% 92% 93% 94% 94% 0% 84% 92% 92% 92% 92%

118 CUMMULATIVE TOTAL GROSS REVENUE (DEFICIT) $  (515,905) $ (1,035,587) $ (1,224,034) $ (1,402,687) $ (1,563,860) $ (1,728,484)[ $ (437,255) $ (709,945) S (864,868) $ (1,022,465) $ (1,179,878) $ (1,347,873)
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Budget Line Item Detail

Supporting the P & L Summaries the detailed Budget Line Item Detail spreadsheets are included
in Appendix C. These cost and revenue center budget worksheets include pre-opening expenses
prior to the re-opening of the Recreation Center in Year Zero. For budgeting purposes Year One
begins with the re-opening of the facility and subsequent years correspond to the year in operation.
These years to do not correspond to the City Fiscal Year or a calendar year. The budgets can be
updated to correspond with the City Fiscal Year when an opening date is determined.

The budget worksheets also include a comment column providing detailed comments for specific
line items. These worksheets also include color highlights of specific line items identifying the
following:

e Items to Review in the Next Steps phase

e Potential for reduced costs

e Potential for increased costs

e Potential for increased revenue

The full budget detail supporting the P & L Summary for the two Management options are
included in Appendix C as follows:

APPENDIX C: Budget/Operating Analysis

#C2 City Managed Model Budget Line Item Detail
#C2a Facility Revenue
#C2b Program Revenue
#C2c Operational Expenses
#C2d Program Expenses
#C2e Program Profit Analysis

#C3 Hybrid Management Model Budget Line Item Detail
#C3a Facility Revenue
#C3b Program Revenue
#(C3c Operational Expenses
#C3d Program Expenses
#(C3e Program Profit Analysis
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FUTURE LONG TERM RECREATION CENTER
DEVELOPMENT AND EXPANSION

Future Long Term Development and Expansion of the Recreation and Community Center focus on
several key areas. See the Strategic Overview section of this Report for discussion of the
underlying strategy.
e Plan for future growth in City and regional population
¢ Plan for future program, membership, and use growth
e Address current needs identified
0 Court Space
0 Community function and meeting space
e Provide support for differentiating themes for the Recreation and Community Center
0 Outdoor Sports and Activities
0 Sport Center (court complex)

The expansion of the Outdoor Sports and Activities and the Sport Center lend themselves to
partnership development, outside investment, and outside program providers.

Outdoor Sport Center
The existing facility has a small playground attached to the building. Space exists on the City
owned site to not only support expansion of the building but to provide for the utilization of
additional space to create outdoor sport activities that are unique to the City and the area. These can
also link to classes and activities inside the current and future Rec and Community Center. An
“Outdoor Sports Center” can include the following:

e Expanded child and youth playground
Outdoor fitness course
Ropes course
Trail link to nearby park areas
Dog Park

The Outdoor theme can be connected to indoor activities that teach and support outdoor sport and
lifestyle activities, such as:

e Kayak, Paddleboard classes in the lap pool

e Climbing Wall/Gym included in expansion of facility

e Outdoor recreation activities built into year round youth camps and community classes

The Outdoor Sport and Activity theme can be a cost effective way to enhance the differentiating
elements of the Lino Lakes Recreation and Community Center as well as enhancing the financial
sustainability of the Center and creating unique programming for the City and its residents.

The cost projections vary greatly for each potential component of these outdoor facilities,
depending on design and elements. Costs can be in the $50,000 to $150,000 for outdoor fitness
courses and the compact ropes courses can range from $100,000 and up much higher. The Ropes
Course could link to the climbing wall partner linked to the Sports Center.
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Examples of Potential Outdoor Opportunities

Compact Rope Courses and Team Building
(Youth and Adults)

Sand Volleyball Dog Park
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Sport Center Court Complex

The analysis of the existing facility as well as facilities in Lino Lakes and the wider area have
identified a significant lack of good centralized and flexible court sport facilities; including
basketball, volleyball, and pickleball in particular. The local School Districts have a large number
of gyms and courts but they are spread throughout the schools and often are limited use joint
facilities such as school cafeterias and function spaces that double as courts as needed. There is no
facility in the area that can support tournaments and training for these sports as well as provide an
engine for sports tourism and economic impact.

Most importantly, a court sport center can provide the facility framework for outdoor sport facilities
and the addition of critical community fitness facilities at the Rec and Community Center. These
elements all combine a strong revenue stream that can actually create a profit center for the overall

Recommended features include the following:
e Recommend 6 x full size basketball courts
0 Can accommodate:
= 10 volleyball courts
= Large number of pickleball courts
0 Sub-dividable to create sport specific area court spaces
e Support amenities for training and tournaments
0 Can expand training areas pending increasing capacity needs in overall facility
workout, fitness, and training spaces
0 Expanded and enhanced meeting and flexible function spaces that can not only
support events and use in the Court Center but can provide additional flexible
community meeting and function spaces as the community element of the Center
continue to expand
e Features supporting the Outdoor Sport Center and overall fitness facilities
0 Indoor walking/running track
= One of the most requested fitness features that the existing facility lacks is an
indoor walking track
* Building a court facility likes this provides the structure for inclusion of a
large second level walking track surrounding the courts.

e Adding a walking track to the existing building or as a separate new
facility is cost prohibitive.

e Adding the walking track to a new court addition is very cost
effective with the space, height and structure in place as part of the
new Court Sport addition

0 Climbing Wall or Gym
= A large climbing wall with appropriate height is very costly to build on its
own. Incorporation into a new Court Sport addition provides the height and
structural framework to create a much more cost effective climbing wall
addition than a standalone structure.

Further enhancing the potential for this differentiating element is the potential of a private
investment interest in the north suburbs looking to partner with a community to develop such a
facility.
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Estimated Cost Projections
Estimated Costs of the Sport Center addition (2021 dollars)
$9,000,000 to $12,000,000

[ ]
Depends on a large number of variables in design, materials, and supporting

0 Court complex

spaces
0 Indoor Walking Track: $500,000 to $750,000
=  When combined with Sport Center construction
$500,000 to $750,000

0 Climbing Wall:
When combined with Sport Center construction

Examples of Sport Center or Court Sport Center
(Basketball, Volleyball, Pickleball)
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Additional Differentiating Features in Sport Center

Climbing Wall Incorporated into Sports Center
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Additional Meeting and Function Space

As part of the Sport Center Expansion there is an option to include some additional meeting and
function space for the overall Recreation and Community Center. Additional space can help meet
current and future needs plus community program expansion and enhancements.

Enhancements as part of Additions and Future Upgrades

(isG
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POTENTIAL IMPACT OF COVID-19 PANDEMIC

The current COVID pandemic has had a very significant and undoubtedly a lasting impact on
aquatic and recreational facilities. The majority of current focus to date is on how to most safely
open existing facilities and how to begin operations and programming in a safe and healthy fashion
during the course of the pandemic. The aquatic and overall recreation and sport industry is also
trying to identify and develop facility, operation, and management long term changes that will be
part of a “New Normal” in the future. The future New Normal may include code updates and
requirements as well as non-code best practices. These New Normal elements will be in design,
operations, and programming elements, touching most aspects of new and existing facilities.

ISG has identified some of the most likely potential accommodations to address, prevent, and

mitigate future health challenges and crises. Keep in mind that these are not yet requirements but
that best practices may suggest some or all of these initiatives. We have tried to take into account
some added budget to support potential additional operating costs. These included the following.

Operational Elements
These are most relevant to the re-opening Lino Lakes Rec and Community Center
e Increase staff and outside services costs
O Added custodial staff and time for enhanced cleaning and disinfecting
0 Added outside services for potential staff, user, and facility testing and cleaning
0 Potential added front desk/access point control and staffing for potential screening
and monitoring
Staff training and safety costs
O Additional staff and management training on handling and management of health
emergencies (beyond current First Aid, CPR, AED) and new standard practices
0 Additional Personal Protective Equipment (PPE) for use by staff as needed
System Operations
0 Enhanced air handling and HVAC systems, including addition of HEPA filters and
other air quality controls
0 Increase requirements for outside replacement air exchange in system
= NOTE: Source capture exhaust system discussed in this report would be a
major advantage in this process
0 Potential increase in pool water turnover rate (although COVID does not live in
chlorinated water, this may be a broader concession to future health crises)
= NOTE: The projected design and costing in the report include all the state of
the art water mechanical and purification systems that currently exist and are
recommended for optimum health conditions.
e Develop inside traffic and circulation patterns that encourage social distancing and
eliminating bottle necks
e Development of updated emergency action plans to address future contagious health issues
and threats
e (Change in overall code bather and user capacity load calculations
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Design Elements
These elements are not relevant currently to the Center, but will be in the future for any expansion
or addition.
e Potential increase in code space requirements concerning deck, changing rooms, locker
rooms and other common spaces based on lower user capacities/square meter.
e Increased design and cost for increased separation or partitioning in common areas,
particularly locker rooms, changing areas, and restrooms
e Incorporate more robust and higher capacity HVAC and dehumidification systems
0 See operational note above
0 Potentially include new UV and Bipolar Ionization air purification systems
O In July he ASHRE (the American Society of Heating, Refrigerating and Air
Conditioning Engineers) Epidemic Task Force has issued new air purification and
HVAC safety recommendations to address the current and minimize future
contagious illness and pathogen circulation in indoor air systems
e New products for facility safety and cleanliness are already coming to market. It will be
important to continue to be award of new technologies relevant to existing and new aquatic,
sport, and recreational facilities.

Renovation
Renovation considerations are relevant to the Center as systems replacement or other renovation
take place over the next several years.
e Consider upgrading pool water mechanical systems at existing pools earlier than dictated by
projected life expectancy
0 Added advantage of achieving operational cost savings and increased efficiency in
addition to the higher levels of water quality and cleanliness
0 Relevant to the BAC/Odle analysis and renovation plan
e Review current HVAC system to identify potential upgrades and inclusion of air purification
systems
e When reviewing potential renovation of locker rooms, changing rooms, and common lobby
space take spacing and partitions into account based on the latest recommendations at the
time of renovation

SRk Page 59 of 73 6‘56



PROJECT TIMELINE and NEXT STEPS

Re-Opening Timeline

The potential re-opening date for the Recreation and Community Center is still to be determined.
Following is a timeline working back from the re-opening date. This timeline includes key staff
hiring, marketing, program development, development and negotiations with key program and
management partners/providers, physical facility needs, and other action items.

Six Months Prior to Opening
e Approval to move forward with re-opening
e Identification of and initial discussions with potential program providers/partners or
management entities
0 Identify key milestone dates for potential partners
e Develop Org Chart for facility management model
e Start search for Facility Manager

Five Months Prior to Opening
e Hiring of Facility Manager
e Negotiations with potential program providers/partners
¢ Initial media campaign
e Determine any facility maintenance needs or “sprucing up” options

Four Months Prior to Opening

¢ Finalize program providers/partners or management entities as appropriate
Begin purchasing of equipment, furniture, etc. needed for opening
Hiring of Membership/Customer Service Manager
Develop Membership model and fees
Development of Recreation and Community Center marketing materials
Begin planning for Grand Opening

Three Months Prior to Opening
e Launch Membership Campaign
e Hiring of Facility Operations/Maintenance Manager
e Begin recruiting part-time staff
e Develop all necessary Emergency Action Plans, operations, management documents,
procedures and manuals

Two Months Prior to Opening
e Hiring all employees (actual employee start dates closer to opening)
e Pool fill and start-up
0 Allowing time to identify any operational issues
¢ Building full functional
e Community Open Houses and Rec Center tours and promotion
0 Link to membership drive
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One Month Prior to Opening
e Facility and Program Staff training
e Rehearsals and dry-runs of all programming and procedures
e (an select specific areas of building for pre-opening programming or use as appropriate
0 Can pull earlier if building is ready
e Potential for soft early opening

Opening
e Soft Opening
e Grand Opening (usually 3-4 weeks following soft opening)

Factors Affecting Timeline
e Any unexpected facility surprises
e Timeline in developing partner and program providers
0 Any specific key milestones for their programs, marketing, or business
e Suitability of actual opening date
0 Coordinated with key community/school timelines
0 Other considerations
¢ Difficulty in finding staff
e Other?

Next Steps
Next Steps will be developed in conjunction with City Leadership and Management. Key decisions
include:
e Determination of Membership Model
Determining of Management Model
Ongoing review and refinement of Budget Model
Funding model for pre-opening costs
Funding model for annual operating deficit
Identification of target opening date
Fine tune workback schedule based on target opening date
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KEYS TO SUCCESS AND FACTORS IN FAILURE

The common perception of pools is that they always lose money and cannot operate in a reasonable
financially sustainable model within public budgets without excessive costs or subsidies from
public entities, taxpayers, or outside entities. Throughout this Report there have been many
references to best practices, enhanced revenue opportunities, and operational cost savings
opportunities. To further understand how a new Lino Lakes Rec and Community Center can
succeed, it is important to understand the best practices of facilities that succeed and the reasons
behind failed or underperforming pools. This Section of the Report builds on the elements of
previous Sections to present a summary of Keys to Success and Factors in Failure. The Risks of
Failure are general obstacles facing all facilities and are not specific concerns for the City of Lino
Lakes. These factors are broken down into several key areas:

e Management

e Programming

e Design

¢ Financial Management

DEFINITION OF SUCCESS and SUSTAINABILITY

The definition of success and financial sustainability is different for each facility and community,
depending on the public and partner goals of the facility. An important element for the planning
process of a new Lino Lakes Rec and Community Center and understanding what success means to
the City of Lino Lakes and any partners. Throughout this report ISG has identified needs and
opportunities for all the elements of the community and discussed best practices to optimize
programming and the financial model. The financial operating analysis in this report and project
operating deficits and cost recovery. To help define success and related goals and objectives for the
Rec and Community Center it will be important for Lino Lakes Staff and Financial Staff to identify
an acceptable cost recovery target to maintain the Rec and Community Center and successfully
meet budget goals. This City process will need to include balancing cost recovery with City
mission to provide affordable facilities, access, and programs for all residents of Lino Lakes. These
Keys to Success and Factors in Failure include both general and specific elements relevant to the
proposed Rec and Community Center.

MANAGEMENT

The management of the facility is the single most important key element in the success of a Rec and
Community Center. The management must be proactive in its programming and marketing
approach and adopt an entrepreneurial approach to the business of the Rec and Community Center.
The ISG Study assume that the City of Lino Lakes would be managing the Rec and Community
Center but the Keys to Success and Factors in Failure apply to all potential Rec and Community
Center management and operational models.

Lino Lakes Rec and Community Center Facility Manager Position
Keys to Success

SR Page 62 of 73 6‘$G




In the case of Lino Lakes ISG recommends the Facility Director Position oversee all the
facility programing in the Lino Lakes Rec and Community Center.

Critical to have significant experience in this position in running facilities that have a full
range of programming for both the dry side and the wet side with specific financial and
operating goals and metrics

o
(0]
o

(0]

Expertise in developing, marketing and executing a wide range of programs
Experience in developing and managing overall facility budgets

Network and membership in key facility safety, fitness, and management
professional organizations and regular attendance at conventions and camps to
maintain up to date knowledge of new trends in Rec and Community facility and
program management

Experience in marketing, sponsorship, advertising as it relates to generating support
for the Rec and Community Center and its programs

Ability to work closely with the community, civic entities, interest groups, and the
philanthropic community to generate maximum support for the operations and
programming of the Rec and Community Center

Experience in operating and maintaining a significant Rec and Community facility

The Facility Manager position should ideally begin six to twelve months in advance of the
opening of the center.

(0]

O OO

O O0OO0OoOo

Build new programs

Expand and enhance existing programs

Obtain commitments and contracts from users and partners

Identify thresholds for initial year and beyond for programs and user/partner
agreements

Launch marketing of the Center programs

Build staff structure and develop training program for staff prior to opening
Funding for this is part of the Year Zero or Project Capital expenses

Develop job descriptions, identify quality candidates, and begin to staff the Center

Risks for Failure

Traditional experience in subsidized community parks and recreation facilities where
marketing and entrepreneurial initiatives are not encouraged or rewarded

Lack of strong programing, facility, and activity experience

Limited business management background

Lack of clear and measureable facility program, use, and revenue goal, objectives, and

metrics

Lack of clear management accountability linked to the goal metrics
Lack of strong community engagement, partnerships and establishment of ongoing
community opportunities

Rec and Community Center Plan
The Feasibility Study includes funding and support for the Facility Manager, with the
Director responsible for all Rec and Community programs and facilities.

(0]

Salary level is robust enough to attract top regional level qualified candidates

Travel budget is included to allow key management to attend conferences and for continuing
professional development
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Hires six to nine months in advance

Program Management (Coordinators and Supervisors)

Keys to Success

Very important to have a strong and experienced program management team on board.
Also important to include experience and responsibilities for marketing the programs-it is
not just build it and they will come!!
Adaptability to new programming opportunities and regular evaluation of existing programs
Network and membership in key aquatic safety, fitness, and management professional
organizations and regular attendance at conventions and camps to maintain up to date
knowledge of new trends in Rec and Community facility and program development, trends,
and management
If funding allows these positions should be filled three to four months prior to opening, but
this role is often filled by the overall Facility Director initially. Bringing new program
management on board can be coordinated with the growth and expansion of existing Lino
Lakes programming at the Rec and Community Center

0 Allows the coordinators and supervisors to have role in hiring and developing

program staff

Important to have experience in training and certifying part-time instructor, lifeguarding,
Fitness and other program staff
It may be more effective to have specific program coordinators part time linked to key
programs like learn to swim, aquatic fitness, fitness, camps, etc.

0 May be head instructor with a an additional stipend for management responsibilities

Risks for Failure

Inexperience in starting up programs or growing programs

Lack of involvement in the Recreational professional world and not remaining current in
trends and developments in programming

Lack of personal hands on experience in actually running and teaching in programs

Lack of quantifiable and subjective goals and accountability in building and marketing the
programs

Lack of funding and support for ongoing professional development and training
Insufficient resources to support programming

Marketing and Membership

Keys to Success

Experience in marketing and promoting all aspects of facility
0 Programs
Membership
Sponsorship and Advertising
Supporting and promoting competitive and special events
Community relations
0 Donor relations (usually led by Facility Director)
Experience in Customer Service-understanding the importance of Customer Service
Ability to train part-time front desk and customer service staff
Resources to support marketing efforts
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e Ability to coordinate with overall City, School District, and other partners’ marketing and
informational platforms and community outreach programs

e Entrepreneurial approach to marketing and membership

e Establishment and accountability for quantifiable goals

Risks for Failure
e Assuming that “If you build it they will come!”
e Lack of staff and resources focused on marketing, membership, and customer service
e Absence of clearly defined goals for program participation and membership and ongoing
tracking of metrics
e Staff inexperience in facility, program, and membership marketing and
sponsorship/advertising solicitation

Rec and Community Center Plan
0 Center budget includes the following positions
0 Marketing and Membership Coordinator
0 Customer Service Coordinator
e Marketing and advertising budget for facility and programs included in budget analysis

Facility Maintenance Staff
Keys to Success
e Specific maintenance team along with cross training from other City staff positions for Rec
and Community Center
0 Full-time positions increase accountability for the successful operation and
maintenance of a facility
0 Cross training in a smaller Rec and Community Center offers opportunities to be
sure everything can be maintained and serviced properly when a particular staff
member needs time off or goes on vacation
0 Limiting need for outside services with no vested interest in facility
e Maintenance team with some Rec facility experience
e Certified pool operators to cover both pools throughout the week, weekends and during
when a particular CPO is not available
e Regular preventative and pre-emptive maintenance
e Dedicated custodial team for Rec and Community Center
e Learning from other comparable facilities’ best practices; participation in and investment in
education and latest maintenance trends

Risks for Failure
e Over reliance on outsourced services
e Lack of Rec and Community specific facility maintenance experience
e Cost cutting on maintenance staff and routine preventative maintenance
e Failure to develop long term Capital maintenance and replacement reserve fund

Rec and Community Center Plan
e Robust in-house maintenance staff
0 Maintenance Foreman: Hired 3 months in advance of opening
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0 Agquatic Certified Pool Operator: Hired 1 month in advance of opening
0 Full-time custodial and maintenance staff
e Annual budget set aside for long term Capital Maintenance and Replacement Fund

Instructors and Support Staff
Keys to Success
e Instructors, teachers, front desk/reception staff, building supervisors and other key staff that
interface with the public should be well trained and compensated.
e Important to have training and retention programs to attract and keep well trained fitness,
recreation, learn to swim, aquatic fitness, and other instructors
0 Don’t necessarily expect to pay minimum wage!!!
0 Collaborate with School District to create programs that attract students or program
graduates to become instructors and other staff
e Understanding of their importance to the overall success of the facility
0 Understanding and adopting the basics of customer service and communication
0 In most cases, these individuals are the most important “face” of the facility that will
interface and engage with the Lino Lakes Rec and Community users and customers

Risks for Failure
e Lack of potential staff pool to draw from
e High turn-over rate/lack of retention
e Inadequate training in their specific jobs and in overall facility procedures and customer
service
0 Itis very important that all staff understand overall facility goals and operations, not
just their specific area
e Lack of understanding of their impact on the success of the overall facility

Rec and Community Center Plan

e Budget includes very competitive hourly wages for all part-time positions, especially the key

public facing positions such as fitness, instructors, lifeguards, and front desk staff.
0 Provides flexibility in wages to attract staff for difficult day hours, aid recruitment,
and reward retention

e Staff development and training funding included in budget

e Potential to provide training and certification classes and programs in conjunction with local
school curricula

Overall Management Elements
Keys to Success
e Professional outfitting and branding of all staff (in and out of the activity areas)
e C(learly defined goals and objectives
0 Program participation
o Use
O Revenue
0 Expenses
O Accountability
e C(learly developed safety, emergency, operational, and maintenance procedures and manuals
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0 Includes education and rehearsal of all staff in these elements
0 Development and incorporation of health crises/pandemic response and procedures
into new emergency and operating procedures and manuals
Regular management and staff meetings
0 Program and schedule
Key user group interaction and input
Cleanliness and well maintained common areas
Continuing education and training
Management and Staff accountability

Risks for Failure

Failure to execute all of the above

Rec and Community Center Plan

Budgeting for staff outfitting and recognition

0 Includes promotion of staff certifications, memberships, and training in a visible

manner.

Travel and Staff Development budgeting
Incremental marketing budget beyond just existing Parks and Recreation website and
brochures. Utilize social media and new communication platforms to reach all
demographics.
Focus on low income and community segments that do not have access for staffing,
programming opportunities and awareness.

PROGRAMMING

Keys to Success

Full range of programs for the entire community
Introduction of new programs and trends as regular updates of existing program curriculum
Focus on low income or demographics with no Rec experience or access
Development of program partners including school district, community groups, healthcare
providers, and outside program providers as appropriate
Scheduling to allows for all potential program participants and target demographics
o0 Early morning before work
During the school day
Lunch hour specific programs
After school programs
After work programs
0 Evening after family dinner or “kids are settled”
Progressive programs
0 Clear and smooth transitions from one program to the next level
= Fitness
= Exercise
= Learn to Swim
= Pre-Team
= Masters
= Aquatic fitness
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e Full range of intensities, abilities, and transition programs
= (Cross training
=  Therapy/Rehab transitioning to mainstream regular fitness classes
= FEtc.
Development of program partners
Concurrent programming
0 Access to different programs throughout the day
0 Program access during prime time
0 Programs that serve both youth and adult for optimized family usage
Marketing of programs

Risks for Failure

Weak or poorly trained instructors

Lack of program integration and progression
Inappropriate times for different user groups
Lack of concurrent program scheduling

Lack of responding to the demands or needs of user groups or developing programs that
attract new user groups

Rec and Community Center Plan

Feasibility Study identifies a wide range of new program and recreational opportunities
Potential schedule matrix allocates programs across all facilities to best use the strengths of
each facility
Schedule matrix opens up significant time for use across multiple programs at peak times
during the day

0 Classes before, during and after the work and school day for all

0 Significantly increase open recreation and family time for pool and facility use
Schedule matrix maximizes opportunity for concurrent programming

FINANCIAL MANAGEMENT

Keys to Success

Business oriented management practices and financial management
Budget development based on facility management and best practices
0 Budget tracking to enable analysis of all costs of all specific programs
0 Increased visibility of all program related costs and revenue for better program
development and accountability
0 Requires tracking revenue, participation, trends, and expenses for each specific
program
Develop program fees, usage fees, and rental rates to best combine goals of City:
0 Accessible and affordable to all residents and users
0 Help support local youth, adult, and disabled sport and activity programs
0 Provide revenue to help offset Rec facility and program operating costs and improve
Cost Recovery
0 Investment in programming and staffing that targets underserviced constituencies
and addresses past inequities in programming
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e Identifying, developing, and optimizing program and facility funding options and potential
0 Grants
Corporate support
Partnership funding opportunities
Advertising and Sponsorship
= (ash and financial support
=  Product and services Value-in-Kind (VIK) donations
0 Community support
0 Private philanthropy as needed
e Develop a budgeting plan or reserve fund for long term capital replacement and maintenance
for future repairs, component replacement, and other unexpected financial costs.

O OO

Risks for Failure
e Failure to build sufficient cash reserve or long term replacement fund or plan for future
equipment replacement or capital facility repair
e Failure to develop fee structure appropriate for market and meeting overall facility financial
and program objectives
O Market rates
0 Appropriate discounts for residents, members, etc.
O Analysis of revenue needs
e Failure to invest sufficiently in key success factors
0 Marketing
0 Key management positions
0 Staff training and development
0 Air handling and Water handling technology and system

Rec and Community Center Plan
e The initial framework for these Financial Keys to Success have been incorporated in the ISG
Study.
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CONCLUSION

The Lino Lakes Recreation and Community Center Analysis identified strong potential and
opportunity for the re-opening of the former YMCA as a Line Lakes Recreation and Community
Center. The new Rec and Community Center can provide expanded community programming as
well as meeting the City resident recreation and fitness needs and creating new opportunities better
than the former YMCA. The Rec Center can provide greater access for residents at more
reasonable membership, use, and program costs than the former YMCA.

The Study also identified key areas of opportunity for future expansion of both the indoor and
outdoor facilities and components of the existing facility.

Following are key conclusions of the Study.

Strategic Opportunities
e The Rec Center is well positioned to meet current City needs and growth for the next five to
ten years.
e The Rec Center further has the opportunity to expand its facilities and programs, with the
following strategic goals
0 Meet long term population and user growth well beyond ten years
0 Create unique facilities in the market that make the Rec Center a destination in select
areas to support the long term financial sustainability of the Rec Center
0 Develop specific themes related to the creating of the destination facility

Analysis of Existing Facility
The current facility was very well maintained by the YMCA and there are no readily apparent
significant maintenance issues that create an expensive barrier to re-opening.

There are several energy savings upgrades to new technology for the pool mechanical system that
can be made in the next several years to significantly reduce the operating costs of the pools.

Programming Analysis
The programming at the former YMCA was a very traditional YMCA model. A re-opened Rec
Center will have opportunities to enhance and expand programming in several key areas:
e Aquatics
0 Enhanced swim lesson programs with better student:teacher ratios and more class
scheduling options
0 Expanded aquatic fitness programs addressing a wider range of age and intensity
offerings throughout the day and evening
0 Increased aquatic therapy and rehab opportunities through outside program providers
0 Increased lap swim time
0 Greater use of concurrent programming in the pools, making better use of time and
space
e Fitness programs
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0 Expand fitness options with broader range of programs and specialty classes,
including incorporation of highly trained outside instructors
0 Use of gym space for larger fitness classes and events
0 Future expansion should include an indoor walking track as part of a Sport Court
facility addition
e Special Needs and Adaptive PE
0 Expand community based aquatic and dry-side special needs and adaptive PE
programming and support services
e Sport Programs
0 The small gym size will continue to limit the potential for youth and adult team and
league programs
0 Increased court space in a multi-court addition is a major need for future expansion
e Community Programs
0 The potential exists for expanded community programming through the City and
community organizations, utilizing the current meeting space at the Rec Center
0 Programs can include:
= Senior Programming
= Educational and Activity classes
0 Expanded community meeting spaces is a strong need for future expansion

Membership Analysis

The Study reviewed several membership scenarios. The best membership model scenario targeted
membership rates for residents at approximately 60% of the equivalent rates for the area YMCAs.
This lower cost results in a larger number of overall members. The membership model also
included daily drop in and multi-visit passes as well as a wide range of membership options. The
membership model also included a 20% premium for non-residents of Lino Lakes.

Facility Management Models
The Study explored three Rec Center management options:
e Entirely City managed
e Hybrid Management Model
0 Outside management and program providers for selected components of the Rec
Center
e Fully managed by outside management group

Both the City managed and the Hybrid Model are feasible. The fully outside group management
model would not be feasible or successful in meeting City goals of financially accessible
membership and use models or overall revenue generation.

The Hybrid Model as several key advantages of the City Managed Model.
e Much lower start-up costs
e Faster ramp-up at opening and initial revenue and membership generation
¢ Existing readymade membership base with existing program following
e Wider range of programming options and expertise

The two areas where partner program providers and management would be beneficial are:
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e Fitness Programming and Management of fitness facility
e Swim Lesson program partnership with Centennial School District Community Education

The Hybrid Model will reduce overall operating deficits by approximately $380,000 over the first
five years.

Financial Operating Budget Analysis

ISG used very conservative projections for revenue and expenses in developing the operating
budget projections. The Study detail identifies several areas where expenses can be further reduced
and revenue enhanced.

Even with the conservative nature of the projections the Recreation and Community Center achieve
a cost recovery of 92% of total expenses by Year Three in both management models. Beginning in
Year Three the average annual operating deficit averages between $150,000 for the Hybrid Option
to $170,000 for the City Managed Option. These expenses include an annual City Administrative
Allocation of over $150,000 for City support services. The expenses also include an annual
allocation to a Long Term Capital Replacement and Maintenance Reserve Fund to support projected
future facility maintenance and upkeep. This annual allocation begins at $60,000 in Year Two and
increases to over $80,000 by Year Four. Over the first twenty years of operation the Reserve Fund
accrues over $1,800,000 for Capital maintenance needs.

Future Rec Center Enhancement and Expansion
The Study identified several main areas for strategic Rec Center expansion and enhancement.
These include:
e Sports Center
0 Court Sport Center with 6 basketball courts that can configure to 10 volleyball
courts, multiple pickle ball courts and be sub-divided for great programming
flexibility
= (an also attract sport tournaments and generate economic impact
= (Can be positive net revenue generator for the Rec Center
= Potential for outside investor/managing partner for the project
0 Climbing Wall/gym space
0 Indoor walking track
e Community meeting and function space
0 Expansion of meeting and function space to support community programming or
organizational use
e Outdoor Components
0 Take advantage of available space on site for additional outdoor elements that
support and complement the indoor facilities of the Rec Center
Outdoor fitness course/stations
Ropes Course
Sand volleyball court
Dog park

O O0O0Oo

Timeline
From the time that re-opening of the Recreation Center is approved and funded it will reasonably
take six months to prepare for re-opening. Key milestones in this timeline are the following:
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Hiring management and staff

Developing program providers/management in the Hybrid Option
Prepare the Rec Center for opening

Marketing the new Rec Center

e Launch membership campaign

e Bring the facility systems to operational status

e Train staff

e Prepare for opening

Overall, the Lino Lakes Recreation and Community Center can be a significant City asset providing
recreation, fitness, leisure, and community activities to a much wider range of City residents that
ever utilized the former YMCA.
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APPENDIX Al--Swim Lesson Market Analysis

Lino Lakes Recreation Center
MARKET COMPARISON OF SWIM LESSON PROGRAMS
April 20, 2021
CLASS COST per YEAR SCHEDULE WATER
PROGRAM PROVIDER LOCATION SESSION COST 30 min. RATIO SESSIONS FACILITY TEMP COMMENTS
YMCA of the North Lino Lakes YMCA Group Lessons $39/Family member $6.50(5 or 6 Year Round Ave. = 84 [Standard lesson rates throughout
or Full member tol Ranged [system
depends
onY
Forest Lakes YMCA 7 x 30 min classes Per YMCA 2020 info
Member S 55.00( $ 7.86
Non-Member S 109.00|$  15.57
Centennial School District Centennial High School |8 x 30 minute lessons S 75|$ 9.38 [5-6to 1 |Year Round 81-82°
Shoreview Rec Center 86°
6 x 40 minute Lessions
Resident S 81|S$ 10.13
Non-Resident $ 89S 1113
Private: 6 x 30min
Resident S 126 |S  21.00
Non-Resident $ 139|$  23.17
Brooklyn Center Community Rec Center 84-85°
6 x 30 minute Lessions
Resident $ 60 [$ 10.00 No resident discount
Non-Resident S 60 |$ 10.00
Private: 6 x 35min
Resident S 120|$  20.00
Non-Resident S 120|$  20.00
Brooklyn Park High School Pool 81-82°
6 x 30 minute Lessions Older kids increase to 40 min/lesson
Resident S 63|$ 10.50
Non-Resident S 77 1S 12.83
Private: 6 x 35min
Resident S 133|S 2217
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APPENDIX Al--Swim Lesson Market Analysis

CLASS COST per YEAR SCHEDULE WATER
PROGRAM PROVIDER LOCATION SESSION COST 30 min. RATIO SESSIONS FACILITY TEMP COMMENTS
Non-Resident S 133|$ 2217
Foss Swim School Blaine, MN: 5+Miles 10 Year Round Small-warm- 90° One of several locations in Twin
12 minutes water shallow Cities
pool
1 Class per week $84/month S 22.00 Perpetual Monthly Billing
Private Lessons: 1x 30 $300 S 75.00
minute class/week
Semi-Private: 1 x 30 min $160 S 40.00
class/week
Anoka-Hennepin School District |Roosevelt Middle 8 x 35 minute lessons S 80|S 8.57(6tol Year Round 81-82 |Red Cross Lesson Program: average
School, Blaine. 300 kids in program at any one time.
Year round docusing on weekends in
school year
Gold Fish Swim School National Franchise Year Round Small-warm- 90-92° |[Includes a one-time $25 registration
First location opened in water shallow for an individual or $45 one-time fee
MN in Oakdale: 25 pool maximum per family. Perpetual
miles/26-45 minutes membership program.
National Franchise 1 x 30 minute lesson per week,
locally owned billed monthly
Lesson-Group $84/month $21|4to 1
Inludes 1 30 min $78.12 for 2nd child
lesson/week $72.24 for 3rd child
Lesson-Mini Group $110/month $28[3to 1 NOTE: Some months will have 5
lessons/month: averages here are
calculated at 4 lessons/month
Lesson-Semi-Private $127/month $32(2to 1
Lesson-Private $188/month $47|1to 1
2 of 2 6/1/2021



APPENDIX A2a--Swim Lesson Projections: City Managed Facility

[ ¢ | o ]| ¢

1 Lino Lakes Recreation Center
2 SWIM LESSON ANNUAL PROJECTIONS: Billing by Class
]
| 4 |CITY MANAGED PROGRAM Items to Review Potential for upside growth
NOTE: Resident is Lino-Lakes resident. May include surrounding communities or School Districts with added
5 |May 10, 2021 operational support.
6 Year 1 Year 2 Year 3 Year 4 Year 5 Comments
Percent Growth Rate Used in Calculations 35% 15% 8% 5%
Group Lessons-Youth, Children, Tots
Session: 8 x 30 minute classes/session Assume 8 classes/session just for
| 9 | calculation purposes
| 10 | Resident 720 972 1,118 1,207 1,268 |Estimate at 60% of total lessons
| 11| Non-Resident 480 648 745 805 845 |Estimate at 40% of total lessons
Member Potential to add this category in
future-driving memberships through
| 12 | additional discount benefit.
| 13 |Fee per Session
| 14 | Resident S 88|$ 88|$ 88 (S 9% | $ 96 | NOTE: Fee increase in Year 4.
i Non-Resident S 104 | $ 104|$ 104 | S 112 | $ 112
| 16 | Member
| 17 |Average cost per 30 minutes
| 18 | Resident S 11.00 | $ 11.00 | $ 11.00|$ 12.00 | $ 12.00
| 19 | Non-Resident $ 13.00 | $ 13.00 | $ 13.00($ 14.00 | $ 14.00
20 Member S -l - s - s - 1S -
[ 21]
22 |Youth Group Lesson Subtotal $ 113,280 [$ 152,928 [$ 175,867 [$ 206,033 |$ 216,335
ﬁ
| 24 |Annual Group Lessons-Adult 6 x 45 minute classes per session
| 25 | Resident 60 81 93 101 106
| 26 | Non-Resident 40 54 62 67 70
| 27 | Member
| 28 |Fee per Session
| 29 | Resident $ 9|s 991S 99 | $ 108 | $ 108
| 30| Non-Resident S 117 | S 117 S 117 | $ 126 | S 126
| 31| Member
| 32 |Average cost per 30 minutes
i Resident S 11.00 | $ 11.00 | $ 11.00| $ 12.00 | $ 12.00
| 34 | Non-Resident S 13.00 | $ 13.00 | $ 13.00($ 14.00 | $ 14.00
35 Member S - |s - |s - 1S - |S -
36 |Adult Group Lesson Subtotal $ 10,620 | $ 14,337 [ $ 16,488 | $ 19,316 [ $ 20,281
i
Private Lessons Calculated as 4 x 30 minute private
lessons for session for calculation
purposes. Can also do singles or a
package of 8 lessons. Rates for all
| 38 | ages.
| 39 | Resident 96 130 149 161 169
| 40 | Non-Resident 64 86 99 107 113
| 41| Member
Fee per Session (4 x 30 min private lesson) Calculated on 30 minute lessons. Also
offer 60 minute sessions depending
| 42 | on age and skill level
Resident S 128 [ S 128|$ 128 | $ 140 | S 140 [Local market private lessons rates are
low for regional and national markets.
Most public facilities are now in $35
to $40 for resident/member private
| 43 | lessons.
| 44 | Non-Resident S 144 | $ 144\ $ 144 (S 160 | $ 160
| 45 | Member
i Average cost per 30 minutes
| 47 | Resident S 32.00|$ 32.00 (S 32.00($ 35.00($ 35.00
| 48 | Non-Resident $ 36.00 [ S 36.00 | $ 36.00($ 40.00 | $ 40.00
49 Member
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APPENDIX A2a--Swim Lesson Projections: City Managed Facility

E F G

Year 1

Year 2

Year 3

Year 4 Year5 Comments

Private Lesson Subtotals S

21,504

$ 29,030

$ 33,385

$  39704|$ 41,689

51

Ul
S}

1%
w

(%l
N

Semi-Private Lessons

Resident
Non-Resident
Member

Fee per Session (4 x 30 min private lesson)
Resident $
Non-Resident S
Member

Average cost per 30 minutes
Resident
Non-Resident
Member

v n

60
40

88
96

22.00
24.00

81
54

$ 22.00
$ 24.00

93
62

$ 22.00
$ 24.00

Calculated as 4 x 30 minute private
lessons for session for calculation
purposes. Can also do singles or a
package of 8 lessons.

101 106
67 70

$ 104 | $ 104

S 24.00 | $ 24.00
$ 26.00 | $ 26.00

Semi-Private Lesson Subtotals S

9,120

s 12,312

$ 14,159

$ 16,633|$ 17,465

(o)} K2l K2l o)} Ko Ko) i RV 0 RO, RO N KO0 R%,
ulhJwINn| =IOl || |UV

Family Lessons & Specily Lessons

Resident
Non-Resident
Member

Fee per Session
Resident
Non-Resident
Member

Average cost per 30 minutes
Resident S
Non-Resident $
Member

May offer family and special lesson
groups. Not readily available in the
market but a differentiating program
for the future. Not factored in
initially. Special Needs lessons are
included in group lessons for now.

NN YNNI Y[YNIYNIYNIY|Io|lo|lo|1
[e<R BN (O, F-N) NOVR 1 SR Eo el RV Koo R fo))

Family Lesson Subtotals $

~
o

o
o

TOTAL SWIM LESSON REVENUE $

154,524

$ 208,607

$ 239,899

$ 281,686 [ $ 295,770

[e=]
a

82

TOTAL Youth Group Swim Lesson Sessions

1,200

1,620

1,863

2,012 2,113 |Including Adults

83

TOTAL Estimated Unique Students in Youth
Group Lessons

480

648

745

805 845 |Each student averages 2.5 sessions
per year

84

8

%]

TOTAL Lino Lakes Resident Youth Group
Lessons

720

972

1,118

1,207 1,268

86

TOTAL Lino Lakes unique students in Youth
Group Lessons

288

389

447

483 507

87
88

89
90

Analysis of Lino Lakes Market Penetration

Percent

Population

Uses Year Three for Market Penetration

91

92

93
94

95
96

97

Lino Lakes Population (2020 Projection)
Percent of population under 10 years of age
Percent of population under 18 years of age

Number of Unique Lino Lakes students in lessons

18.0%
28.8%

Percent of Lino Lakes population under 10 years old taking lessons

22,500
4,050
6,480

447

11.0%

Assume all students under 10 years old which is conservative.
There will be some older kids, but not many.

Percentage is actually lower since there will be some > 9 yrs old
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APPENDIX A2b--Learn to Swim Projections Hybrid Management Model

A [ B | C | D E F G
1 Lino Lakes Recreation Center
2 SWIM LESSON ANNUAL PROJECTIONS: Billing by Class
]
| 4 |CENTENNIAL COMMUNITY ED PARTNERSHIP Items to Review Potential for upside growth
5 |May 10, 2021 NOTE: Residency in partnership model include both Lino Lakes and Centennial School District residents.
6 Year 1 Year 2 Year 3 Year 4 Year 5 Comments
Percent Growth Rate Used in Calculations 35% 15% 8% 5%
Group Lessons-Youth, Children, Tots
Session: 8 x 30 minute classes/session Assume 8 classes/session just for
| 9 | calculation purposes
Assume 30% increase in total lessons
when combined with existing
Community Ed Swim lesson program.
| 10|
Resident 1,248 1,685 1,938 2,093 2,197 |Estimate at 80% of total lessons:
Increased % resident when including
residents of Centennial School District.
| 11 ]
| 12 | Non-Resident 312 421 484 523 549 [Estimate at 20% of total lessons
Member Potential to add this category in
future-driving memberships through
| 13 | additional discount benefit.
| 14 |Fee per Session
Resident $ 88|S 88|$S 88 |$ 9% (S 96 [ NOTE: Fee increase in Year 4. Rates
are increased from current $75
| 15 | Community Ed Rate.
i Non-Resident S 104 | $ 104|$ 104 | S 112 | $ 112
| 17 | Member
| 18 |Average cost per 30 minutes
| 19| Resident S 11.00 | $ 11.00 | $ 11.00|$ 12.00 | $ 12.00
| 20 | Non-Resident $ 13.00 | $ 13.00 | $ 13.00($ 14.00 | $ 14.00
21 Member S -l -l - s - 1S -
[ 22]
23 |Youth Group Lesson Subtotal $ 142,272 |$ 192,067 |$ 220,877 |$ 259,473 [$ 272,446
| 24 |
| 25 |Annual Group Lessons-Adult 6 x 45 minute classes per session
26 Resident 104 140 161 174 183
27 Non-Resident 26 35 40 44 46
| 28 | Member
| 29 |Fee per Session
30 Resident $ 9|s 991S 99 (S 108 | $ 108
31 Non-Resident S 117 117 S 117 | $ 126 | S 126
32 Member
| 33 |Average cost per 30 minutes
| 34 | Resident S 11.00 | $ 11.00 | $ 11.00|$ 12.00 | $ 12.00
| 35| Non-Resident S 13.00 | $ 13.00 | $ 13.00|$ 14.00 | S 14.00
36 Member $ - [$ - [$ - 1S - |$ -
37 |Adult Group Lesson Subtotal S 13,338 | $ 18,006 | $ 20,707 | $ 24,326 | $ 25,542
| 38 ]
Private Lessons Calculated as 4 x 30 minute private
lessons for session for calculation
purposes. Can also do singles or a
package of 8 lessons. Rates for all
| 39| ages.
| 40 | Resident 166 224 258 278 292
| 41 | Non-Resident 42 57 65 70 74
| 42 | Member
Fee per Session (4 x 30 min private lesson) Calculated on 30 minute lessons. Also
offer 60 minute sessions depending
43 on age and skill level
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APPENDIX A2b--Learn to Swim Projections Hybrid Management Model

87

students in Youth Group Lessons

A B C D E F G
Resident S 128 1281 S 128 | $ 140 | S 140 |Local market private lessons rates are
low for regional and national markets.
Most public facilities are now in $35
to $40 for resident/member private
| 44 | lessons.
| 45 | Non-Resident S 144 1441 S 144 | $ 160 | S 160
| 46 | Member
| 47 |Average cost per 30 minutes
48| Resident $ 3200 3200($  3200($  3500($  35.00
4_9 Non-Resident S 36.00 36.00 | $ 36.00($ 40.00 | $ 40.00
50 Member
51 |Private Lesson Subtotals $ 27,29 36,850 |$ 42,377 |$ 50,234(S$ 52,746
[ 52|
Semi-Private Lessons Calculated as 4 x 30 minute private
lessons for session for calculation
purposes. Can also do singles or a
5_3 package of 8 lessons.
i Resident 104 140 161 174 183
| 55 | Non-Resident 26 35 40 44 46
| 56 | Member
| 57 |Fee per Session (4 x 30 min private lesson)
i Resident S 88 88|$ 88 (S 9% | $ 96
[ 59|  Non-Resident $ 96 % |$ % | $ 104 [ $ 104
| 60 | Member
| 61 |Average cost per 30 minutes
i Resident S 22.00 22.00[$ 22.00($ 24.00 | $ 24.00
i Non-Resident S 24.00 24.00 [ S 24.00($ 26.00 | $ 26.00
64 Member
65 |Semi-Private Lesson Subtotals S 11,648 15,725 | $ 18,084 | $ 21,274 $ 22,338
[ 66 |
Family Lessons & Specily Lessons May offer family and special lesson
groups. Not readily available in the
market but a differentiating program
for the future. Not factored in
initially. Special Needs lessons are
included in group lessons for now.
i
| 68 | Resident
| 69 | Non-Resident
| 70 | Member
71 |Fee per Session
| 72 | Resident
| 73 | Non-Resident
| 74 | Member
75 |Average cost per 30 minutes
| 76| Resident $ - -8 - |8 - 1$ -
| 77]  Non-Resident $ - - 18 - s - s -
78 Member
79 |Family Lesson Subtotals $ - - |$ -8 - |8 -
80
81 |]TOTAL SWIM LESSON REVENUE $ 194,554 262,648 | $ 302,045 | $ 355,306 [ $ 373,071
[ 82|
83 |TOTAL Youth Group Swim Lesson Sessions 1,560 2,106 2,422 2,616 2,746 |Including Adults
TOTAL Estimated Unique Students in Youth 624 842 969 1,046 1,099 |Each student averages 2.5 sessions
84 |Group Lessons per year
85
TOTAL Lino Lakes & Centennial Resident 1,248 1,685 1,938 2,093 2,197
86 |Youth Group Lessons
TOTAL Lino Lakes & Centennial unique 499 674 775 837 879

88
89
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May 17, 2021

APPENDIX A3--Schedule Matrix

Lino Lakes Recreation and Community Center
School Year: Weekdays

NOTE: Stations in the warm-water Leisure/Wellness pool can be divided to accommodate different programs
NOTE: Spaces in Gym, workout rooms, and function spaces can be subdivided. Schedule shows options.

Program and Use Color Codes

Aquatic Programs

Fitness & Use Programs

Masters Swimming/Triathlon

Swimming Club Team

Pre-Team Program-Swim

Community Ed.
Personal Training

Summer Camp
Pickleball
Senior Program
Home School PE

Lap Lanes

Rec Programs/Classes Rec Classes & Programs
Aquatic Special Needs Programs
Aquatic Fitness

Aquatic Rec Programs/Classes

School District Program
After School Programs

General Programming/Use
Open Gym
Child Watch-Kids Program
Meeting Space

Rental/Open Space
Court Rental

Pool Rentals Rec Swim Team/Summer Court Sport Outside Users
Lap Pool Leisure/Wellness Pool Cardio Exercise Gym Community Child
25 yards Warm-Water Fitness Spaces Meeting Watch
Depth: 3'6" to 5' Depth: 0 to 4'6" Room Function Space
Stations or Recreation Features Half Gyms Sub-Dividable
1]2]3[a]s5]s 1[2]3] 4 1] 2

5:00 5:00

5:30 |Masters/ Lap 5:30 Open

6:00 |Triathlon Lanes 6:00 JAquatic Gym

6:30 6:30 Fitness

7:00 7:00

7:30 7:30

8:00 [JAquatic 8:00

8:30 |Fitness 8:30

9:00 |Home School 9:00 Pickleball
9:30 |Program 9:30

10:00 10:00 Home
10:30 10:30 School
11:00 11:00 Open Gym
11:30 11:30

12:00 12:00 |Aquatic

12:30 12:30 |Fitness

1:00 |Senior 1:00

1:30 |Program 1:30

2:00 2:00 Special Needs

2:30 2:30 Adaptive PE

3:00 |After School 3:00 After School After School
3:30 |Programs 3:30 Programs Programs Programs
4:00 4:00 Special Needs

4:30 |Club Swim Team 4:30

5:00 |Outside Rental 5:00 Open Gym
5:30 5:30

6:00 6:00 OR

6:30 JAquatic Rec 6:30 Rec Programs
7:00 |Programs 7:00 Pickleball
7:30 7:30

8:00 |Masters/ 8:00 Outside
8:30 |Triathlon 8:30 Court
9:00 9:00 Users
9:30 9:30 (Rentals)
10:00 10:00

10:30




May 17, 2021

APPENDIX A3--Schedule Matrix

Lino Lakes Recreation and Community Center
School Year: Saturday

NOTE: Stations in the warm-water Leisure/Wellness pool can be divided to accommodate different programs
NOTE: Spaces in Gym, workout rooms, and function spaces can be subdivided. Schedule shows options.

Program and Use Color Codes

Aquatic Programs

Masters Swimming/Triathlon
Swimming Club Team
Pre-Team Program-Swim

Lap Lanes
Rec Programs/Classes
Aquatic Special Needs Programs

Aquatic Fitness
Aquatic Rec Programs/Classes

Fitness & Use Programs
Community Ed.
Personal Training

Summer Camp
Pickleball
Senior Program
Home School PE

Rec Classes & Programs

School District Program
After School Programs

General Programming/Use
Open Gym
Child Watch-Kids Program
Meeting Space
Rental/Open Space
Court Rental

10:00
10:30

10:00

Pool Rentals Court Sport Outside Users
Lap Pool Leisure/Wellness Pool Cardio Exercise Community
25 yards Warm-Water Fitness Spaces Meeting Child Watch
Depth: 3'6"to 5' Depth: 0 to 4'6" Room Function Space
Stations or Recreation Half Gyms Sub-Dividable
1 [2]3]4afs5]6 1]2]3]4 1| 2 1 2
5:00 Lap 5:00
5:30 [Masters/ Lanes 5:30
6:00 [Triathlon 6:00 Cardio Meeting
6:30 6:30 Fitness Spaces
7:00 7:00 Open Flexible
7:30 JAquatic 7:30  JAquatic i Scheduling
8:00 [Fitness 8:00 Fitness and Classes
8:30 8:30 Personal
9:00 9:00 Training Open
9:30 9:30 -
10:00 10:00
10:30 10:30 -
11:00 11:00 Senior
12:00 12:00
12:30 12:30 -
1:00 1:00
1:30 1:30 -
2:00 2:00
2:30 2:30 -
3:00 3:00
3:30 3:30 -
4:00 4:00
4:30 4:30 -
5:00 5:00
5:30 5:30 -
6:00 6:00
6:30 6:30 -
7:00 7:00
7:30 7:30 -
8:00 8:00
8:30 8:30 -
9:00 9:00
9:30 9:30 -




May 17, 2021

APPENDIX A3--Schedule Matrix

Lino Lakes Recreation and Community Center
School Year: Sunday

NOTE: Stations in the warm-water Leisure/Wellness pool can be divided to accommodate different programs
NOTE: Spaces in Gym, workout rooms, and function spaces can be subdivided. Schedule shows options.

Program and Use Color Codes

Masters Swimming/Triathlon
Swimming Club Team
Pre-Team Program-Swim

Aquatic Programs

Lap Lanes

Aquatic Fitness
Aquatic Rec Programs/Classes

Rec Programs/Classes
Aquatic Special Needs Programs

Fitness & Use Programs

Community Ed.
Personal Training
Rec Classes & Programs

School District Program
After School Programs

Summer Camp
Pickleball
Senior Program
Home School PE

General Programming/Use

Open Gym
Child Watch-Kids Program
Meeting Space

Rental/Open Space

Court Rental

Pool Rentals Court Sport Outside Users
Lap Pool Leisure/Wellness Pool Cardio Exercise Gym Community
25 yards Warm-Water Fitness Spaces Meeting Child Watch
Depth: 3'6"to 5' Depth: 0 to 4'6" Room Function Space
Stations or Recreation Half Gyms Sub-Dividable
1 [2]3]4afs5]6 1]2]3]4 1| 2 1 2
5:00 5:00
5:30 5:30
6:00 |Lap 6:00 Open
6:30 [Lanes 6:30 Exercise
7:00 7:00 Rentals Time Open Open
7:30 7:30 Gym Space
8:00 8:00 and Rentals Rentals
8:30 8:30 Personal Parties Classes
9:00 9:00 Birthday Training Court Birthday
9:30 9:30 and Rentals Parties
10:00 10:00 |Other
10:30 10:30 [Parties
11:00 11:00
11:30 11:30
12:00 12:00 Open
12:30 12:30 -
1:00 1:00
1:30 1:30 -
2:00 2:00
2:30 2:30 -
3:00 3:00
3:30 3:30 -
4:00 4:00
4:30 4:30 -
5:00 5:00 Rentals Court
5:30 5:30  |Birthday. - Rentals
6:00 6:00 Parties
6:30 6:30 -
7:00 7:00
7:30 7:30 -
8:00 8:00
8:30 8:30 -
9:00 9:00
9:30 9:30
10:00 10:00
10:30




May 17, 2021

APPENDIX A3--Schedule Matrix

Lino Lakes Recreation and Community Center
Summer: Weekdays

NOTE: Stations in the warm-water Leisure/Wellness pool can be divided to accommodate different programs

NOTE: Spaces in Gym, workout rooms, and function spaces can be subdivided. Schedule shows options.

Program and Use Color Codes

Aquatic Programs

Masters Swimming/Triathlon
Swimming Club Team
Pre-Team Program-Swim

Pool Rentals

Lap Lanes
Rec Programs/Classes
Aquatic Special Needs Programs

Aquatic Fitness
Aquatic Rec Programs/Classes
Rec Swim Team/Summer

Fitness & Use Programs

Summer Camp
Pickleball
Senior Program
Home School PE

Community Ed.
Personal Training
Rec Classes & Programs

School District Program
After School Programs

General Programming/Use
Open Gym
Child Watch-Kids Program
Meeting Space
Rental/Open Space
Court Rental

Court Sport Outside Users

Lap Pool
25 yards

Depth: 3'6"to 5'

Leisure/Wellness Pool Cardio Exercise
Warm-Water Fitness Spaces
Depth: 0 to 4'6" Room

Stations or Recreation Half Gyms

Community

Meeting Child Watch
Function Space

Sub-Dividable

1 2

1 [2]3]4afs5]6 1]2]3]4 1| 2
5:00 5:00 Cardio
5:30 [Master/ Lap 5:30 Fitness
6:00 [Triathlon Lanes 6:00 Aquatic Open Open
6:30 6:30 Fitness Gym
7:00 7:00 Personal Court
7:30 JAquatic Fitness 7:30 Training Rentals
8:00 8:00 Special Needs
8:30 |Summer 8:30
9:00 |Rec 9:00 Senior Pickle
9:30 [Team 9:30 Program Ball
10:00 10:00 Camps
10:30 10:30
11:00 11:00
11:30 |Senior 11:30

12:00 JPrograms
12:30 JAquatic Fitness

12:00
12:30

Senior
Programs

1:00 1:00 - Seniors
1:30 1:30

2:00 Camps 2:00 - Camps
2:30 2:30

3:00 3:00 -

3:30 3:30

4:00 |club Swim Team 4:00 -

4:30 |Outside Rental 4:30

5:00 5:00 -

5:30 5:30

6:00 6:00 - Court
6:30 6:30 Rentals
7:00 7:00 -

7:30 7:30

8:00 [Master/ 8:00 -

8:30 [Triathlon 8:30

9:00 9:00

9:30 9:30

10:00 10:00

10:30




APPENDIX A3--Schedule Matrix

Lino Lakes Recreation and Community Center
Summer: Saturday

May 17, 2021
NOTE: Stations in the warm-water Leisure/Wellness pool can be divided to accommodate different programs
NOTE: Spaces in Gym, workout rooms, and function spaces can be subdivided. Schedule shows options.

Program and Use Color Codes

Aquatic Programs Fitness & Use Programs General Programming/Use
Masters Swimming/Triathlon Community Ed. Summer Camp Open Gym
Swimming Club Team Lap Lanes Personal Training Pickleball Child Watch-Kids Program
Pre-Team Program-Swim Rec Programs/Classes Rec Classes & Programs Senior Program Meeting Space
Aquatic Special Needs Programs Home School PE Rental/Open Space

Aquatic Fitness School District Program Court Rental
Aquatic Rec Programs/Classes After School Programs
Pool Rentals Rec Swim Team/Summer Court Sport Outside Users

Lap Pool Leisure/Wellness Pool Cardio Exercise Gym Community
25 yards Warm-Water Fitness Spaces Meeting Child Watch
Depth: 3'6"to 5' Depth: 0 to 4'6" Room Function Space

Stations or Recreation Half Gyms Sub-Dividable

1 [2]3]4afs5]6 1[2]3]4 1| 2
5:00 5:00
5:30 |Masters/ 5:30
6:00 [Triathlon Lap 6:00 Cardio
6:30 Lanes 6:30 Fitness Gym
7:00 7:00 Aquatic Open

7:30 7:30 Fitness Time

8:00 |Summer Rec Swim Team 8:00 and Court
8:30 8:30 Personal Rental
9:00 9:00 Training

9:30 9:30

10:00 Fitness 10:00

10:30 10:30

11:00 11:00

11:30 11:30

12:00 12:00

12:30 12:30

1:00 1:00

1:30 1:30

2:00 2:00

2:30 2:30

3:00 3:00

3:30 3:30

4:00 4:00

4:30 4:30

5:00 5:00 Court
5:30 5:30 Rental
6:00 6:00

6:30 6:30

7:00 7:00

7:30 7:30

8:00 8:00

8:30 8:30

9:00 9:00

9:30 9:30

10:00 10:00

10:30




APPENDIX A3--Schedule Matrix

Lino Lakes Recreation and Community Center
Summer: Sunday

May 17, 2021
NOTE: Stations in the warm-water Leisure/Wellness pool can be divided to accommodate different programs
NOTE: Spaces in Gym, workout rooms, and function spaces can be subdivided. Schedule shows options.

Program and Use Color Codes

Aquatic Programs Fitness & Use Programs General Programming/Use
Masters Swimming/Triathlon Community Ed. Summer Camp Open Gym
Swimming Club Team Lap Lanes Personal Training Pickleball Child Watch-Kids Program
Pre-Team Program-Swim Rec Programs/Classes Rec Classes & Programs Senior Program Meeting Space

Aquatic Special Needs Programs Home School PE Rental/Open Space

Aquatic Fitness

Aquatic Rec Programs/Classes
Pool Rentals Rec Swim Team/Summer

Lap Pool Leisure/Wellness Pool
25 yards Warm-Water

School District Program Court Rental
After School Programs

Court Sport Outside Users
Gym Community
Meeting Child Watch

Cardio
Fitness

Exercise
Spaces

Depth: 3'6"to 5' Depth: 0 to 4'6" Room Function Space

Stations or Recreation
1]2]3]4

Half Gyms Sub-Dividable
1 2 1 2

1 [2]3]4afs5]6
5:00 5:00
5:30 5:30
6:00 [Rentals Lap 6:00
6:30 Lanes 6:30

7:00 7:00 Rentals
7:30 7:30

8:00 8:00

8:30 8:30

9:00 [Birthday 9:00 Birthday

9:30 [Parties 9:30 Parties
10:00 Jand 10:00 |and
10:30 |Other 10:30 |Other

11:00 [Parties 11:00 |Parties
11:30 11:30
12:00 12:00
12:30 12:30
1:00 1:00
1:30 1:30
2:00 2:00
2:30 2:30
3:00 3:00
3:30 3:30
4:00 4:00
4:30 4:30
5:00 5:00
5:30 5:30
6:00 6:00
6:30 6:30
7:00 7:00
7:30 7:30
8:00 8:00
8:30 8:30
9:00 9:00
9:30 9:30

10:00 10:00
10:30




APPENDIX B1--Membership Market Analysis

A | B C D | 3 F G | H | | | ) | K | L M N [u] v W X Y 7 Yl | AB
| 1] LINO LAKES RECREATION CENTER
| 2 | Regional Market Membership and User Fee Analysis
3
7 | Projections based on Year One City Managed Facility
5 |April 20, 2021 Market Area Rec/Ct Facilities with Aquatics Market Area Fitness Centers: No Aquatics Lino Lakes Rec Center: Membership Scenarios
Maple Grove | Maple Grove Endurance Endurance
Community [ Community | New Brighton Brooklyn Lifetime LA Fitness Egan Fitness with Fitness Anytime
YMCA of the| Shoreview Center Center Community Center Rec |Fitness (Maple| (Brooklyn Community | Planet Fitness | some Classes [ wj/o classes Fitness
6 Category of Membership North Rec Center | Overall Bldg. Pool Only Center Center Grove) Center) Fitness Center (Blaine) (Circle {Pines) | (Circle {Pines) | (Lino Lakes) Scenario #1 Scenario #2 Scenario #3 Comments
Overall | Fitness | Overall | Fitness | Overall | Fitness
7 Building Only Building Only Building Only
Resident Average % less than
8 75% 60% 50% 'YMCA Rates
One Time Registration Fee $50 $30 ?? $ 49 $ 39| S 10| $ 10( $ 39 Do not anticipate any one-time
No Resident or annual registration fee.
Discounts
9
Member Benefits 30% Discount on classes
discount off
18 of classes
19 |child Care Facility: Drop In $1/child | $ 6.50 | $ 6.50
Resident Fees (if applicable) Approx 18% Additional municipalities may be
to 22% added to resident status based
Discount on support of Rec Center
Ed
i Drop In
2] Adult $ 1000 $ 950 $ 7.50 $ 4.00 $ 8|s 7|3 713 6|s 71s 6
| 23 ] Senior $ 8.75 $ 4.00 $ 6| 5|8 5(s 5| 5)s 5
Youth 5-12 S 8.75 S 4.00 S 6]$ 5]s 5|s 5]s 5] 5 |Combine youth and child
| 24 category
| 25 | Youth 13-15 $ 8.75 $ 4.00 $ 6% 51s 5|s 413 508 4
| 26 | Military $ 9.00 | $ 6.50 S 7(s 6] 6|5 5|5 6[s 5
27 Family $ 3600/ 36.00 [ $ 28.00 $ 14| NA s 12| NA IS 12| NA
| 281 Multiple Use Passes
El Adult-10 Visit Pass $ 9000 S 70.00 $ 38.00 S 68 N/A |S 60 N/A |$S 60 N/A
[ 30| Senior-10 Visit Pass $ 38.00 $ sof NA |S 42| NA |S O 42| NA
[ 31 Youth-10 Visit Pass $ 38.00 $ sof NA |S 42| NA |S 42| NA
[ 32 Family N/A N/A N/A N/A N/A N/A
| 331 15-visit pass
| 34 7-visit pass
35
Monthly Annual NA NA Assume average monthly
Billed membership over 12 months
i Monthly
| 37 ] Adult S 40.00 S 28.00 | $ 36.00 $ 40.00 S 53($ 45 |$ 421 36|$ 35S 30
| 38| Adult Couple S 60.00 S 41.00 | $ 45.00 $ 71.00 S 86| S 73|$ 63| 54| 53 45
| 39| Young Adult s s - s -
i Senior S 34.00 S 20.00 | $ 29.00 s 56.00 S 30| 26 |S 26 (S 22]s 20($ 17
| 41 Senior Couple $ 38.00 S 45 (S 38 |3 39S 33| 30 (S 26
[ 42]  Youth<13 $ 3400 $ 18.00 $ 30(s 26[s 268 22]|s 20|38 17
| 43 | Youth 13-18 $ 3400 $ 18.00 $ 30[$ 26|$ 26| 22|s 20|s 17
| 44 | Family (4 members) S 68.00 S 43.00 | $ 51.00 $ 89.00 S 9 (s 84 |s 86 |$ 73|$ 66 | S 56
| 45 | Military (Adult) S 45 (S 38 |3 36|$ 31| 30 (S 26
| 46 | Military Family S 84S 71|$ 73S 62| 56| S 48
Corporate Explore corporate fitness
partnerships-include $$
47 laceholder.
Annual Approx 13% Average is between equivalent
to 15% of 10 to 11 of monthly
annual pre- pay . Utilizing 11 months
pay discount| for suggested rates.
| 48|
[ 29| Adult $ 41000 [$ 22000 |$ 18500 |$  290.00 $ 43500 $ 585($ 497 |$ 462|$ 393|$ 385|$ 327
| 50} Adult Couple $  625.00 S 414.00 $ 774.00 S 946 (|$ 804|S 695|S 590|S 583 [S 495
| 51} Young Adult
| 52| Senior $ 35000 [$ 20000|$ 16000 |$  209.00 $  360.00 $ 330($ 280|$ 285|$ 242|$ 220 187
[ 53 Senior Couple $ 495 (s 421|$ 430|$ 365|$ 330|$ 280
| 541 Senior Family
| 55 | Youth <13 $ 20000 |$ 16000 |$  186.00 $ 330($ 280|$ 285|$ 242|$ 220 187
| 56 | Youth 13-18 $ 35000 [$ 20000|$ 16000 |$  186.00 $ 330($ 280|$ 285|$ 242|$ 2203 187
Family (4 members) $ 70000 [$ 44000 [ $ 39000 |$  441.00 $  973.00 $ 1,00 $ 926|$ 945|$ 803|$ 725|$ 616 |Family annual is equivalent of 10
| 57 | months to incentivize
| 58 | Military (Adult) S 190.00 | $ 160.00 $ 495(S 420|$ 395($ 335|S 330|S 280
| 59 | Military Family S 380.00 | $ 340.00 $ 924(s 785|$ 800(S$S 680|S 615|S 523
60 Corporate-Individual
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APPENDIX B1--Membership Market Analysis

A B C D 3 F G H | ) K L M N ul v | w x | v z | Aa AB
Maple Grove | Maple Grove Endurance Endurance
Community [ Community | New Brighton Brooklyn Lifetime LA Fitness Egan Fitness with Fitness Anytime
YMCA of the| Shoreview Center Center Community Center Rec [Fitness (Maple| (Brooklyn Community | Planet Fitness | some Classes | w/o classes Fitness
6 Category of Membership North Rec Center | Overall Bldg. Pool Only Center Center Grove) Center) Fitness Center (Blaine) (Circle {Pines) | (Circle {Pines) | (Lino Lakes) Scenario #1 Scenario #2 Scenario #3 Comments
[ 61|  corporate Family
[ 62 |
63
Seasonal Membership (3 3 3 Consecutive:
contiguous months) Consecutive Months
| 64 Months
| 65 ] Adult $  175.00 $ 96.00 $ 143 122|$ 113|$ 97|s 95|$ 81
| 66 | Adult Couple $  247.00 $  121.00 $ 2328 197|$ 170|$ 146 |$ 143 |S 122
| 67 Young Adult S RSEEER ST SR ST RS
| 68 ] Senior $  145.00 $ 78.00 $ 81|s 70]|s 70|$ s9|s s4|$ 46
| 69 ] Senior Couple $  102.00 $ 122($ 103|$ 105|$ s9|s s81|$ 70
| 70 ] Senior Family $ 81($ 70|$ 70($ 59|S$ 54|S 46
| 71 ] Youth <13 $  145.00 s 81|s 70|s 70|$ s9|s s4|S 46
| 72| Youth 13-18 $  145.00 $ 2678 227|$ 232|$ 197|s 178|¢$ 151
| 73] Family (4 members) $  267.00 $  138.00 $ 1228 103|s 97|s sa|ls s81|$ 70
| 74 ] Military $ 2278 192|$ 197|$ 167|$ 151|$ 130
[ 75 ]
[ 76 ]
Non-Resident Fees NA 89% 69% 58% Non-Resident Average % less
| 77 than YMCA Rates
| 781 Dropin NA
| 79 Adult S 1125($ 10.50 | $ 8.50 $ 9|s 8|s 8 (s 7|3 8|s 7 |Ave 2/day
| 80 | Senior $ 1025 $ 715 6fs 6|9 61$ 6[s 6
Youth 5-12 $ 1025 $ 708 61s 6|s 6|s 6% 6 |Combine all Youth 18 and under
81
E Youth 13-15 $ 1025 $ 713 6|3 6 $ 6
83 Family (4 members) $ 4300 40.00 | 32.00 $ 16| NA |s 14|l nNA s 14| wnA
Multiple Use Passes X10 NA X10 X10 Do not recommend punch
| 84 passes. Drive to memberships
85 | Adult $ 9000 | $ 70.00 $ 8(s 70|s 7208 61|$ 72| 61
| 86 Senior $ 60fs 51| s0|S 4SS s0|S 42
| 87 Youth $ 60fs 51| s0|S 4SS s0|S 42
| 88} Family (4 members)
Monthly NA NA Assume average monthly
ﬁ membership over 12 months
Ea Adult $ 7100|$ 49.00 $ 69.00$ 2300]$ 45.00 $23/$10 | $ 55.00 | $ 4500 | $ 37.50 $ 64|$ sals so|ls a3|s a2|s 36
| 91 Adult Couple (Dual) $ 12100 $ 69.00 $ 81.00 $ 103(S$ 88 |$ 75$ 64| 63[$ 54
| 92 | Senior NA $  43.00 $ 63.00 $ 40.00 | $ 35.00 S 36 (S 31|53 31|$ 26| 24| 20
| 93 | Senior Couple NA $ 65.00 | $ 55.00 S 54 (S 46 | S 43| 37| 36 (S 30
| 94 | Youth $ 4000 $ 43.00 $ 30.00 | $ 25.00 S 36 (S 31|$ 31|$ 26| 24| 20
| 95 | Student $ 5000 | $ 43.00 $ 30.00 | $ 25.00 S 36 (S 31|$ 31|$ 26| 24| 20
| 96 | Family (4 members) $ 13200($ 8100 $ 101.00 $ 80.00 | $ 65.00 $ 120($ 102|s 103|$ 88| 79($ 67
| 97 | Military (Adult) S 54 (S 46 | S 43| 37| 36 (S 30
| 98 | Military Family $ 100 (S 85 |$ 87|$ 74 s 67 | S 57
99 Corporate
Annual No Discount | Approx 13%
to 15%
annual pre-
pay discount
 100]
| 101] Adult $ 85200 (S 525.00|$ 260.00 | $ 210.00 $ 490.00 $ 450.00 $ 704 (S 598|$ 5505 468 |S 462 |S 393
102 Adult Couple $ 1,452.00 | $ 760.00 $ 882.00 $ 1,133 (S 963 |$ 825(S$ 701|S 693|S 589
| 103] Senior NA S 42500 | $ 220.00 | $ 185.00 $ 403.00 S 396 (S 337|$ 341(S 290|$ 264 |S 224
 104] Senior Couple NA $ 594 (S 505|$ 473[S$ 402 |$ 396 |S 337
105 Youth $ 48000 | $ 42500 | $ 220.00 | $ 185.00 S 396 (S 337|$ 341|S 290|S 264 |S 224
| 106] Student $ 600.00 [ $ 425.00 $ 396 (S 337|$ 341(S 290|$ 264 |S 224
| 107] Family (4 members) $ 1,584.00 | $ 880.00 | $ 540.00 | $ 440.00 $  1,103.00 $ 1,320 (S 1,122 |$ 1,133 [$ 963 |S 869 |S 739
| 108] Military (Adult) S 190.00 | $ 160.00 $ 594 (S 505|$ 473[S$ 402 |$ 396 |S 337
| 109] Military Family S 380.00 | $ 340.00 $ 1,100 S 935|$ 957($ 813 |S 737 |S 626
Corporate-Individual NA Explore corporate fitness
partnerships-nothing included
| 110} now.
| 111} Corporate-Family NA
112
Seasonal Membership NA 3
Consecutive
| 113 Months
Adult S 225.00 $270/6 $ 173(S 146|$ 135S 116|$ 113 |S 97
| 114 months
 115] Adult Couple $  315.00 $ 278 238|$ 203|$ 173|s 170|$ 146
ﬁ Young Adult
117 Senior S 175.00 $ 97|s 8a]|s s8als  70|s 65|$ 54
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APPENDIX B1--Membership Market Analysis

A B C D 3 F G H | ) K L M N ul v | w x | v z | Aa AB
Maple Grove | Maple Grove Endurance | Endurance
Community | Community | New Brighton |  Brooklyn Lifetime LA Fitness Egan Fitness with Fitness Anytime
YMCA of the| Shoreview Center Center Community | CenterRec |Fitness (Maple| (Brooklyn | Community | Planet Fitness | some Classes [ w/o classes Fitness
6 Category of Membership North Rec Center | Overall Bldg. Pool Only Center Center Grove) Center) Fitness Center (Blaine) (Circle {Pines) | (Circle {Pines) | (Lino Lakes) Scenario #1 Scenario #2 Scenario #3 Comments
| 118] Senior Couple $ 146 |S 124|S 116(S$ 100]|S 97 |$ 81
[ 119] Senior Family
[ 120] Youth <13 $  175.00 $ 97($ 8als 8a|$ 0|5 65[S 54
121} Youth 13-18 $  175.00 $ 97(s 84)|S$ 8|S 70| 65(S8 54
[ 122] Family (4 members) $  335.00 $ 324(s 275|$ 278|$ 238 213[$ 181
[ 123] Military (Adult) $ 146 (S 1243 116(|$ 100|$ 97[s 81
[ 124] Military Family $ 270($ 230|$ 235(|$ 200|$ 181 (S 154
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APPENDIX B2--Membership Structure and Projections

A le] ¢ I o | ¢ | ¢ 1 ¢ w f ¢+ o ] « | ¢ ] wmw ] N~ | of e o | r | s | 1 1] u

| 1] LINO LAKES RECREATION CENTER
| 2 | Membership and Usage Projections
3 | City Managed Facility
[ | Projections based on Year Two
5 |May 10, 2021 Lino Lakes Rec Center: Membership Scenarios
6 Category of Membership Scenario #1 Scenario #2 Scenario #3 Comments
7 Overall Building Fitness Only Overall Building Fitness Only Overall Building Fitness Only
#of Total #of Total #of #of #of Total #of Total
8 Rate bers Rate b Rate b Total Rate bers Total Rate S Rate Members Revenue
One Time Registration Fee N/A N/A N/A N/A N/A N/A Do not anticipate any one-time
9 or annual registration fee.
18 |Member Benefits Discount on classes
19 JChild Care Facility: Drop In
Resident Fees Additional municipalities may
be added to resident status
20 based on support of Rec Center
Resident Rate Average as
percent of YMCA 75% 63% 60% 51% 50% 42%
21 |membership
| 22| Dropin
A Adult S 8 700 $ 5,600 | $ 7 250 $ 1,750 | $ 7 700 $ 4,900 | S 6 250 $ 1,500 | $ 7 700 $ 4,900 | $ 6 250 $ 1,500 |Scenario #2: Ave 2/day
i Senior S 6 525 $ 3,150 | $ 5 125 $ 625|$ 5 525 $ 2,625 | S 5 125 $ 625 | $ 5 525 $ 2,625 | $ 5 125 $ 625 |Scenario #2: Ave 1.5/day
Child & Youth S 6 1,750 $ 10,500 | $ 5 300 $ 1,500 | $ 5 1,750 $ 8,750 | S 5 300 $ 1,500 | $ 5 1,750 $ 8,750 | $ 5 300 $ 1,500 |Scenario #2: Ave 5/day taking
into account summer and
| 25} weekends.
| 27} Military S 7 50 $ 350 | $ 6 25 $ 150 | $ 6 50 $ 300 | S 5 25 $ 125 | S 6 50 $ 300 | $ 5 25 $ 125
28 Family S 14 100 $ 1,400 N/A S 12 100 $ 1,200 N/A S 12 100 $ 1,200 N/A
Multiple Use Passes May choose not to offer multi-
29 visit cards to push membership
E Adult-10 Visit Pass S 68 150 $ 10,200 N/A S 60 150 $ 9,000 N/A S 60 150 $ 9,000 N/A
| 311 Senior-10 Visit Pass S 50 150 $ 7,500 N/A S 42 150 $ 6,300 N/A S 42 150 $ 6,300 N/A
| 32} Youth-10 Visit Pass S 50 60 $ 3,000 N/A S 42 60 $ 2,520 N/A S 42 60 S 2,520 N/A
| 33 1 Family N/A N/A N/A N/A N/A N/A
36
Monthly Assume average monthly
| 37 ] membership over 12 months
EE Adult S 53 36 $ 22,89 | S 45 13 S 7,020 | $ 42 45 $ 22,680 | S 36 18 S 7,776 | 35 47 $ 19,740 | $ 30 19 $ 6,840
| 39 ] Adult Couple S 86 8 s 8,256 | S 73 2S 1,752 | $ 63 12 $ 9,072 | $ 54 3 1,944 | $ 53 13 $ 8,268 | S 45 4 S 2,160
| 41 ] Senior S 30 32 $ 11,520 | $ 26 10 $ 3,120 | $ 26 35 $ 10,920 | $ 22 12 $ 3,168 | S 20 35 S 8,400 | S 17 13 $ 2,652
| 42 | Senior Couple S 45 12 $ 6,480 | S 38 35S 1,368 | $ 39 15 $ 7,020 | S 33 43 1,584 | $ 30 16 $ 5,760 | S 26 58S 1,560
4_3 Child & Youth S 30 17 $ 6,120 | $ 26 2 S 624 | S 26 19 S 5928 | S 22 2°S 528 |$ 20 21 S 5,040 [ S 17 23 408
| 45} Family (4 members) S 99 60 $ 71,280 |$ 84 22 $ 22,176 | $ 86 70 $ 72,240 | S 73 30 $ 26,280 | $ 66 74 S 58608 | S 56 32 $ 21,504
4_6 Military (Adult) S 45 4 2,160 | S 38 35S 1,368 | S 36 6 S 2,592 | S 31 43 1,488 | $ 30 6 S 2,160 | S 26 4 S 1,248
| 47} Military Family S 84 2 S 2,016 | $ 71 13 852 |$ 73 4 3,504 | S 62 159 744 | $ 56 6 S 4,032 | $ 48 2 s 1,152
Corporate S - Explore corporate fitness
partnerships-include $$
48 placeholder.
Annual Annual is approximately 11
49 months equivalent.
E Adult $ 585 60 $ 35100 |S 497 24 S 11,928 |S 462 75 $ 34,650 [ S 393 32 8 12,576 | S 385 79 S 30415|S 327 34 $ 11,118
| 511 Adult Couple S 946 22 $ 20812|S 804 10 $ 8,040 |$ 695 30 $ 20,850 [ S 590 14 S 8,260 | $ 583 32 $ 18656 |S 495 15 S 7,425
| 53 Senior $ 330 50 $ 16,500 | S 280 16 $ 4,480 | S 285 60 $ 17,100 | $ 242 20 $ 4,840 |S 220 64 S 14,080 |S 187 22 s 4,114
| 54} Senior Couple $ 495 16 $ 7,920 | $ 421 6 S 2,526 |S$ 430 24 S 10,320 | $ 365 8 S 2,920 |$ 330 25 S 8,250 | $ 280 9 S 2,520
| 56 Child & Youth $ 330 25 $ 8,250 | $ 280 2S 560 | $ 285 35 $ 9,975 | $ 242 43 968 |$ 220 37 $ 8,140 | $ 187 58S 935
Family (4 members) $ 1,090 330 $ 359,700 [ $ 926 90 $ 83,340 |$ 945 425 $ 401,625 [ $ 803 125 $ 100,375 | $ 725 467 $ 338,575 |S 616 131 $ 80,696 |Family annual is equivalent of
| 58 | 10 months to incentivize
| 59} Military (Adult) S 495 3 1,485 [ S 420 158 420 |S 395 58 1,975 (S 335 2°S 670 | $ 330 6 S 1,980 [ S 280 35S 840
| 60} Military Family S 924 2S 1,848 S 785 158 785|s 800 3 2,400 [ S 680 158 680 |$ 615 553 3,075 |$ 523 158 523
| 61] Corporate-Individual
| 62 ] Corporate Family
63
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APPENDIX B2--Membership Structure and Projections

A c | b E F [ | H [ R | K | VIl N o | r | Q R s | T U
5 |May 10, 2021 Lino Lakes Rec Center: Membership Scenarios
6 Category of Membership Scenario #1 Scenario #2 Scenario #3 Comments
7 Overall Building Fitness Only Overall Building Fitness Only Overall Building Fitness Only
#of Total #of Total #of # of #of Total #of Total
8 Rate bers Rate b Rate b Total Rate b Total Rate S Rate Members Revenue
Seasonal Membership (3
|_64 Jcontiguous months)
i Adult S 143 10 $ 1,431 S 122 35S 365|$ 113 13 S 1,474 | S 97 49 389 | S 95 14 S 1,323 | S 81 58 405
i Adult Couple S 232 2 S 464 [ S 197 0 s - S 170 49 680 S 146 18 146 | S 143 58 716 [ S 122 2 S 243
ﬁ Senior S 81 10 $ 810 | $ 70 2 S 140 | $ 70 13 S 913 | $ 59 49 238 | S 54 15 $ 810 | $ 46 58 230
ﬂ Senior Couple S 122 3 365 (S 103 18 103 |$ 105 58 527 | $ 89 18 89S 81 6 S 486 | S 70 2 S 140
l Child & Youth S 81 35 S 2,835 S 70 10 $ 702 | $ 70 40 S 2,808 | S 59 14 $ 832|$ 54 44 S 2,376 | $ 46 15 $ 689
| 73] Family (4 members) S 267 70 S 18,711 |S 227 15 S 3,402 | S 232 75 S 17,415 [ $ 197 18 S 3,548 S 178 79 S 14,078 | S 151 19 §$ 2,873 |Family summer memberships.
& Military (Adult) S 122 2 S 243 (S 103 18 103 | $ 97 35S 292 | $ 84 18 841s 81 4 S 324 (S 70 S 140
A Military Family S 227 2 S 454 (S 192 18 192 |s 197 35S 591 (S 167 18 167 | $ 151 4 S 605 (S 130 13 130
| 76|
| 77}
Non-Resident Fees Non-Resident Average % less
| 78 | than YMCA Rates
Non-Resident Rate Average 89% 76% 69% 60% 58% 50%
as percent of YMCA
| 79 |membership
ﬂ Drop In
| 811 Adult S 9 650 S 5,850 | S 8 250 S 2,000 | $ 8 650 S 5,200 | $ 7 250 $ 1,750 | $ 8 650 S 5,200 | S 7 250 $ 1,750 |Ave 2/day
| 82} Senior S 7 400 S 2,800 | S 6 100 $ 600 | S 6 400 S 2,400 | S 6 100 $ 600 | $ 6 400 $ 2,400 | S 6 100 $ 600
Child & Youth S 7 1,400 $ 9,800 | S 6 150 $ 900 | $ 6 1,400 $ 8,400 | S 6 150 $ 900 | $ 6 1,400 $ 8,400 | S 6 150 $ 900 [Combine all Youth 18 and under
83
[62]  Youth1315 s 7 $ - NG s - |s s $ - $ - |s s $ - $ -
85 Family (4 members) S 16 S - N/A S 14 60 $ 840 N/A S 14 60 S 840
Multiple Use Passes X10 S - S - $ - $ - Do not recommend punch
| 86 passes. Drive to memberships
| 87} Adult S 82 120 $ 9,840 N/A S 72 120 $ 8,640 N/A S 72 120 $ 8,640 N/A
| 88 Senior S 60 120 $ 7,200 N/A S 50 120 $ 6,000 N/A S 50 120 $ 6,000 N/A
| 89 Youth S 60 50 $ 3,000 N/A S 50 50 $ 2,500 N/A S 50 50 $ 2,500 N/A
90 Family (4 members) $ - N/A N/A N/A N/A
Monthly Assume average monthly
| 91] membership over 12 months
i Adult S 64 26 S 19,968 |$ 54 14 S 9,072 | $ 50 44 S 26,400 | S 43 20 $ 10,320 | $ 42 48 $ 24,192 | S 36 22 s 9,504
| 93 | Adult Couple (Dual) $ 103 8 s 9,888 | S 88 158 1,056 | $ 75 15 S 13,500 | $ 64 35 2,304 | S 63 17 $ 12,852 (S 54 4 S 2,592
| 94 | Senior S 36 23 S 9,936 | S 31 6 S 2,232 |$ 31 30 $ 11,160 | $ 26 9 S 2,808 | S 24 33 s 9,504 | S 20 1 $ 2,640
| 95 ] Senior Couple S 54 6 S 3,883 | S 46 2S 1,104 | $ 43 9s 4,644 | S 37 3 1,332|$ 36 10 $ 4,320 | $ 30 4 S 1,440
i Child & Youth S 36 14 S 6,048 | S 31 2 S 744 | S 31 16 $ 5952 | $ 26 2°S 624 | $ 24 17 $ 4,896 | $ 20 2 s 480
| 98 | Family (4 members) $ 120 55 $ 79,200 |$ 102 12 $ 14688|S 103 70 $ 86,520 | S 88 15 $ 15,840 | $ 79 77 S 72,99 | $ 67 17 $ 13,668
| 99 | Military (Adult) S 54 2 S 1,29 | S 46 158 552 | $ 43 2S 1,032 (S 37 159 444 | S 36 35S 1,29 | $ 30 18 360
| 100] Military Family $ 100 2 S 2,400 | S 85 158 1,020 | $ 87 2S 2,088 | S 74 159 883 | S 67 35S 2,412 S 57 2 s 1,368
101 Corporate S -
| 102]  Annual
| 103} Adult $ 704 43 $ 30272 |S 598 18 $ 10,764 |S$ 550 68 $ 37,400 [ S 468 22 S 10,296 | S 462 71 $ 32,802 |S 393 23 S 9,039
| 104} Adult Couple $ 1,133 15 $ 16,995 (S 963 6 S 5778 |$ 825 24 S 19,800 | $ 701 6 S 4,206 |S 693 25 $ 17,325|S 589 7S 4,123
| 105} Senior S 39 35 $ 13,860 | S 337 7 2359 |$ 341 45 S 15,345 | $ 290 9s 2,610 | S 264 50 $ 13,200 | S 224 1 S 2,464
| 106} Senior Couple S 594 10 $ 5940 | $ 505 3 1,515 |$ 473 16 S 7,568 | S 402 6 S 2,412 |$ 39 18 $ 7,128 | $ 337 7S 2,359
| 107} Child & Youth S 39 25 $ 9,900 | $ 337 3 1,011 |$ 341 39 $ 13,299 | $ 290 43 1,160 | $ 264 44 S 11616 | S 224 55$ 1,120
| 109} Family (4 members) $ 1,320 185 $ 244,200 | S 1,122 60 $ 67,320 S 1,133 275 S 311,575 | $ 963 20 $ 86,670 | $ 869 300 $ 260,700 (S 739 100 $ 73,900
| 110} Military (Adult) $ 594 158 594 | $ 505 158 505 |$ 473 2S 946 | $ 402 2°S 804 |$ 396 33 1,188 [ S 337 35S 1,011
| 111} Military Family $ 1,100 158 1,100 [ S 935 158 935|$ 957 2S 1914 (s 813 159 813 |$ 737 33 2,211 |$ 626 2s 1,252
| 112} Corporate-Individual
| 113} Corporate-Family
114
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APPENDIX B2--Membership Structure and Projections

A c | o | E | F [ | T T | K | I Y | N | o | r | Q | R s | T | U
5 |May 10, 2021 Lino Lakes Rec Center: Membership Scenarios
6 Category of Membership Scenario #1 Scenario #2 Scenario #3 Comments
7 Overall Building Fitness Only Overall Building Fitness Only Overall Building Fitness Only
#of Total #of Total #of # of #of Total #of Total
8 Rate bers Rate b Rate b Total Rate bers Total Rate S Rate Members Revenue
| 115]Seasonal Membership
| 116] Adult $ 173 9 $ 1555($ 146 S - |s 135 1 $ 1,485 [ $ 116 89 348 S 113 12§ 1361|s 97 48 389
 117] Adult Couple S 278 2s 556 | S 238 S = $ 203 35S 608 | S 173 4 691 ]S 170 4 680 | S 146 4 S 583
 119] Senior $ 97 8 $ 778 |S 84 $ - s &4 1 $ 92118 70 48 28115 65 12 $ 778|$ 54 &9 270
| 120] Senior Couple S 146 2s 292|$ 124 S = $ 116 43 464 | S 100 18 00)s 97 553 486 (S 81 2s 162
| 122] Child & Youth $ 97 36 § 3499 ($ 84 $ - s &4 50 $ 4185|$ 70 59 35115 65 55 § 3564 [$ 54 6 $ 324
| 124] Family (4 members) S 324 33 § 10,692 |S$ 275 S = S 278 48 S 13,349 | S 238 8 S 1,901 | S 213 54 $ 11,518 |$ 181 9 1,628 |Family summer memberships
| 125} Military (Adult) S 146 2s 292 |$S 124 2S 248 |S 116 2S 232|$ 100 28 200 | $ 97 35S 292 | S 81 35S 243
126 Military Family $ 270 4 $ 1080 (S 230 2S 459 | $ 235 5S 1,175 [ $ 200 28 400|$ 181 6 $ 108 |S$ 154 35S 462
[727]
| 128]
Hotel/Condo Rental User
| 129]Programs
| 130] Use Purchases for guests
| 131] Rental by Owner guests
[ 132]
133
[ 134]
1_35 TOTAL: REVENUE BY SCENARIO $1,162,074 $ 284,252 $ 1,308,687 S 335,095 $1,123,873 $ 288,925
TOTAL: COMBINED REVENUE $1,446,326 $ 1,643,782 $1,412,798
| 137]ALL TYPES
| 138]
TOTAL: MEMBERSHIP REVENUE $1,081,884 $ 276,727 $ 1,239,112 S 328,095 $1,054,298 $ 281,925
139|BY CATEGORY
TOTAL: MEMBERSHIP REVENUE $1,358,611 $ 1,567,207 1,336,223
140 COMBINED OVERALL + FITNESS
E
1_42 TOTAL: MEMBERSHIP UNITS 1,360 381 1,812 547 1,977 609
| 143]  Combined 1,741 2,359 2,586
| 144]  Resident 813 239 1,019 324 1,104 352
| 145]  Non-resident 547 142 793 223 873 257
| 146] Percentage Residents 60% 63% 56% 59% 56% 58%
ﬂ Percent by Overall/Fitness 78% 22% 77% 23% 76% 24%
[ 149
| 150]MEMBERSHIP BREAKDOWN
| 151} Adult 184 14%) 72 19%) 256 4% 99 18%| 271 14%) 107 18%
| 152]  Adult Couple 57 4% 19 5% 88 5% 31 6%) 96 5% 36 6%)
| 153]  Senior 158 12%) 41 1%) 194 1% 58 11%| 209 11%) 67 11%)
| 154]  Senior Couple 49 4% 15 4% 73 4% 23 4% 80 4% 29 5%)
| 155]  Child/Youth 152 11%) 19 5% 199 11% 31 6%) 218 11%) 35 6%)
| 156] Family 733 54%| 199 52%| 963 53%| 286 52%) 1,051 53% 308 51%)
| 157]  Military Adult 14 1% 9 2%| 20 1% 12 2% 25 1% 16 3%
 158]  Miilitary Family 13 1%) 7 2% 19 1% 7 1% 27 1% 11 2%
| 161]
| 162| CATEGORY BREAKDOWN
| 163} Monthly 307 23%| 95 25%| 394 22%| 128 23%) 426 22%) 144 24%)
| 164]  Annual 823 61%| 249 65%| 1,128 62%) 346 63%) 1,229 62% 378 62%)
| 165]  Seasonal 230 17%) 37 10%) 290 16%) 73 13%) 322 16%) 87 14%)
166
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APPENDIX B2--Membership Structure and Projections

A c | o | E | F [ | H [ R | K | I Y | N | o | r | Q | R s | T U

5 |May 10, 2021 Lino Lakes Rec Center: Membership Scenarios

6 Category of Membership Scenario #1 Scenario #2 Scenario #3 Comments

7 Overall Building Fitness Only Overall Building Fitness Only Overall Building Fitness Only

#of Total #of Total #of # of #of Total #of Total

8 Rate bers Rate b Rate b Total Rate b Total Rate S Rate Members Revenue
| 167] TOTAL: MEMBERS 3,704 1,033 4,919 1,480 5,387 1,631
ﬂ Combined 4,737 6,399 7,018
| 169]  Members/Membeship Unit 2.72 2.71 2.71
[ 172]
| 173] TOTAL: DAY/DROP-IN REVENUE 5575 $ 39,450 1,200 $ 7,525 5635 $ 34,615 1,200 $ 7,000 5635 $ 34,615 1,200 $ 7,000
| 174} Combined 6,775 $ 46,975 6,835 6,835 $ 41,615 6,835 6,835 $ 41,615 1,200
| 175} Resident 3,125 700 3,125 700 3,125 700
| 176} Non-resident 2,450 500 2,510 500 2,510 500
| 177] Percentage Residents 46% 58% 55% 58% 55% 58%
| 178] Percent by Overall/Fitness 82% 18% 82% 18% 82% 18%
[ 179)]
| 180] TOTAL: PUNCH CARD REVENUE 650 $ 40,740 $ - 650 $ 34,960 0 s - 650 $ 34,960 0s -
[ 181]  Combined 650 $ 40,740 650 $ 34,960 650 $ 34,960
| 182]  Resident 360 360 360
| 183]  Non-resident 290 290 290
| 184} Percentage Residents 55% 55% 55%

185

756
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APPENDIX Cla-- P L City Managed Model

Al B | C | G | H | | | J K L
1 Lino Lakes Recreation and Community Center
2 Existing Facility City Managed
3 Profit & Loss Summary
4 |Membership Scenario #2
5 |May 10, 2021
6 |NOTES: *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
7 Initially assumes management by City with many programs outsourced.
8 Net Operating Revenue (Deficit) Categories Net Operating Revenue With City Admin Alloca. Incl.  With Reserve Included
9 Rec and Community Center Projections
10 |[REVENUE Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
11 FACILITY REVENUE S - $ 1,342,698 $ 1,767,017 S 1,853,709 S 1,944,063 $ 2,039,660
12 Educational, Classes, Camps and Clinics Rentals 0 0 0 0 0 0
13 Gym/Court Rentals 0 20,000 30,000 31,500 33,075 34,729
14 Pool Rentals 0 36,412 39,773 40,806 42,082 43,398
15 Competitive Event Rentals 0 0 0 0 0 0
16 Special Events & Function Space Rentals 0 21,000 28,000 28,840 29,911 31,065
17 Therapy, Rehab, Health Use 0 0 0 0 0 0
18 Memberships & Daily Use Fees 0 1,260,286 1,662,094 1,745,199 1,831,409 1,922,655
19 Retail and Vending Revenue 0 5,000 7,150 7,365 7,585 7,813
21 Facility Sponsorships/Advertising/Contributions 0 0 0 0 0 0
22 School District and Partners 0 0 0 0 0 0
23 Miscellaneous 0 0 0 0 0 0
24
25 PROGRAM REVENUE S - $ 296,024 $ 406,157 $ 445,246 $ 495,247 $ 517,873
26 |Education and Community Programming 0 5,500 10,500 10,815 11,248 11,698
27 Aquatic Training, Fitness and Therapy 0 20,000 32,500 33,800 35,152 36,558
28 Dry-Side Fitness & Training 0 65,000 70,550 73,372 76,307 79,359
29 Learn to Swim 0 154,524 208,607 239,899 281,686 295,770
30 Camps and Clinics 0 45,000 75,000 78,000 81,120 84,365
31 Aquatic Team Programs 0 0 0 0 0 0
32 Sport Team Programs 0 6,000 9,000 9,360 9,734 10,124
35 Program Sponsorships/Advertising/Contributions 0 0 0 0 0 0
36 Miscellaneous 0 0 0 0 0 0
37
38 TOTAL REVENUE S - $ 1,638,722 $ 2,173,174 $ 2,298,955 $ 2,439,310 $ 2,557,533
39 Projected Revenue Growth Rate 33% 6% 6% 5%
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APPENDIX Cla-- P L City Managed Model

Al B | C G H | J K L
40
41 EXPENSES Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
42 OPERATIONAL EXPENSES $ 515905 S 1,859,962 S 1,952,592 S 2,035,846 S 2,120,662 S 2,221,809
43 Utilities 9,000 140,631 144,850 149,195 153,671 158,281
44 Maintenance 19,000 44,000 45,320 46,680 48,080 56,522
45 Equipment and Supplies 239,514 139,000 144,010 146,170 148,395 150,687
46 Staff Wages & Salary & Benefits
47 Full Time Staff 137,708 609,500 639,975 671,974 705,572 740,851
48 Part Time Staff 15,500 457,600 480,480 504,504 529,729 556,216
49 Benefits and Payroll Taxes 58,183 335,320 352,086 369,690 388,175 407,584
50 Staff-Other Costs 3,000 9,500 9,738 9,981 10,230 10,486
51 Outside Services 15,000 16,000 11,150 11,335 6,525 6,720
52 General Office 11,500 88,411 107,184 110,708 114,356 118,206
53 Insurance 5,000 10,000 10,300 10,609 10,927 11,255
54 Miscellaneous Expense Contingency 2,500 10,000 7,500 5,000 5,000 5,000
55
56 PROGRAM EXPENSES S - $ 148,441 $ 191,529 $ 206,387 $ 226,177 $ 235,623
57 Community and Educational Programs 0 2,700 4,700 4,826 4,999 5,179
58 Aquatic Training, Fitness, and Therapy 0 9,000 14,000 14,520 15,061 15,623
59 Dry-Side Fitness &Training 0 30,900 33,453 34,751 36,101 37,505
60 Learn to Swim 0 69,101 89,886 102,042 117,988 123,412
61 Camps and Clinics 0 21,080 34,100 35,556 37,003 38,509
62 Aquatic Team Programs 0 0 0 0 0 0
63 Sport Team Programs 0 3,160 4,390 4,692 5,025 5,394
65 Program Staff-Miscellaneous 0 0 0 0 0 0
66 Scholarships & Student Support 0 5,000 5,000 5,000 5,000 5,000
67 Miscellaneous Expense Contingency 0 7,500 6,000 5,000 5,000 5,000
68
69 TOTAL OPERATING EXPENSES $ 515,905 S 2,008,403 S 2,144,121 S 2,242,233 S 2,346,839 $ 2,457,432
70 Projected Expense Growth Rate 7% 5% 5% 5%
71
72 CITY SHARED ADMINISTRATIVE EXPENSES S - $ 150,000 $ 157,500 $ 165,375 $ 173,644 S 182,326
73
74 GROSS TOTAL OPERATING EXPENSES $ 515,905 S 2,158,403 S 2,301,621 $ 2,407,608 S 2,520,483 S 2,639,758

20f3




APPENDIX Cla-- P L City Managed Model

Al B | C G | H | J | K | L
75
76 Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
77 INET OPERATING REVENUE (DEFICIT) (515,905) S (369,682) S 29,053 S 56,722 S 92,471 S 100,102
78 Not Including City Administrative Allocation
79 COST RECOVERY (Direct Revenue & Expenses Only) 0% 82% 101% 103% 104% 104%
80
81 CUMMULATIVE OPERATING NET REVENUE (DEFICIT) (515,905) $ (885,587) $ (856,534) $  (799,812) $ (707,341) $ (607,240)
82
83 INET GROSS OPERATING REVENUE (DEFICIT) $ (515,905) $ (519,682) S (128,447) S (108,653) S (81,173) S (82,224)
84 Including City Administrative Allocation
85 COST RECOVERY (Direct Revenue & Expenses Only) 0% 76% 94% 95% 97% 97%
86
87 CUMMULATIVE OPERATING NET REVENUE (DEFICIT) (515,905) $ (1,035,587) $ (1,164,034) $ (1,272,687) $ (1,353,860) $ (1,436,084)
88
89 INON-OPERATING EXPENSES
90
91 |Long Term Capital Replacement & Maintenance Reserve 0 0 60,000 70,000 80,000 82,400
92 Capital Reserve Accumulation Years 1-5 292,400
93 Years 6-10 84,872 87,418 90,041 92,742 95,524
94 Years 11-15 98,390 101,342 104,382 107,513 110,739
95 Years 16-20 114,061 117,483 121,007 124,637 128,377
96
97 Capital Accumulation Year 10 742,997
98 Capital Accumulation Year 15 1,265,362
99 Capital Accumulation year 20 0 1,870,927
100|NON-OPERATING EXPENSES - S - S 60,000 S 70,000 $ 80,000 $ 82,400
101
104|GRAND TOTAL ALL EXPENSES (Including Reserve) 515,905 S 2,158,403 $ 2,361,621 $ 2,477,608 $ 2,600,483 $ 2,722,158
105
106|GRAND TOTAL REVENUE (DEFICIT) (515,905) $ (519,682) $ (188,447) $ (178,653) $ (161,173) $ (164,624)
107 COST RECOVERY 0% 76% 92% 93% 94% 94%
108 CUMMULATIVE TOTAL GROSS REVENUE (DEFICIT) (515,905) $ (1,035,587) $ (1,224,034) $ (1,402,687) $ (1,563,860) $ (1,728,484)
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APPENDIX C1b--P L Summary Hybrid Model

c I

G

H

1 Lino Lakes Recreation and Community Center
2 Existing Facility Hybrid Management Model
3 Profit & Loss Summary
4 |Membership Scenario #2
5 |May 10, 2021

. Hybrid Management/Program model includes a Fitness Program Partner and Centennial Community Ed Swim Lesson/Aquatic
6 NOTES: Partnership
7 *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
8 Net Operating Revenue (Deficit) Categories Net Operating Revenue With City Admin Alloca. Incl. ~ With Reserve Included
9 Rec and Community Center Projections
10 |REVENUE Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
11 FACILITY REVENUE S - $1,336,903 $ 1,561,440 $ 1,634,173 $ 1,709,872 $ 1,790,042
12 Educational, Classes, Camps and Clinics Rentals 0 0 0 0 0 0
13 Gym/Court Rentals 0 20,000 30,000 31,500 33,075 34,729
14 Pool Rentals 0 36,412 39,773 40,806 42,082 43,398
15 Competitive Event Rentals 0 0 0 0 0 0
16 Special Events & Function Space Rentals 0 18,000 24,000 24,720 25,668 26,652
17 Therapy, Rehab, Health Use 0 0 0 0 0 0
18 Memberships & Daily Use Fees 0 1,181,491 1,385,017 1,454,268 1,525,932 1,601,904
19 Retail and Vending Revenue 0 6,000 7,650 7,880 8,116 8,359
21 Facility Sponsorships/Advertising/Contributions 0 0 0 0 0 0
22 School District and Partners 0 75,000 75,000 75,000 75,000 75,000
23 Miscellaneous 0 0 0 0 0 0
24
25
26 PROGRAM REVENUE $ - $ 120,639 186,162 $ 200,701 $ 219,024 $ 228,673
27 Education and Community Programming 0 7,000 13,000 13,390 13,926 14,483
28 Aquatic Training, Fitness and Therapy 0 20,000 32,500 33,800 35,152 36,558
29 Dry-Side Fitness & Training 0 0 0 0 0 0
30 Learn to Swim 0 48,639 65,662 75,511 88,827 93,268
31 Camps and Clinics 0 45,000 75,000 78,000 81,120 84,365
32 Aquatic Team Programs 0 0 0 0 0 0
33 Sport Team Programs 0 0 0 0 0 0
36 Program Sponsorships/Advertising/Contributions 0 0 0 0 0 0
37 Miscellaneous 0 0 0 0 0 0
38
39 TOTAL REVENUE $ - $ 1,457,541 $ 1,747,602 $ 1,834,874 $ 1,928,896 $ 2,018,715
40 Projected Revenue Growth Rate 20% 5% 5% 5%
41

1of3
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Al B | C G H | | | J | K L
42 EXPENSES Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
43 OPERATIONAL EXPENSES $ 437,255 $1,532351 S 1,617,475 $ 1,687,915 S 1,761,280 $ 1,848,308
44 Utilities 9,000 140,631 144,850 149,195 153,671 158,281
45 Maintenance 19,000 43,000 44,290 45,619 46,987 55,397
46 Equipment and Supplies 210,514 67,000 72,010 74,170 76,395 78,687
47 Staff Wages & Salary & Benefits
48 Full Time Staff 108,958 494,500 519,225 545,186 572,446 601,068
49 Part Time Staff 13,500 348,400 365,820 384,111 403,317 423,482
50 Benefits and Payroll Taxes 46,283 267,480 280,854 294,897 309,642 325,124
51 Staff-Other Costs 2,000 4,750 4,869 4,990 5,115 5,243
52 Outside Services 11,000 64,831 73,656 77,066 77,643 81,395
53 General Office 9,500 81,760 94,101 97,071 100,137 103,376
54 Insurance 5,000 10,000 10,300 10,609 10,927 11,255
55 Miscellaneous Expense Contingency 2,500 10,000 7,500 5,000 5,000 5,000
56
57 PROGRAM EXPENSES S - S 47,880 S 67,550 $ 69,182 $ 71,384 73,676
58 Community and Educational Programs 0 3,300 5,700 5,856 6,070 6,293
59 Aquatic Training, Fitness, and Therapy 0 9,000 14,000 14,520 15,061 15,623
60 Dry-Side Fitness &Training 0 1,000 1,000 1,000 1,000 1,000
61 Learn to Swim 0 4,750 4,750 4,750 4,750 4,750
62 Camps and Clinics 0 21,080 34,100 35,556 37,003 38,509
63 Aquatic Team Programs 0 0 0 0 0 0
64 Sport Team Programs 0 0 0 0 0 0
66 Program Staff-Miscellaneous 0 0 0 0 0 0
67 Scholarships & Student Support 0 5,000 5,000 5,000 5,000 5,000
68 Miscellaneous Expense Contingency 0 3,750 3,000 2,500 2,500 2,500
69
70 TOTAL OPERATING EXPENSES $ 437,255 $ 1,580,231 S 1,685,025 $ 1,757,097 S 1,832,664 $ 1,921,984
71 Projected Expense Growth Rate 7% 4% 4% 5%
72
73 CITY SHARED ADMINISTRATIVE EXPENSES S - $ 150,000 $ 157,500 $ 165,375 $ 173,644 $ 182,326
74
75 GROSS OPERATING EXPENSES $ 437,255 $ 1,730,231 S 1,842,525 $ 1,922,472 S 2,006,308 $ 2,104,310

20of3
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Al B | C G [ H | | J | K | L
76
77
78 |NET OPERATING REVENUE (DEFICIT) S (437,255) S (122,690) S 62,577 S 77,777 S 96,232 S 96,731
79 Not Including City Administrative Allocation
80 COST RECOVERY (Direct Revenue & Expenses Only) 0% 92% 104% 104% 105% 105%
81
82 CUMMULATIVE OPERATING NET REVENUE (DEFICIT) $ (437,255) $ (559,945) $ (497,368) $  (419,590) $ (323,359) $ (226,628)
83
84 INET GROSS OPERATING REVENUE (DEFICIT) $ (437,255) S (272,690) $ (94,923) $ (87,598) $ (77,412) $ (85,595)
85 Including City Administrative Allocation
86 COST RECOVERY (Direct Revenue & Expenses Only) 0% 84% 95% 95% 96% 96%
87
88 CUMMULATIVE OPERATING NET REVENUE (DEFICIT) $ (437,255) $ (709,945) $ (804,868) $ (892,465) $ (969,878) $ (1,055,473)
89
90 [NON-OPERATING EXPENSES
91
92 |Long Term Capital Replacement & Maintenance Reserve 0 0 60,000 70,000 80,000 82,400
93 Capital Reserve Accumulation Years 1-5 292,400
94 Years 6-10 84,872 87,418 90,041 92,742 95,524
95 Years 11-15 98,390 101,342 104,382 107,513 110,739
96 Years 16-20 114,061 117,483 121,007 124,637 128,377
97
98 Capital Accumulation Year 10 742,997
99 Capital Accumulation Year 15 1,265,362
100 Capital Accumulation year 20 0 1,870,927
101|NON-OPERATING EXPENSES $ - $ - S 60,000 $ 70,000 $ 80,000 $ 82,400
102
105|GRAND TOTAL ALL EXPENSES (Including Reserve) $ 437,255 $1,730,231 $ 1,902,525 $ 1,992,472 $ 2,086,308 $ 2,186,710
106
107|GRAND TOTAL REVENUE (DEFICIT) $ (437,255) S (272,690) $ (154,923) $ (157,598) S (157,412) $ (167,995)
108 COST RECOVERY 0% 84% 92% 92% 92% 92%
109 CUMMULATIVE TOTAL GROSS REVENUE (DEFICIT) $ (437,255) $ (709,945) $ (864,868) $ (1,022,465) $ (1,179,878) $ (1,347,873)
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Als] C | G | H | | | ] | K | L | M

1 Lino Lakes Recreation and Community Center
2 Comparison: City Managed versus Hybrid Management Model
3 Profit & Loss Summary
4 |Membership Scenario #2
[ 5 [ may 10, 2021
6 |NOTES: *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
z Initially assumes management by City with many programs outsourced.
| 8 | Net Operating Revenue (Deficit) Categories Net Operating Revenue With City Admin Alloca. Incl. With Reserve Included Net Operating Revenue With City Admin Alloca. Incl. ~ With Reserve Included
5 City Managed Rec and Community Center Projections Hybrid Management Model: Rec and Community Center Projections
10 |REVENUE Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
| 11 | FACILITY REVENUE S - $1,342,698 $ 1,767,017 $ 1,853,709 $ 1,944,063 $ 2,039,660 | $ - $ 1,336,903 $ 1,561,440 $ 1,634,173 $ 1,709,872 $ 1,790,042
12 Educational, Classes, Camps and Clinics Rentals 0 0 0 0 0 [J] IS - S - S - S - S - S -
E Gym/Court Rentals 0 20,000 30,000 31,500 33,075 34,729] $ -8 20,000 $ 30,000 $ 31,500 $ 33,075 $ 34,729
14 Pool Rentals 0 36,412 39,773 40,806 42,082 43,398] S - S 36,412 S 39,773 S 40,806 S 42,082 S 43,398
E Competitive Event Rentals 0 0 0 0 0 [\l IS - S - S - S - S - S -
16 Special Events & Function Space Rentals 0 21,000 28,000 28,840 29,911 31,065] S - S 18,000 $ 24,000 S 24,720 S 25,668 S 26,652
E Therapy, Rehab, Health Use 0 0 0 0 0 ol s - S - S - S - S - S -
18 Memberships & Daily Use Fees 0 1,260,286 1,662,094 1,745,199 1,831,409 1,922,655] $ - $ 1,181,491 $ 1,385017 $ 1,454,268 S 1525932 $ 1,601,904
E Retail and Vending Revenue 0 5,000 7,150 7,365 7,585 7,813 ¢ -8 6,000 $ 7,650 $ 7,880 $ 8,116 $ 8,359
21 Facility Sponsorships/Advertising/Contributions 0 0 0 0 0 ol s - S - S - S - S - S -
z School District and Partners 0 0 0 0 0 o] s -8 75,000 $ 75,000 $ 75,000 $ 75,000 $ 75,000
| 23 | Miscellaneous 0 0 0 0 0 o] s - S - S - S - S - S -
i
25
z PROGRAM REVENUE S - $ 296,024 $ 406,157 $ 445246 $ 495247 $ 517,873 ]|$ - $ 120,639 $ 186,162 $ 200,701 $ 219,024 $ 228,673
27 Education and Community Programming 0 5,500 10,500 10,815 11,248 11,698 0 7,000 13,000 13,390 13,926 14,483
z Aquatic Training, Fitness and Therapy 0 20,000 32,500 33,800 35,152 36,558 0 20,000 32,500 33,800 35,152 36,558
| 29 | Dry-Side Fitness & Training 0 65,000 70,550 73,372 76,307 79,359 0 0 0 0 0 0
30 Learn to Swim 0 154,524 208,607 239,899 281,686 295,770 0 48,639 65,662 75,511 88,827 93,268
E Camps and Clinics 0 45,000 75,000 78,000 81,120 84,365 0 45,000 75,000 78,000 81,120 84,365
32 Aquatic Team Programs 0 0 0 0 0 0 0 0 0 0 0 0
E Sport Team Programs 0 6,000 9,000 9,360 9,734 10,124 0 0 0 0 0 0
| 36 ] Program Sponsorships/Advertising/Contributions 0 0 0 0 0 0 0 0 0 0 0 0
| 37] Miscellaneous 0 0 0 0 0 0 0 0 0 0 0 0
38
39 TOTAL REVENUE $ - $ 1,638,722 $ 2,173,174 $ 2,298,955 $ 2,439,310 $ 2,557,533 | $ - $ 1,457,541 $ 1,747,602 $ 1,834,874 $ 1,928,896 $ 2,018,715
ﬂ Projected Revenue Growth Rate 33% 6% 6% 5%| $ - 20% 5% 5% 5%
| 41| Variance of Hybrid Model vs. City Managed $ (181,180) $ (425,572) $ (464,081) $ (510,414) $ (538,819)
42
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Als] C G H | | | ) K L M N | 0 | P | Q | R

23 City Managed Rec and Community Center Projections Hybrid Management Model: Rec and Community Center Projections

44 EXPENSES Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
| 45 | OPERATIONAL EXPENSES $ 515,905 $ 1,859,962 $ 1,952,592 $ 2,035,846 S 2,120,662 $ 2,221,809 | $ 437,255 $ 1,532,351 $ 1,617,475 $ 1,687,915 $ 1,761,280 $ 1,848,308

46 Utilities 9,000 140,631 144,850 149,195 153,671 158,281 9,000 140,631 144,850 149,195 153,671 158,281
E Maintenance 19,000 44,000 45,320 46,680 48,080 56,522 19,000 43,000 44,290 45,619 46,987 55,397

48 Equipment and Supplies 239,514 139,000 144,010 146,170 148,395 150,687 210,514 67,000 72,010 74,170 76,395 78,687
E Staff Wages & Salary & Benefits

50 Full Time Staff 137,708 609,500 639,975 671,974 705,572 740,851 108,958 494,500 519,225 545,186 572,446 601,068
E Part Time Staff 15,500 457,600 480,480 504,504 529,729 556,216 13,500 348,400 365,820 384,111 403,317 423,482

52 Benefits and Payroll Taxes 58,183 335,320 352,086 369,690 388,175 407,584 46,283 267,480 280,854 294,897 309,642 325,124
E Staff-Other Costs 3,000 9,500 9,738 9,981 10,230 10,486 2,000 4,750 4,869 4,990 5,115 5,243

54 Outside Services 15,000 16,000 11,150 11,335 6,525 6,720 11,000 64,831 73,656 77,066 77,643 81,395
E General Office 11,500 88,411 107,184 110,708 114,356 118,206 9,500 81,760 94,101 97,071 100,137 103,376
| 56 Insurance 5,000 10,000 10,300 10,609 10,927 11,255 5,000 10,000 10,300 10,609 10,927 11,255
[ 57 ] Miscellaneous Expense Contingency 2,500 10,000 7,500 5,000 5,000 5,000 2,500 10,000 7,500 5,000 5,000 5,000

58
E PROGRAM EXPENSES $ - $ 148,441 $ 191,529 $ 206,387 $ 226,177 $ 235623 | $ - $ 47,880 $ 67,550 $ 69,182 71,384 73,676

60 Community and Educational Programs 0 2,700 4,700 4,826 4,999 5,179 0 3,300 5,700 5,856 6,070 6,293
E Aquatic Training, Fitness, and Therapy 0 9,000 14,000 14,520 15,061 15,623 0 9,000 14,000 14,520 15,061 15,623

62 Dry-Side Fitness &Training 0 30,900 33,453 34,751 36,101 37,505 0 1,000 1,000 1,000 1,000 1,000
E Learn to Swim 0 69,101 89,886 102,042 117,988 123,412 0 4,750 4,750 4,750 4,750 4,750

64 Camps and Clinics 0 21,080 34,100 35,556 37,003 38,509 0 21,080 34,100 35,556 37,003 38,509
E Aquatic Team Programs 0 0 0 0 0 0 0 0 0 0 0 0

66 Sport Team Programs 0 3,160 4,390 4,692 5,025 5,394 0 0 0 0 0 0
E Program Staff-Miscellaneous 0 0 0 0 0 0 0 0 0 0 0 0
| 69 Scholarships & Student Support 0 5,000 5,000 5,000 5,000 5,000 0 5,000 5,000 5,000 5,000 5,000
l Miscellaneous Expense Contingency 0 7,500 6,000 5,000 5,000 5,000 0 3,750 3,000 2,500 2,500 2,500

71

72 TOTAL OPERATING EXPENSES $ 515,905 $ 2,008,403 $ 2,144,121 $ 2,242,233 $ 2,346,839 $ 2,457,432 |$ 437,255 $ 1,580,231 $ 1,685,025 $ 1,757,097 S 1,832,664 $ 1,921,984
| 73 | Projected Expense Growth Rate 7% 5% 5% 5% 7% 4% 4% 5%
| 74 ] Variance of Hybrid Model vs. City Managed $ (78,650) $ (428,172) $ (459,097) $ (485,136) $ (514,175) $ (535,448)

75
E CITY SHARED ADMINISTRATIVE EXPENSES S - $ 150,000 $ 157,500 $ 165375 $ 173,644 $ 182,326 |$ - $ 150,000 $ 157,500 $ 165375 $ 173,644 $ 182,326

77

78 GROSS TOTAL OPERATING EXPENSES $ 515,905 $ 2,158,403 $ 2,301,621 $ 2,407,608 $ 2,520,483 $ 2,639,758 | $ 437,255 $ 1,730,231 $ 1,842,525 $ 1,922,472 $ 2,006,308 $ 2,104,310
| 79| Variance of Hybrid Model vs. City Managed $ (78,650) $ (428,172) $ (459,097) $ (485,136) $ (514,175) $ (535,448)

80
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Als] C G | H | | | ) K L M | N | 0 | P | Q | R
81 City Managed Rec and Community Center Projections Hybrid Management Model: Rec and Community Center Projections
82 Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5
83 |[NET OPERATING REVENUE (DEFICIT) $ (515,905) S (369,682) S 29,053 S 56,722 S 92,471 S 100,102 |$ (437,255) S (122,690) $ 62,577 $ 77,777 S 96,232 S 96,731
84 Not Including City Administrative Allocation
E Variance of Hybrid Model vs. City Managed S 78,650 S 246,992 $ 33,524 S 21,055 S 3,761 S (3,371)
| 86 ] COST RECOVERY (Direct Revenue & Expenses Only) 0% 82% 101% 103% 104% 104% 0% 92% 104% 104% 105% 105%
87
E CUMMULATIVE OPERATING NET REVENUE (DEFICIT) | $ (515,905) $ (885,587) $ (856,534) $  (799,812) $ (707,341) $ (607,240)] $ (437,255) $ (559,945) $ (497,368) $ (419,590) $ (323,359) $ (226,628)
ﬁ Variance of Hybrid Model vs. City Managed $ 78,650 $ 325,642 $ 359,166 $ 380,221 $ 383,982 $ 380,612
90
91 |[NET GROSS OPERATING REVENUE (DEFICIT) $ (515,905) $ (519,682) S (128,447) S (108,653) $ (81,173) S (82,224)] $ (437,255) $ (272,690) S (94,923) $ (87,598) $ (77,412) S (85,595)
| 92 ] luding City Ad istrative All
| 93| Variance of Hybrid Model vs. City Managed $ 78,650 S 246,992 S 33,524 S 21,055 $ 3,761 $ (3,371)
| 94 | COST RECOVERY (Direct Revenue & Expenses Only) 0% 76% 94% 95% 97% 97% 0% 84% 95% 95% 96% 96%
95
E CUMMULATIVE OPERATING NET REVENUE (DEFICIT) | $ (515,905) $ (1,035,587) $ (1,164,034) $ (1,272,687) $ (1,353,860) $ (1,436,084)] $ (437,255) $ (709,945) $ (804,868) $ (892,465) $ (969,878) $ (1,055,473)
97 Variance of Hybrid Model vs. City Managed $ 78,650 $ 325642 $ 359,166 $ 380,221 $ 383,982 $ 380,612
98
| 99 |NON-OPERATING EXPENSES
[ 100]
| 101]Long Term Capital Replacement & Maintenance Reserve 0 0 60,000 70,000 80,000 82,400 0 0 60,000 70,000 80,000 82,400
 102] Capital Reserve Accumulation Years 1-5 292,400 292,400
& Years 6-10 84,872 87,418 90,041 92,742 95,524 84,872 87,418 90,041 92,742 95,524
 104] Years 11-15 98,390 101,342 104,382 107,513 110,739 98,390 101,342 104,382 107,513 110,739
ﬂ Years 16-20 114,061 117,483 121,007 124,637 128,377 114,061 117,483 121,007 124,637 128,377
[ 106]

ﬂ Capital Accumulation Year 10 742,997 742,997
108 Capital Accumulation Year 15 1,265,362 1,265,362
E Capital Accumulation year 20 0 1,870,927 0 1,870,927
110 NON-OPERATING EXPENSES $ - $ - $ 60,000 $ 70,000 $ 80,000 $ 82,400 | $ - $ - $ 60,000 $ 70,000 $ 80,000 $ 82,400

£

114|GRAND TOTAL ALL EXPENSES (Including Reserve) $ 515,905 $ 2,158,403 $ 2,361,621 $ 2,477,608 $ 2,600,483 $ 2,722,158 | $ 437,255 $ 1,730,231 $ 1,902,525 $ 1,992,472 $ 2,086,308 $ 2,186,710
115

116|GRAND TOTAL REVENUE (DEFICIT) $ (515,905) $ (519,682) $ (188,447) S (178,653) $ (161,173) $ (164,624)[ $ (437,255) $ (272,690) $ (154,923) $ (157,598) $ (157,412) $ (167,995)
117 COST RECOVERY 0% 76% 92% 93% 94% 94% 0% 84% 92% 92% 92% 92%

118 CUMMULATIVE TOTAL GROSS REVENUE (DEFICIT) $  (515,905) $ (1,035,587) $ (1,224,034) $ (1,402,687) $ (1,563,860) $ (1,728,484)[ $ (437,255) $ (709,945) S (864,868) $ (1,022,465) $ (1,179,878) $ (1,347,873)
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APPENDIX C2a--Facility Revenue City Managed Model

A B G | H [ | [ J [ K | L [ M
1 Lino Lakes Recreation and Community Center
2 Financial Forecast Pre-Opening Year Through Year 5
3
4 (OPTION Existing Facility City Managed Membership Scenario #2
| 5 |NOTES:
6 *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
7] Initially assumes management by City with many programs outsourced.
B
9 |may 10, 2021
10 |Facility Revenue
11 Issues to Review
12 Potential for Increased Revenue
13 Potential for Pre-Opening Revenue
14 Potential for Loss of Revenue
15 Rec and Community Center Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
17 |Educational, Class, Camp and Clinic Rentals
18
Youth Camps 0 0 0 0 0]Any outside groups renting space for camp programs. In
19 house camps/clinics are in program revenue
20 Sport Camps Outside sport group camp rentals
Recreational and Educational Classes and 0 0 0]Kayak, canoe, martial arts, dance for example:
21 Programming by outside providers Outsourced programming-could bring in house as developed
22 Community/Youth organizations Outside organizations renting space for programs.
23
24 EDUC, REC, CLASS, CAMP RENTALS 0 0 0 0 0 0
25
26 |Gym/Court Space Rentals
Hourly Gym Rentals = $60/full court/hour;
27 $35/half court/hour.
28 Basketball Programs
29 AAU Program
30 Centennial Basketball Assoc.
31 General Rental 20,000 30,000 31,500 33,075 34,729 110 hours/week @ $60/hour for 50 weeks in Year 2.
32
33 Volleyball
34 Pickle ball
35 Other Sport Program
36 Non-sport Rentals
37
38
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APPENDIX C2a--Facility Revenue City Managed Model

Al B G H [ | [ J [ K L M
15 Rec and Community Center Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
39 GYM/COURT RENTALS SUBTOTAL 0 20,000 30,000 31,500 33,075 34,729
40
Pool Rentals Rental revenue based on Schedule Matrix time allocated. Local
Club team has expressed immediate interest in renting lane
41 space.
42 Tentative Lane Rental Rates: 25 yard-$12.50/lane/hour
43 Club Team Lane Rental
Great Wolf Swim Club 30,912 32,148 32,952 33,941 34,959|Club has expressed interest in renting as soon as facility opens.
Rent approximately 14 hours/week for 4 lanes at $12/lane/hour
44 for 46 weeks/year.
45 Other Groups/Clubs 0 0 0 0
46 25 Yd. Pool Rentals (Non-competitive) 0 0 0 0
47 Program/Leisure Pool Rentals 2,500 2,625 2,704 2,785 2,868|Lesson Program or Community Ed Aquatic Programs

Therapy/Rehab 3,000 5,000 5,150 5,356 5,570|Rental rate for space in Program/Leisure Pool @ $50/hour. Year
2 =100 hours per year, roughly 2 hours/week. Very conservative.
Likely to be able to get some advance commitments.

48
49
50 POOL RENTALS SUBTOTAL 0 36,412 39,773 40,806 42,082 43,398
51
52 |Competitive Event Rentals Not Applicable in existing facility
62
COMPETITIVE EVENTS REVENUE 0 0 0 0 0 0
63 SUBTOTAL
64
65 |Special Rentals and Functions
66
Birthday Parties and other parties 16,000 20,000 20,600 21,424 22,281 |Average Fee of $200 for party-anticipate 100/year initially.-covers
67 wide range of party functions.

Meeting/Function Spaces 2,000 4,000 4,120 4,244 4,371|Potential for rentals of meeting spaces. Approximate meeting

space rental of $50/hour plus set up fee. Year 2 estimate is 80
68 hours per year; roughly 1.6 hours/week.

Fitness Studios or Workout space rentals 3,000 4,000 4,120 4,244 4,413|Potential for outside organizations and programs to rent workout
spaces and studio spaces when available. Includes outside
program providers of classes such as martial arts, outside fitness

69 classes, dance groups, etc.
70 Other rentals
71
72 SPECIAL EVENTS, FUNCTIONS, RENTALS 0 21,000 28,000 28,840 29,911 31,065
73
74 |Therapy, Rehab and Health Care Programming Outsourced rental to health care provider/partner
75 Therapy time rental I 0 0 0] 0 0]Showing in Pool rental
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A B G | H [ | [ J [ K | L M
15 Rec and Community Center Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
76 Corporate health care programs
77
78 THERAPY, REHAB, HEALTH SUBTOTAL 0 0 0 0 0 0
84
Public Memberships/Daily Usage See Membership Worksheet. Utilized Membership Scenario #2.
85
Plan on advance membership drive in Year Zero to help offset
Year Zero costs. Launch approximately 3 months prior to
86 opening.
87
88 Daily Admission 39,534 41,615 43,696 45,881 48,175]See membership worksheet for breakdown of passes
Residents 0 0 O]Anticipate high start up for drop-in admissions in Year 1 as people
89 try out the "new" Rec Center.
90 Non-residents 0 0 0
91 12-Punch Pass 29,716 34,960 36,708 37,809 39,700
92 Residents 0 0 0 0
93 Non-residents 0 0 0 0

Membership Fees See Membership/Use Market analysis and projection worksheet.
Want to review our assumptions, rates, and calculations.
Potential for pre-opening advance membership sales. Year 1is
75% of Year 2 projections based on membership model. Growth
Year 2 to 3 is 5% and Year 3 on at 3%. Used Scenario #2.

94
95 Overall Facility Membership 929,334 1,239,112 1,301,068 1,366,121 1,434,427 Anticipate membership fee increase in Year 4 or sooner.
96 Fitness Only Membership 246,071 328,095 344,500 361,725 379,811
Residents Anticipate attracting more residents compared to Y but losing
97 some non-residents who may continue at Forest Lake Y.
Non-residents We have the breakdown of the Y members by resident to
98 compare.

Child Watch Membership Add-On 12,750 15,000 15,750 16,223 16,709]100 drop-ins per week at 50 weeks @$3/drop-in. Will revisit the
business plan for this based on area facilities and develop a
membership add on option. Market range is $1 to $6.50 for drop

99 in.

Corporate Membership Programs Explore Opportunities-May depend on accessibility of location to
100 businesses.

Combined Group/Organizational
101 membership partnerships

Hotel Guest Membership Program 2,880 3,312 3,478 3,651 3,834|Explore Opportunities with Hampton Inn. Project average of 40
day passes/month @ $6/pass for the Hotel. May be drop in
passes purchased by the hotel. May link to some sponsorship

102 program.
103
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A B G | H [ | [ J [ K | L M
15 Rec and Community Center Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
104
105 MEMBERSHIP/DAILY USAGE SUBTOTAL 0 1,260,286 1,662,094 1,745,199 1,831,409 1,922,655
106
107 |Retail and Vending:

Vending Machine Revenue 1,000 1,150 1,185 1,220 1,257)Vending machines at facility-share of proceeds to facility revenue-|

108 focus on healthy vending systems (see examples)
109 Food concession No food concession in current facility.

Pro shop/Kiosk sales at front desk 4,000 6,000 6,180 6,365 6,556]Swim/workout accessories, bottled water/sports drinks, energy
bars, and other items sold as a service to members through front
desk kiosk. Line items shows net profit. No added staff to

110 support. Average $500/month profit in Year 2.
111
112 RETAIL & VENDING SUBTOTAL 0 5,000 7,150 7,365 7,585 7,813
113
114|Retail Lease Revenue No outside lease revenue in current facility.
115
116 Food Concessions
117 Other outsourced sales or space lease
118
119 RETAIL LEASE REVENUE SUBTOTAL 0 0 0 0 0 0
120
121|Facility Sponsorships and Contributions
122 Includes cost relieving in-kind donations (VIK)
Sponsorships 0 0 0 0 0]We have not included any "soft" dollars. Potential exists for
123 some sponsorship revenue within City guidelines and policies.
124 Advertising 0 0 0 0 0
125 Annual Fundraising
Partnerships Opportunity for corporate health programs/program funding and
126 other partnerships

Grant Support Potential program for membership scholarships or financial aid to
support financial aid to those that cannot afford the full cost of
membership or programs. Nothing factored in but potential

127 exists.
128
SPONSORSHIP/CONTRIBUTIONS 0 0 0 0 0 0
129 SUBTOTAL
130
131|Municipal, School District and Other Partnerships To be developed.
132
133 School District Annual Use
134 Neighboring Municipalities Operating subsidy in exchange of resident rates, etc.
135 Health Care Provider
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15

Rec and Community Center Projections

16

Category

Year Zero*

Year 1

Year 2

Year 3

Year 4

Year 5

Comments

136

137

138

Other

139

SCHOOL DISTRICT & OTHER

No partnership or rental use included in this business model

140

141

142

143

Miscellaneous Income
Other

144

MISCELLANEOUS INCOME

145

146

147

GRAND TOTAL-FACILITY REVENUE

o

1,342,698

1,767,017

1,853,709

1,944,063

2,039,660
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APPENDIX C2b--Program Revenue City Managed Model

A B G | H | ol ] ok | L | M
1 Lino Lakes Recreation and Community Center
2 Financial Forecast Pre-Opening Year Through Year 5
3
4 |OPTION Existing Facility City Managed Membership Scenario #2
5 |[NOTES:
6 *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
7 Initially assumes management by City with many programs outsourced.
8
9 |May 10, 2021
10 [Program Revenue
11 Revenue from In-house programs Issues to Review
12 Potential for Pre-Opening Revenue Potential for Increased Revenue
13 Potential for Loss of Revenue
14 ISG Projections
15 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
16
17 |Education and Community Programming
Lifesaving/Water Safety/Instructor 0 0 OJFacility not ideal for lifeguard training but could be joint program
Courses and Certification. with Community Ed using this facility and function room and high
18 school for deep water certification.
19 First Aid/CPR/AED 1,500 2,500 2,575 2,678 2,785|Provide classes for outside groups also.
20 Community Classes 2,000 4,000 4,120 4,285 4,456]Examples: Computer, Art, Nutrition, Etc.
21 Sport/Rec Intro Classes 2,000 4,000 4,120 4,285 4,456
22 Miscellaneous 0 0 0 0
Classes and other programs linked to 0 0 0 0 0
23 Health care providers
24
COMMUNITY AND EDUCATIONAL 0 5,500 10,500 10,815 11,248 11,698
25 PROGRAMMING SUBTOTAL
26
27 |Aquatics Training, Fitness and Therapy Programs
28 Aquatic Fitness Classes 15,000 25,000 26,000 27,040 28,122
29
Personal Training-Aquatics 5,000 7,500 7,800 8,112 8,436|Personal training and cross training are rapidly increasing in
30 aquatics. This is upside potential.
31
32
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A B G H | J K L M
14 ISG Projections
15 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
Senior Programs-independent of 0 0 0 0 0]Significant opportunities with senior living centers and supported
membership by facility meeting space. May want to engage organizations at
33 next step in the development process.
34 Aquatic Therapy/Rehab Outsources-showing in facility revenue as rental income
35
36 AQUATIC FITNESS SUBTOTAL 0 20,000 32,500 33,800 35,152 36,558
37
38 |Dry-Side Fitness & Training Programs
39
40 Dry-Land Fitness Classes 60,000 64,800 67,392 70,088 72,891
41 Personal Training-Dry-side 5,000 5,750 5,980 6,219 6,468 Personal Training is trending higher today. Upside potential.
Senior Programs-independent of Significant opportunities with senior living centers and supported
membership by facility meeting space. May want to engage organizations at
next step in the development process. Nothing factored in at this
point. Can also be outsourced as rental space for senior living
centers or other community senior programs.
42
43
44
45 DRY-SIDE FITNESS SUBTOTAL 0 65,000 70,550 73,372 76,307 79,359
46
Learn to Swim Program Includes all group lessons, kids and adults, private and semi-
private lessons, swim lessons for triathletes, or private stroke
47 lessons, etc.
48 See Market Analysis and Projection worksheets
Can explore partnership with School District existing Community
Ed program or explore potential outside provider partnership.
49
Registration Fees-Swim Lesson Program 154,524 208,607 239,899 281,686 295,770JAssumes in-house program.
50
51 Group Lessons 0 0 0
52 Private Lessons 0 0 OJPrivate Lessons are trending up
53 Semi-Private Lessons 0 0 0
54
55
Other Revenue (Grants, Sponsorships) Grant programs supporting community and disadvantaged learn
to swim programs, scholarships and community programs.
56
57
20of4 6/1/2021




APPENDIX C2b--Program Revenue City Managed Model

A B G H | J K L M
14 ISG Projections
15 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
School or Community Ed Partnership Potential for swim lesson partnership with school district-would
Program require some outside grant funding and transportation. Nothing
included at this point in time. Example: Swim lessons for all 2nd
58 graders.
59
60 LEARN TO SWIM PROGRAM SUBTOTAL 0 154,524 208,607 239,899 281,686 295,770
61
62 |Camp and Clinic Programs
63
Kids summer day camps/all sport 45,000 75,000 78,000 81,120 84,365
64 activities
65 Dive in Movies 0 0 0
66 Sport Specific Camps 0 0 0
67 Other Programs
68
69 CAMP/CLINIC PROGRAMS SUBTOTAL 0 45,000 75,000 78,000 81,120 84,365
70
71 |Aquatic Team Programs
72
73 USA Swimming In House Club 0 0 0 0 0]No in-house team. Outside clubs renting time.
Summer Rec Swim Team 0 0 0 0 OfXX kids @SXXX/summer 6 week season in summer league.
Explore Option-No revenue initially planned. Should explore in
74 Year 2.
Masters Masters projected as outside group renting pool space. May
consider an in-house masters or adult organized lap swimming
75 program at some point in time.
76
77
78 AQUATIC TEAMS SUBTOTAL 0 0 0 0 0 0
79 Any in-house programs
80 |Sport & Team Programs and Classes To be determined
81
82 Youth Team Programs Most likely to be outside programs, renting some space
83 Adult Team Programs
Pickle Ball 4,000 6,000 6,240 6,490 6,749]In-House Program: Small scale with current size of gym. If
program grows the Rec Center may consider renting outside court
84 spac for its program demand.
85 Introductory Sport Classes 2,000 3,000 3,120 3,245 3,375]May coordinate with Community Ed.
86 Other
87
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A B G H | J K L M
14 ISG Projections
15 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
88
89 SPORT TEAM PROGRAM SUBTOTAL 0 6,000 9,000 9,360 9,734 10,124
90
105
Program Specific Sponsorships and Contributions No "Soft" revenue factored in at this point, but anticipate some
revenue, especially in grant support for outreach and program

106 user subsidies and scholarships.
107 Sponsorships In support of Specific Programs
108 Advertising In support of Specific Programs
109 Annual Fundraising Annual Fundraising in support of specific programs.

Partnerships Opportunity for corporate health programs/program funding and
110 other partnerships
111 Grant Support Scholarship Programs and other grant support for programs
112

SPONSORSHIP/CONTRIBUTIONS 0 0 0 0 0 0
113 SUBTOTAL
114
115|Miscellaneous Income
116 Other
117
118 MISCELLANEOUS INCOME 0 0 0 0 0 0
119
120
121|GRAND TOTAL-PROGRAM REVENUE 0| 296,024 406,157 445,246| 495,247| 517,873
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APPENDIX C2c--Operational Expenses City Managed Model

A B G | H | [ | J | K | L | M
1 Lino Lakes Recreation and Community Center
2 Financial Forecast Pre-Opening Year Through Year 5
3
4 |OPTION Existing Facility City Managed Membership Scenario #2
5 |NOTES:
6 *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
7 Initially assumes management by City with some programs possibly outsourced.
8
9 |May 10, 2021
Factored in potential future $15/hour state minimum
10 |Operational Expenses wage.
11 Issues to Review Annual Utility and Misc. Expenses increases at 3%
12 Potential for Increased Costs Salary and Wages increase at 5% annually
13 Potential to Reduce Costs Specific Pre-Opening One Time Costs
14 ISG Projections
15 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
16 |Utilities
25 yard lap pool Based on 104,000 Gallons-3'5" deep to 5" deep.
(75' x 36') 2,700 Square Feet 6 hour turnover rate. Flow Rate =288 GPM. These
estimates are for the existing sand filters and equipment as
17 is.
18 Electric 6,000 6,180 6,365 6,556 6,753] Just pool water circulation
19 Water/Sewer 3,500 3,605 3,713 3,825 3,939] Does not include initial pool fill.
20 Gas (Heat/Cool) 6,000 6,180 6,365 6,556 6,753]Just Pool
21 Chemicals 0 0 0 0]in Equipment and Supplies
UV Light 0 0 0 0JAnnual Maintenance and Bulb Replacement in Pool
22 Maintenance
23
Program/Leisure Pool (60'x 36') Based on 29,000 Gallons-Zero depth to 4' deep. 6
2,160 Square Feet hour turnover rate. Flow Rate =241. These estimates are
24 for the existing Sand Filters.
25 Electric 5,000 5,150 5,305 5,464 5,628] Just the pool water circulation
26 Water/Sewer 3,000 3,090 3,183 3,278 3,377]Does not include initial pool fill.
27 Gas (Heat/Cool) 4,000 4,120 4,244 4,371 4,502|Just the pool
28 Chemicals 0 0 0 0]in Equipment and Supplies
UV Light 0 0 0 0JAnnual Maintenance and Bulb Replacement in Pool
29 Maintenance.
50 Pool Room Space Pool Room Space: 8,859 sq. ft. @ $3.25/sq. ft. =528,792
51 Electric 16,000 16,480 16,974 17,484 18,008 All Pool Room Space included.
52 Water/Sewer 792 816 840 865 891
53 Gas (Heat/Cool) 14,000 14,420 14,853 15,298 15,757
54
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APPENDIX C2c--Operational Expenses City Managed Model

B G H [ J K L M
14 ISG Projections
15 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
55
56 Common and Support Spaces 11,661 sf @5$3.00/sf = $34,983
57 Electric 20,000 20,600 21,218 21,855 22,510}Includes Locker rooms, Lobby, Offices, etc.
58 Water/Sewer 3,983 4,102 4,226 4,352 4,483
59 Gas (Heat/Cool) 15,500 15,965 16,444 16,937 17,445
60
61
62 Gym Space 4,566 sf @$2.50/sf = $11,415
63 Electric 5,500 5,665 5,835 6,010 6,190
64 Water/Sewer 415 427 440 453 467
65 Gas (Heat/Cool) 5,500 5,665 5,835 6,010 6,190
66
67
Fitness Center Spaces Includes all fitness workout and supporting spaces. 7,658 sf
68 @ $3.00/square foot. = $22,974
69 Electric 15,000 15,450 15,914 16,391 16,883
70 Water/Sewer 474 488 503 518 533
71 Gas (Heat/Cool) 11,250 11,588 11,935 12,293 12,662
72 0 0 0 0
73 0 0 0 0
86 Building Mechanicals and Operations 1,887 sq. ft.-average cost approx. $2.50 = $4,717
87 Electric 2,000 2,060 2,122 2,185 2,251
88 Water/Sewer 717 739 761 783 807
89 Gas (Heat/Cool) 2,000 2,060 2,122 2,185 2,251
90 0 0 0 0
91 0 0 0 0
UTILITIES SUBTOTAL 9,000 140,631 144,850 149,195 153,671 158,281|Approximately $3.35/sf. CurrentY is $3.30/sf. Year Zero
is total of estimated monthly costs while closed: roughly $
3,139/month assuming 4 months prior to full opening with
expenses for 3 months of use as COVID Vaccination center
factored out. This cost may increase as other costs are
factored in. Expenses through June 30, 2021 are covered
by State of Minnesota for use as COVID Vaccine site.
Lower energy use in warmer months when closed.
98
99
Maintenance Some of these services can be outside contracted services
100
101
Pool Maintenance 0 0 OJAnticipate Maintenance costs increasing as equipment ages
102
103 S&E Pool Mechanical 4,000 4,120 4,244 4,371 4,502
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APPENDIX C2c--Operational Expenses City Managed Model

A B G H | J K L M

14 ISG Projections
15 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments

UV System Maintenance and Bulb 0 0 0
104 Replacement
105 25 yard Lap Pool 5,000 5,150 5,305 5,464 5,628
107 Program Pool 3,000 3,090 3,183 3,278 3,377
110 Building Repairs & Maintenance 10,000 10,300 10,609 10,927 11,255

Building Grounds, Maint, Plowing 20,000 20,600 21,218 21,855 22,510]Provided by City Maintenance team, but additional costs
111 factored into Rec Center Budget

Replacement and Maintenance Showing in gross expenses below.
112 Accrual Fund

Equipment Repairs 2,000 2,060 2,122 2,185 2,251|Includes fitness equipment-Could be different in a Lease
113 situation
114 Pre-Opening: Pool 6,000

Pre-Opening: Cleaning 6,000 First Floor cleaned by State as part of Vaccination Center
115 rental.
116 Pre-Opening: Maintenance 3,000 Contingency
117 Pool Refill-Water and chemicals 4,000 7,000[Both Pools-On a 5-year drain and fill cycle
118
119 MAINTENANCE SUBTOTAL 19,000 44,000 45,320 46,680 48,080 56,522
120

Equipment & Supplies Includes start up supplies and any equipment not included
in Capital Costs and FF&E (Furniture, Fixtures, &
Equipment). Specific program equipment showing in

121 Program Expenses.
122 Office Supplies 3,000 3,090 3,183 3,278 3,377
123 First Aid/Safety 2,000 2,060 2,122 2,185 2,251
124 Maintenance/Repair/Materials 3,000 3,090 3,183 3,278 3,377

Custodial Supplies 30,000 30,900 31,827 32,782 33,765]YMCA was on the high side on this. Anticipate some
125 savings with overall City purchase contracts.
126 Pool Chemicals 0 0 0 0
127 Lap Pool 5,000 5,150 5,305 5,464 5,628
128 Program/Leisure Pool 2,000 2,060 2,122 2,185 2,251

Pre-Opening Re-branded Building 16,000
132 Signage
133 Pre-Opening Pool Equipment 26,149

Pool Equipment 2,000 2,060 2,122 2,185 2,251]Includes equipment needed for opening and then annual
134 replacements

Pre-Opening Sport Equipment 7,940 Includes equipment needed for opening and then annual
135 replacements. Includes Gym Equipment

Sport Equipment 2,000 2,060 2,122 2,185 2,251]Includes equipment needed for opening and then annual
136 replacements. Includes Gym Equipment

Pre-Opening Fitness Equipment 50,000 $15,000 in equipment already purchased. Already
137 Purchases purchased from Y by City.
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14 ISG Projections
15 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
138 Fitness Equipment Purchases 0 3,000 3,090 3,183 3,278
Fitness Equipment Leasing 9,000 72,000 72,000 72,000 72,000 72,000]Assumes Leasing majority of equipment at average of
139 $6,000/month. Start 6 weeks prior to opening.
Move and Set up Fitness Equipment,
140 Flooring, etc.
141 Recreational Supplies 2,000 2,060 2,122 2,185 2,251
142 Uniforms 3,000 3,090 3,183 3,278 3,377|May be offset by equipment/apparel sponsorships
143 Printing & Postage 1,000 1,030 1,061 1,093 1,126
Pre-Opening General Supplies and 48,000 Includes Start Up for Camp Equipment, Child Watch/Kids
144 Equipment Stuff Equipment
145 General Supplies and Equipment 0 5,000 5,150 5,305 5,464 5,628
Pre-Opening Building General 65,425 Includes Start Up for Custodial Equipment, Copier, Printers,
Supplies, Equipment and FF&E Camp Equipment, Child Watch/Kids Stuff Equipment
146 Contingency
Building General Supplies, 5,000 5,150 5,305 5,464 5,628
147 Equipment and FF&E Contingency
148
Pre-Opening Management Program 17,000 Includes Card Access/Membership System Management
149 Equipment Equipment and Software
150 Management Program Equipment 2,000 2,060 2,122 2,185 2,251|Updates, maintenance, and upgrades to systems
151
152
153 EQUIPMENT & SUPPLIES SUBTOTAL 239,514 139,000 144,010 146,170 148,395 150,687
154
Staff Costs: Salaries & Wages Year Zero includes staffing needed prior to opening of
facility and not included in project capital costs and
training of part-time staff. Using 5% annual escalation to
155 account for COLA and step increases.
156
Full-Time Staff Need to review proper job title hierarchy with the City
structure. City HR Director reviewing positions, grades,
157 and titles.
Facility Director 37,500 90,000 94,500 99,225 104,186 109,396]1.0 FTE Start position 5 months prior to opening. Review
158 based on market rate and City grade levels.
159 Program Manager 16,250 65,000 68,250 71,663 75,246 79,008]1/0 FTE Start position 3 months prior to opening.
Aquatic Supervisor 15,000 60,000 63,000 66,150 69,458 72,930]1.0 FTE May not be needed if working with Lease
160 Agreement-Start 3 months prior to opening.
Membership/Customer Service 13,750 55,000 57,750 60,638 63,669 66,853]1.0 FTE Start 3 months prior to opening.
161 Manager
Front Desk Coordinator 3,333 40,000 42,000 44,100 46,305 48,620]1.0 FTE Start 1 months prior to opening. May just be part-
162 time
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A B G H [ J K L M
14 ISG Projections
15 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
Fitness Supervisor 13,750 55,000 57,750 60,638 63,669 66,853]May not need if working with Lease Agreement-Start 3
163 months prior to opening.
164 Maintenance/Operations Manager 19,250 77,000 80,850 84,893 89,137 93,594]1.0 FTE Start 3 months prior to opening.

Administrative, Accounting, HR 9,500 55,000 57,750 60,638 63,669 66,853]1.0 FTE Start 3-4 months prior to opening. -Reviewing with
City HR and operations to determine need or add on costs
for existing City Staff. Is this covered in the City Admin

165 share costs?

Custodial & Bldg. Maint. Staff 9,375 112,500 118,125 124,031 130,233 136,744]2.5 FTE Start 1 Months prior to opening following deep
cleaning. Should this be in part-time? What should the
base annual salary/rate by for these positions? We used

166 $45,000 in this model.
167
168
169
170 FULL-TIME STAFF SUBTOTAL 137,708 609,500 639,975 671,974 705,572 740,851
171
172
Part-Time Staff Currently using 4% as annual escalation. All Part-Time
positions are <30 hours/week. Assuming $15 minimum
173 hourly wage in near future.
174 Front Desk/Access Control 3,000 78,000 81,900 85,995 90,295 94,809]2.5 FTE, 100 hrs./week @ $15.00/hr. - $78,000
175 Fitness Attendants 2,000 78,000 81,900 85,995 90,295 94,809|2.5 FTE, 100 hrs./week @ $15.00/hr. - $78,000
Gym Monitors 2,000 31,200 32,760 34,398 36,118 37,9241 FTE, 40 hrs./week @ $15.00/ hr.- $31,200. Includes safety
monitor and manage proper use of equipment ("lifeguard"
176 for the weight and workout spaces)
Head Lifeguard 2,000 18,720 19,656 20,639 21,671 22,754].5 FTE, 20 hrs./week @ $18.00/hr. - $18,720. Should be
177 CPO certified.
178 Lifeguards 2,000 93,600 98,280 103,194 108,354 113,771)3 FTE, 120 hrs./week @ $15.00/hr.- $93,600

Custodial/Maintenance Part-Time 2,500 95,680 100,464 105,487 110,762 116,300]2 FTE for part-time custodial @$23/hour. Is this an hourly

wage in line with current City custodial part-time staff?
179

Child watch 2,000 62,400 65,520 68,796 72,236 75,848|2 FTE, 80 hrs./week @ $15.00/hr.- $62,400. Revenue does
not come close to supporting costs of program, but it is an
important membership benefit/service. Year Zero is

180 training.

181 Program Instructors and Staff In program Expenses
182

183 Camp Staff In program Expenses
184 Other

185

186 Clerical/Administrative Support In Full Time Staff
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A B G H | J K L M

14 ISG Projections
15 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments

Event Staff costs All extraordinary event staff costs are paid separately by

event renter/host or included in event expenses as a pass

187 through.
188
189
190 PART-TIME STAFF SUBTOTAL 15,500 457,600 480,480 504,504 529,729 556,216
191
192 Staff Benefits and Payroll Taxes Confirm benefit & payroll tax calculations. HR reviewing.
193
194 Full Time
195 Benefits & Payroll Taxes 55,083 243,800 255,990 268,790 282,229 296,340|Roughly average 40%-will need to calculate exactly.
197
198 Part Time
200 Benefits & Payroll Taxes 3,100 91,520 96,096 100,901 105,946 111,243]Calculated at 20% to cover FICA, PERA, Workers Comp, etc.
201

BENEFITS & PAYROLL TAXES 58,183 335,320 352,086 369,690 388,175 407,584
202 SUBTOTAL
203
204

STAFF SALARIES, WAGES & BENEFITS 211,391 1,402,420 1,472,541 1,546,168 1,623,476 1,704,650
205 GRAND TOTAL
206

Staff Costs: Other NOTE: Outside services linked to funding, fundraising,
design, etc. included in capital costs, not operating
207 budget.
208
209 Staff Development and Training 2,000 2,500 2,563 2,627 2,692 2,760[Can be managed by management staff
210 Conferences 2,000 2,050 2,101 2,154 2,208
211 Staff Certifications & Licenses 500 2,000 2,050 2,101 2,154 2,208
212 Staff Travel 2,000 2,050 2,101 2,154 2,208
213 Dues/Subscriptions 500 1,000 1,025 1,051 1,077 1,104
214
215
216 STAFF COSTS-OTHER 3,000 9,500 9,738 9,981 10,230 10,486
217
218|Outside (contract) Services
219
220 Accounting Services Included in Full Time Staff
221 PR/Media Initially combined with Marketing.
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B G H | J K L M
14 ISG Projections
15 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
Marketing 10,000 10,000 5,000 5,000 Includes consultant fees. Can reduce after Year One and
222 phase out.
Building Rebranding Development 4,000 Consulting on branding of Rec/Community Center. Can be
223 combined with marketing and PR services also.
IT/Computer Support Included in City Admin Cost/Services Allocation line item.
224
225 Human Resources Handle in-house
226 Testing Services TBD
227 Custodial Outsourcing Currently showing in staff costs
228 Maintenance Outsourcing Currently showing in staff costs
229 Landscape Maintenance In Maintenance
230
231 Operations/Mgmt. Consultant N/A
232 Other
233 Trash Service 1,000 6,000 6,150 6,335 6,525 6,720
234 Contract Services 0 0 0|TBD
235
236 OUTSIDE SERVICES SUBTOTAL 15,000 16,000 11,150 11,335 6,525 6,720
237
238|General Office Costs
239 Phone/Media Service 0 3,000 3,100 3,200 3,300 3,400
240 Technology/IT Support 3,000 3,100 3,200 3,300 3,400
Scholarship and Membership 15,000 20,000 20,000 20,000 20,000} Allocation to support financial aid for residents not able to
Financial Aid afford full cost of facility use and programs. Likely part of
this expense can be offset by grant funding. At this point
no grant support or other charitable support of financial aid
241 is factored in to budget.
242 Postage 1,500 1,500 1,500 1,500 1,500 1,500)General marketing mailing
Marketing and Promo Materials 10,000 7,500 5,000 5,000 5,000 5,000]Marketing support for overall facility. Includes brochure,
post cards, and other collateral materials. Additional
marketing funds are also included in specific programs
under program expenses. Important to incorporate into
advance marketing. Some program specific marketing is
listed in Program Expenses line items for the specific
243 program.
244 Advertising 0 3,000 3,000 3,000 3,000 3,000
Fees-Registration/CC/On-Line 50,411 66,484 69,808 73,256 76,906 Calculated at 4% of 100% of membership revenue using on-
line registration and credit card processing. Program
Registration & CC Fees show in Program Expenses. This is
Maximum projected expenses and some savings are likely.
245
246 Bank Charges Are there any other bank charges
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14 ISG Projections
15 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
247 Legal Fees 5,000 5,000 5,000 5,000 5,000|Budgeted retainer.
248
249 GENERAL OFFICE SUBTOTAL 11,500 88,411 107,184 110,708 114,356 118,206
250
251]Insurance
252
253 Insurance: 5,000 10,000 10,300 10,609 10,927 11,255
254 Insurance: Property
255 Insurance: Liability
256 Insurance: Other
257
258 INSURANCE SUBTOTAL 5,000 10,000 10,300 10,609 10,927 11,255
259
260|Miscellaneous
261
262 Other Expenses

Expense Contingency 2,500 10,000 7,500 5,000 5,000 5,000|Contingency decreases as history provides better budgeting
263 info.
264
265 MISCELLANEOUS SUBTOTAL 2,500 10,000 7,500 5,000 5,000 5,000
266
267|TOTAL-OPERATING EXPENSES 515,905 1,859,962 1,952,592 2,035,846 2,120,662 2,221,809
268
269

GROSS OPERATING EXPENSES-Additional Support long term capital replacement, maintenance, and
growth. Target is $440,000 by Year 10 and $1,000,000 by

270 Year 20.
271|Facility Reserve How do you want to show or account for this.
272 Initial Funding of Reserve

Annual Reserve Replacement S - S - S 60,000 | S 70,000 | S 80,000 | S 82,400 |Capital Replacement and Maintenance Reserve Fund. See

Funding cumulative calculations in P & L Statement. After Year 3
273 reserve increases by 3% annually.
274
275
276|City Charge Backs (Administrative Overhead)

City Support/Admin Charge Backs 150,000 157,500 165,375 173,644 182,326 The share of City Overhead charged to Rec Center.
277 Increasing 5%/year per City.
278
279]Additional Gross Operating Expenses 0 150,000 217,500 235,375 253,644 264,726
280
281|TOTAL GROSS EXPENSES 515,905 2,009,962 2,170,092 2,271,221 2,374,306 2,486,535
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A B | G [ w | o+ 1 3 | x [ v | M
1 Lino Lakes Recreation and Community Center
2 Financial Forecast Pre-Opening Year Through Year 5
3
4 |OPTION Existing Facility City Managed Membership Scenario #2
5 |NOTES:
6 *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
7 Initially assumes management by City with many programs outsourced.
8
9 |May 10, 2021
10 |Program Expenses
11 Program related expenses not included in annual operating pool staff and expenses
12
13 Potential for Increased Costs  program Expenses increase by 3% after Year
14 Potential to Reduce Costs 2.
15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
17 |Community Educational Programming
Program Director 0 0 0 0 0]Program management and supervision in full-
18 time staff in Operational Expenses.
Instructors 1,650 3,150 3,245 3,374 3,509|Hourly-Instructor fees increase at rate equal
to increase in program gross revenue-
Instructor wages average 30% of gross
19 program fees.
Payroll Expenses/benefits/taxes 0 330 630 649 675 702)Assume part-time instructors. Calculated at
20% of wages to cover PERA, FICA,
20 Workman's comp, etc.
Travel, Staff Development Staff development and Training in
21 Operational Expenses.
22 Marketing and Promo Materials
23 Other Program Expenses 500 500 500 500 500}
24 Postage
Fees-Registration/CC/On-Line 220 420 433 450 468|Showing in Operational Expenses-Bank
25 Charges
26
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APPENDIX C2d:--Program Expenses City Managed Model
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15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
COMMUNITY EDUCATIONAL 0 2,700 4,700 4,826 4,999 5,179
27 SUBTOTAL
28
29 |Aquatic Training, Fitness and Therapy Programs
Fitness Program Director 0 0 0 0]Program management and supervision in full-
30 time staff in Operational Expenses.
Instructors for Classes 6,000 9,750 10,140 10,546 10,967|Hourly Wages calculated as 30% of class fee
31 revenue
33 Payroll Expenses/benefits/taxes 1,200 1,950 2,028 2,109 2,193]Assume part-time instructors
34 Travel, Staff Development Staff development and Training
35 Marketing and Promo Materials
36 Other Program Expenses 1,000 1,000 1,000 1,000 1,000}
37 Postage
Fees-Registration/CC/On-Line 800 1,300 1,352 1,406 1,462]Showing in Operational Expenses-Bank
38 Charges
39
40 AQUATIC FITNESS SUBTOTAL 0 9,000 14,000 14,520 15,061 15,623
41
42 |Dry-Side Fitness
Fitness Program Director Program management and supervision in full-
43 time staff in Operational Expenses.
Instructors 21,000 22,680 23,587 24,531 25,512 |Hourly Wages calculated as 35% of class fee
44 revenue
Personal Training Instructors 1,750 2,013 2,093 2,177 2,264]Hourly Wages calculated as 35% of class fee
45 revenue. Personal Training is growing.
Payroll Expenses/benefits/taxes 0 4,550 4,939 5,136 5,341 5,555]Assume part-time instructors: Both City
46 employees and independent contractors.
47 Travel, Staff Development Staff development and Training
48 Marketing and Promo Materials
49 Other Program Expenses 1,000 1,000 1,000 1,000 1,000}
50 Postage
51 Fees-Registration/CC/On-Line 2,600 2,822 2,935 3,052 3,174
52
53 DRY-SIDE FITNESS SUBTOTAL 0 30,900 33,453 34,751 36,101 37,505
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15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
54
55 |Learn to Swim Program Costs
Learn to Swim Program Director 0 0 0 0 0]Program management and supervision in full-
time staff in Operational Expenses. May want
to have dedictated program director based
on size of program. May be lead instructor.
56
Learn to Swim Instructors 43,267 58,410 67,172 78,872 82,816|Hourly, $18/hr.-Year 0 is training. Instructors
= approximately 28% of gross lesson
57 revenue.
58 Payroll Expenses/benefits/taxes 0 8,653 11,682 13,434 15,774 16,563]JAssume part-time instructors
59 Travel, Staff Development 1,000 1,000 1,000 1,000 1,000]Staff development and Training
60 Marketing and Promo Materials 1,000 1,000 1,000 1,000 1,000
61 Other Program Expenses 1,500 1,950 2,340 2,574 2,703
62 Postage
Fees-Registration/CC/On-Line 6,181 8,344 9,596 11,267 11,831|Showing in Operational Expenses-Bank
63 Charges
64 Scholarships 7,500 7,500 7,500 7,500 7,500
65
LEARN TO SWIM PROGRAM SUBTOTAL 0 69,101 89,886 102,042 117,988 123,412
66
67
68 |Camp and Clinic Programs
Camp Director 0 0 0 0 OJProgram management and supervision in full-
69 time staff in Operational Expenses.
70 All Camp Staff 14,400 24,000 24,960 25,958 26,997]Wages calculated at 32% of gross revenue
71
72 Payroll Expenses/benefits/taxes 0 2,880 4,800 4,992 5,192 5,399
Marketing and Promo Materials May include some advertising and direct mail
73 campaign
74 Other Program Expenses
75 Postage
Fees-Registration/CC/On-Line 1,800 3,000 3,120 3,245 3,375]Showing in Operational Expenses-Bank
76 Charges
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15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments

Other Camp Expenses 2,000 2,300 2,484 2,608 2,739|0utfitting/Specific Equipment/Audio visual,
77 etc.
78
79
80 CAMP and CLINIC SUBTOTAL 0 21,080 34,100 35,556 37,003 38,509
81
82 JAquatic Team Programs

US Masters Swimming Team Exploring as in-house or outsourced rental
83 program.
84
85
86 Coach Travel and Entertainment
87 Other Swim Team Expenses
88 Fees-Registration/CC/On-Line
89 Marketing and Promo Materials
90 Payroll Expenses/benefits/taxes
91 Masters Team Subtotal 0 0 0 0 0 0
92

Summer Recreation Swim Team Potential for summer rec team as program
93 grows-nothing factored in at this point.

Coaches Payroll 0 0 0 0 OfPart time coaches-wage based on XX% of
94 total team revenue.
95 Coach Travel and Entertainment
96 Other Swim Team Expenses 0 0 0 ol
Fees-Registration/CC/On-Line Showing in Operational Expenses-Bank

97 Charges
98 Marketing and Promo Materials
99 Payroll Expenses/benefits/taxes 0 0 0 0 0 O[No benefits
100 Summer Rec Team Subtotal 0 0 0 0 0 of
101
102 AQUATIC TEAMS SUBTOTAL 0 0 0 0 0 0
155
156|Sport Team Programs
157
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15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
Coaches/Instructors Payroll 1,800 2,700 2,808 2,920 3,037|Part time coaches-wage based on 30% of
158 total team revenue.
159 Coach Travel and Entertainment
160 Other Sport Program Expenses 1,000 1,150 1,323 1,521 1,749
Fees-Registration/CC/On-Line Showing in Operational Expenses-Bank
161 Charges
162 Marketing and Promo Materials In overall marketing
163 Payroll Expenses/benefits/taxes 0 360 540 562 584 607|No benefits
164
165
166 SPORT TEAMS SUBTOTAL 0 3,160 4,390 4,692 5,025 5,394
167
179
180|Scholarship and Student Support
Expenses related to all programs 5,000 5,000 5,000 5,000 5,000]All Programs except learn to swim which has
181 its own financial aid budget.
182
183
184 SCHOLARSHIP & SUPPORT SUBTOTAL 0 5,000 5,000 5,000 5,000 5,000
185
186 |Miscellaneous
187
Expense Contingency 7,500 6,000 5,000 5,000 5,000|Expense Contingency. ISG like to include a
miscellaneous contingency. Contingency
decreases each year as history better guides
188 budgeting.
189
190 MISCELLANEOUS SUBTOTAL 0 7,500 6,000 5,000 5,000 5,000
191
192|TOTAL-PROGRAM EXPENSES 0| 148,441| 191,529| 206,387 226,177 235,623
193
194 |Program Staff Wages & Benefits Subtotal 0 105,680 144,003 157,436 174,549 182,478
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A B | & | H | | | ) | K | M
1 Lino Lakes Recreation and Community Center
2 Financial Forecast Pre-Opening Year Through Year 5
3
4 |OPTION Existing Facility City Managed Membership Scenario #2
5 |NOTES:
6 *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
7 Initially assumes management by City with many programs outsourced.
8
9 |May 10, 2021
10 [Net Program Revenue
11 Issues to Review
12 Potential for Increased Revenue
13 Potential for Loss of Revenue
14 ISG Projections
15 Category Year 1’ Year 2 Year 3 Year 4 Year 5 Comments
16 [PROGRAM EXPENSES 148,441 191,529 206,387 226,177 235,623
17
18 |[PROGRAM INCOME 296,024 406,157 445,246 495,247 517,873
19
20 |NET PROGRAM REVENUE (DEFICIT) 147,583 214,628 238,859 269,070 282,251 |Year 2
21
22 [PROGRAM BREAKDOWN
23 |Community Education Programming
24 Expenses 2,700 4,700 4,826 4,999 5,179
25 Revenue 5,500 10,500 10,815 11,248 11,698
26 Net Revenue (Deficit) 2,800 5,800 5,989 6,249 6,519
27 Profit Margin 51% 55% 55% 56% 56%
28 |Aquatic Fitness and Training Programs
29 Expenses 9,000 14,000 14,520 15,061 15,623
30 Revenue 20,000 32,500 33,800 35,152 36,558
31 Net Revenue (Deficit) 11,000 18,500 19,280 20,091 20,935
32 Profit Margin 55% 57% 57% 57% 57%
33 |Dry-Side Fitness and Therapy Programs
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A B G H | | ) K M
14 ISG Projections
15 Category Year 1° Year 2 Year 3 Year 4 Year 5 Comments
34 Expenses 30,900 33,453 34,751 36,101 37,505
35 Revenue 65,000 70,550 73,372 76,307 79,359
36 Net Revenue (Deficit) 34,100 37,097 38,621 40,206 41,854
37 Profit Margin 52% 53% 53% 53% 53%
38 |Learn to Swim Programs
39 Expenses 69,101 89,886 102,042 117,988 123,412 |Includes funding of scholarships
40 Revenue 154,524 208,607 239,899 281,686 295,770 Jincludes grant for scholarships
41 Net Revenue (Deficit) 85,423 118,721 137,857 163,698 172,358
42 Profit Margin 55% 57% 57% 58% 58%
43 |Camp and Clinic Programs
44 Expenses 21,080 34,100 35,556 37,003 38,509
45 Revenue 45,000 75,000 78,000 81,120 84,365
46 Net Revenue (Deficit) 23,920 40,900 42,444 44,117 45,856
47 Profit Margin 53% 55% 54% 54% 54%
48 |Summer Rec Swim Team
49 Expenses 0 0 0 0 0
50 Revenue 0 0 0 0 0
51 Net Revenue (Deficit) 0 0 0 0 0
52 Profit Margin #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0!
73 |Sport/Team Programs
74 Expenses 3,160 4,390 4,692 5,025 5,394
75 Revenue 6,000 9,000 9,360 9,734 10,124
76 Net Revenue (Deficit) 2,840 4,610 4,668 4,709 4,730
77 Profit Margin 47% 51% 50% 48% 47%
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APPENDIX C3a Facility Revenue Hybrid Management Model

A B G | H [ | [ J [ K | L [ M
1 Lino Lakes Recreation and Community Center
2 Financial Forecast Pre-Opening Year Through Year 5
3
4 (OPTION Existing Facility Hybrid Management Model Membership Scenario #2
| 5 |NOTES:
| 6 | Hybrid Management/Program model includes a Fitness Program Partner and Centennial Community Ed Swim Lesson/Aquatic Partnership
7 *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
8 | Initially assumes management by City with many programs outsourced.
[ o]
[ 10 | may 10, 2021
11 |Facility Revenue
12 Issues to Review
13 Partnership: Decreased Revenue Potential for Increased Revenue
14 Partnership: Decreased Expenses Potential for Pre-Opening Revenue
15 Potential for Loss of Revenue
16 Rec and Community Center Projections
17 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
18 |Educational, Class, Camp and Clinic Rentals
19
Youth Camps 0 0 0 0 0JAny outside groups renting space for camp programs. In
20 house camps/clinics are in program revenue
21 Sport Camps Outside sport group camp rentals
Recreational and Educational Classes and 0 0 0]Kayak, canoe, martial arts, dance for example:
2 Programming by outside providers Outsourced programming-could bring in house as developed
23 Community/Youth organizations Outside organizations renting space for programs.
24
25 EDUC, REC, CLASS, CAMP RENTALS 0 0 0 0 0 0
26
27 |Gym/Court Space Rentals
Hourly Gym Rentals = $60/full court/hour;
28 $35/half court/hour.
29 Basketball Programs
30 AAU Program
31 Centennial Basketball Assoc.
32 General Rental 20,000 30,000 31,500 33,075 34,729 |10 hours/week @ $60/hour for 50 weeks in Year 2.
33
34 Volleyball
35 Pickleball
36 Other Sport Program
37 Non-sport Rentals
38
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APPENDIX C3a Facility Revenue Hybrid Management Model
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16 Rec and Community Center Projections
17 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
39
40 GYM/COURT RENTALS SUBTOTAL 0 20,000 30,000 31,500 33,075 34,729
41
Pool Rentals Rental revenue based on Schedule Matrix time allocated. Local
Club team has expressed immediate interest in renting lane
42 space.
43 Tentative Lane Rental Rates: 25 yard-$12.50/lane/hour
44 Club Team Lane Rental
Great Wolf Swim Club 30,912 32,148 32,952 33,941 34,959|Club has expressed interest in renting as soon as facility opens.
Rent approximately 14 hours/week for 4 lanes at $12/lane/hour
45 for 46 weeks/year.
46 Other Groups/Clubs 0 0 0 0
47 25 Yd Pool Rentals (Non-competitive) 0 0 0 0
Program/Leisure Pool Rentals 2,500 2,625 2,704 2,785 2,868]Lesson Program or Community Ed Aquatic Programs other than
48 the swim lesson program.
Therapy/Rehab 3,000 5,000 5,150 5,356 5,570|Rental rate for space in Program/Leisure Pool @ $50/hour. Year
2 =100 hours per year, roughly 2 hours/week. Very conservative.
Likely to be able to get some advance commitments.
49
50
51 POOL RENTALS SUBTOTAL 0 36,412 39,773 40,806 42,082 43,398
52
53 |Competitive Event Rentals Not Applicable in existing facility
63
COMPETITIVE EVENTS REVENUE 0 0 0 0 0 0
64 SUBTOTAL
65
66 |Special Rentals and Functions
67
Birthday Parties and other parties 16,000 20,000 20,600 21,424 22,281 |Average Fee of $200 for party-anticipate 100/year initially.-covers
68 wide range of party functions.
Meeting/Function Spaces 2,000 4,000 4,120 4,244 4,371|Potential for rentals of meeting spaces. Approximate meeting
space rental of $50/hour plus set up fee. Year 2 estimate is 80
69 hours per year; roughly 1.6 hours/week.
Fitness Studios or Workout space rentals 0 0 0 0 0]Control and outside rental of fitness spaces will be controlled by
Fitness Partner except in mutually agreed upon one-off
opportunities. Revenue zeroed out. Potential for outside
organizations and programs to rent workout spaces and studio
spaces when available. Includes outside program providers of
classes such as martial arts, outside fitness classes, dance groups,
70 etc.
71 Other rentals
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16 Rec and Community Center Projections
17 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
72
73 SPECIAL EVENTS, FUNCTIONS, RENTALS 18,000 24,000 24,720 25,668 26,652
74
75 |Therapy, Rehab and Health Care Programming Outsourced rental to health care provider/partner
76 Therapy time rental 0 0 0 0]Showing in Pool rental
77 Corporate health care programs
78
79 THERAPY, REHAB, HEALTH SUBTOTAL 0 0 0 0 0
85
86 |Public Memberships/Daily Usage See Membership Worksheet
Plan on advance membership drive in Year Zero to help offset
Year Zero costs. Launch approximately 3 months prior to
87 opening.
88
Daily Admission 39,534 41,615 43,696 45,881 48,175]See membership worksheet for breakdown of passes. Do not
89 anticipate any change in daily admission passes.
Residents 0 0 OJAnticipate high start up for drop-in admissions in Year 1 as people
90 try out the "new" Rec Center.
91 Non-residents 0 0 0
12-Punch Pass 29,716 34,960 36,708 37,809 39,700]Punch passes are not offered for fitness only. Do not anticipate
92 any drop in this revenue.
93 Residents 0 0 0 0
94 Non-residents 0 0 0 0
Membership Fees See Membership/Use Market analysis and projection worksheet.
Want to review our assumptions, rates, and calculations.
Potential for pre-opening advance membership sales. Year 1is
75% of Year 2 projections based on membership model. Growth
Year 2 to 3 is 5% and Year 3 on at 3%.
95
96
Anticipate membership fee increase in Year 4 or sooner.
FITNESS PARTNER ASSUMPTIONS: Membership in Year 1
accelerated. Anticipate some share of overall membership driven
by Fitness Partner. Also anticipate Fitness partner will enhance
value of membership-attracting increased membership overall
(particularly considering the membership they were able to pull
97 from YMCA).
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16 Rec and Community Center Projections
17 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Comments
Fitness Only Membership Fitness partner would accelerate year one membership, bringing
in their existing membership immediately. FITNESS
PARTNER ASSUMPTIONS: Fitness Partner would bring over half
the anticipated total membership units to the Rec Center from
their existing membership, accelerating membership revenue in
Year 1. Fitness Partner would retain the equivalent membership
revenue of all members they bring to the Rec Center. Rec Center
& Fitness Partner would have revenue sharing for new fitness
members as well as incentive to Fitness Partner for upgrades of
Fitness members to Overall Facility memberships. To be
negotiated as part of Joint Use Agreement (JUA).
98
Residents Anticipate attracting more residents compared to Y but losing
99 some non-residents who may continue at Forest Lake Y.
Non-residents We have the breakdown of the Y members by resident to
100 compare.
100 drop-ins per week at 50 weeks @$3/drop-in. Will revisit the
business plan for this based on area facilities and develop a
membership add on option. Market range is $1 to $6.50 for drop
in. May consider including Child Watch as part of Family
101 Membership.
Corporate Membership Programs Explore Opportunities-May depend on accessibility of location to
102 businesses.
Combined Group/Organizational
103 membership partnerships
104
105
106
107 MEMBERSHIP/DAILY USAGE SUBTOTAL 0 1,181,491 1,385,017 1,454,268 1,525,932 1,601,904
108
109|Retail and Vending:
Vending Machine Revenue 1,000 1,150 1,185 1,220 1,257|Vending machines at facility-share of proceeds to facility revenue-|
110 focus on healthy vending systems (see examples)
111 Food concession No food concession in current facility.
112
113
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G

H |

J

K

M

16

Rec and Community Center Projections

17

Category

Year Zero*

Year 1

Year 2

Year 3

Year 4

Year 5

Comments

114

RETAIL & VENDING SUBTOTAL

0

6,000

7,650

7,880

8,116

8,359

115

116

117

118

119

120

Retail Lease Revenue

Food Concessions
Other outsourced sales or space lease

No outside lease revenue in current facility. Does not include
Fitness Partner lease. See this in Partnership revenue center.

121

RETAIL LEASE REVENUE SUBTOTAL

122

123

124

125

126

127

128

129

130

Facility Sponsorships and Contributions

Annual Fundraising
Partnerships

Includes cost relieving in-kind donations (VIK)

Opportunity for corporate health programs/program funding and
other partnerships

131

SPONSORSHIP/CONTRIBUTIONS
SUBTOTAL

132

133

134

135

136

137

138

139

140

141

142

143

Municipal, School District and Other Partnerships

To be developed.

Potential Operating subsidy in exchange of resident rates, etc.
Potential Operating subsidy in exchange of resident rates, etc.

Other potential program partners as facility evolves and grows.
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Rec and Community Center Projections
Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments

SCHOOL DISTRICT & OTHER PARTNERSHIPS 0 75,000 75,000 75,000 75,000 75,000]No partnership or rental use included in this business model
Miscellaneous Income

MISCELLANEOUS INCOME 0 0 0 0 0
GRAND TOTAL-FACILITY REVENUE 0| 1,336,903 1,561,440 1,634,173 1,709,872| 1,790,042
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APPENDIX C3b--Program Revenue Hybrid Management Model

A B G | H | ol ] ok | L | M

1 Lino Lakes Recreation and Community Center
2 Financial Forecast Pre-Opening Year Through Year 5
3
4 |OPTION Existing Facility Hybrid Management Model Membership Scenario #2
5 |[NOTES:
6 Hybrid Management/Program model includes a Fitness Program Partner and Centennial Community Ed Swim Lesson/Aquatic Partnership
7 *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
8 Initially assumes management by City with many programs outsourced.
9
10 |[May 10, 2021
11 [Program Revenue Potential for Pre-Opening Revenue
12 Partnership: Decreased Revenue Issues to Review
13 Partnership: Decreased Expenses Potential for Increased Revenue
14 Potential for Loss of Revenue Revenue from In-house programs
15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
17
18 |Education and Community Programming
19
20 First Aid/CPR/AED 1,500 2,500 2,575 2,678 2,785]Provide classes for outside groups also.
21 Community Classes 2,000 4,000 4,120 4,285 4,456]Examples: Computer, Art, Nutrition, Etc.
22 Sport/Rec Intro Classes 2,000 4,000 4,120 4,285 4,456]May also provide space as needed for Community Ed Classes
23 Miscellaneous 0 0 0 0

Classes and other programs linked to 0 0 0 0 O]Explore health care program partners within City management or
24 Health care providers hybrid models.
25

COMMUNITY AND EDUCATIONAL 0 7,000 13,000 13,390 13,926 14,483
26 PROGRAMMING SUBTOTAL
27
28 |Aquatics Training, Fitness and Therapy Programs

Aquatic Fitness Classes 15,000 25,000 26,000 27,040 28,122]Potential for coordination with Fitness Partner dry-side programs

and community Ed to expand reach of aquatic fitness.

29
30

Personal Training-Aquatics 5,000 7,500 7,800 8,112 8,436|Personal training and cross training are rapidly increasing in
31 aquatics. This is upside potential.
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15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
32
33
Senior Programs-independent of 0 0 0 0 0]Significant opportunities with senior living centers and supported
membership by facility meeting space. May want to engage organizations at
next step in the development process. Coordinate as part of
expansion of existing City Senior Programs.
34
35 Aquatic Therapy/Rehab Outsources-showing in facility revenue as rental income
36
37 AQUATIC FITNESS SUBTOTAL 0 20,000 32,500 33,800 35,152 36,558
38
Dry-Side Fitness & Training Programs Fitness Partner retains all class and training program revenue.
39
40
41 Dry-Land Fitness Classes 0 0 0 0 0
42 Personal Training-Dry-side 0 0 0 0 0]Personal Training is trending higher today. Upside potential.
Senior Programs-independent of Significant opportunities with senior living centers and supported
membership by facility meeting space. May want to engage organizations at
next step in the development process. Nothing factored in at this
point. Can also be outsourced as rental space for senior living
centers or other community senior programs.
43
44
45
46 DRY-SIDE FITNESS SUBTOTAL 0 0 0 0 0 0
47
Learn to Swim Program Includes all group lessons, kids and adults, private and semi-
private lessons, swim lessons for triathletes, or private stroke
48 lessons, etc.
See Market Analysis and Projection worksheets-Hybrid Program
49 Partnership.
Projections are for Community Ed swim lesson partnership but
could also develop swim lesson program with another outside
50 partner.
Registration Fees-Swim Lesson Program 48,639 65,662 75,511 88,827 93,268|Program partnership assumptions: Increase total participants by
30%. Shift to 80% residences as residency includes both Lino
Lakes and Centennial School District. City/Rec Center retains 25%
51 of gross revenue.
52 Group Lessons 0 0 0
53 Private Lessons 0 0 OfPrivate Lessons are trending up
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15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
54 Semi-Private Lessons 0 0 0
55
56
Other Revenue (Grants, Sponsorships) Grant programs supporting community and disadvantaged learn
to swim programs, scholarships and community programs.
57
58
School or Community Ed Partnership Potential for swim lesson partnership with school district-would
Program require some outside grant funding and transportation. Nothing
included at this point in time. Example: Swim lessons for all 2nd
59 graders.
60
61 LEARN TO SWIM PROGRAM SUBTOTAL 0 48,639 65,662 75,511 88,827 93,268
62
63 [Camp and Clinic Programs
64
Kids summer day camps/all sport 45,000 75,000 78,000 81,120 84,365
65 activities
66 Dive in Movies 0 0 0
67 Sport Specific Camps 0 0 0
68 Other Programs
69
70 CAMP/CLINIC PROGRAMS SUBTOTAL 0 45,000 75,000 78,000 81,120 84,365
71
72 |Aquatic Team Programs
73
74 USA Swimming In House Club 0 0 0 0 0]No in-house team. Outside clubs renting time.
Summer Rec Swim Team 0 0 0 OfXX kids @SXXX/summer 6 week season in summer league.
75 Explore Option-No revenue initially planned.
Masters Masters projected as outside group renting pool space. May
consider an in-house masters or adult organized lap swimming
76 program at some point in time.
77
78
79 AQUATIC TEAMS SUBTOTAL 0 0 0 0 0 0
80
81 |Sport & Team Programs and Classes Any in-house programs to be determined.
82
Youth Team Programs Most likely to be outside programs, renting some space. No team
83 programs factored in, but potential exists.
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15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
84 Adult Team Programs
85 Pickle Ball 4,000 6,000 6,240 6,490 6,749]In-House Program: Small scale with current size of gym.
86 Introductory Sport Classes 2,000 3,000 3,120 3,245 3,375]May coordinate with Community Ed.
87 Other
88
89
90 SPORT TEAM PROGRAM SUBTOTAL 0 6,000 9,000 9,360 9,734 10,124
91
106
Program Specific Sponsorships and Contributions No "Soft" revenue factored in at this point, but anticipate some

revenue, especially in grant support for outreach and program
user subsidies and scholarships. Anticipate that Fitness Program
partner may have some sponsorship to bring to the Rec Center.

107

108 Sponsorships In support of Specific Programs

109 Advertising In support of Specific Programs

110 Annual Fundraising Annual Fundraising in support of specific programs.
Partnerships Opportunity for corporate health programs/program funding and

111 other partnerships

112 Grant Support Scholarship Programs and other grant support for programs

113
SPONSORSHIP/CONTRIBUTIONS 0 0 0 0 0 0

114 SUBTOTAL

115

116|Miscellaneous Income

117 Other

118

119 MISCELLANEOUS INCOME 0 0 0 0 0 0

120

121

122|GRAND TOTAL-PROGRAM REVENUE 0| 126,639| 195,162 210,061| 228,759 238,797
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APPENDIX C3c Operational Expenses Hybrid Management Model

A B G H | J K L M
1 Lino Lakes Recreation and Community Center
2 Financial Forecast Pre-Opening Year Through Year 5
3
4 |OPTION Existing Facility Hybrid Management Model Membership Scenario #2
5 |NOTES:
6 Hybrid Management/Program model includes a Fitness Program Partner and Centennial Community Ed Swim Lesson/Aquatic Partnership
7 *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
8 Initially assumes management by City with some programs possibly outsourced.
9
10 [May 10, 2021
Factored in potential future $15/hour state minimum
11 |Operational Expenses wage.
12 Partnership: Decreased Revenue Issues to Review Annual Utility and Misc. Expenses increases at 3%
13 Partnership: Decreased Expenses Partnership: Increased Expenses Potential for Increased Costs Salary and Wages increase at 5% annually
14 Potential to Reduce Costs Specific Pre-Opening One Time Costs
15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
17 |Utilities
25 yard lap pool Based on 104,000 Gallons-3'5" deep to 5" deep.
(75' x 36") 2,700 Square Feet 6 hour turnover rate. Flow Rate =288 GPM. These
estimates are for the existing sand filters and equipment as
18 is.
19 Electric 6,000 6,180 6,365 6,556 6,753] Just pool water circulation
20 Water/Sewer 3,500 3,605 3,713 3,825 3,939] Does not include initial pool fill.
21 Gas (Heat/Cool) 6,000 6,180 6,365 6,556 6,753]Just Pool
22 Chemicals 0 0 0 0}In Equipment and Supplies
UV Light 0 0 0 0]JAnnual Maintenance and Bulb Replacement in Pool
23 Maintenance
24
Program/Leisure Pool (60'x 36') Based on 29,000 Gallons-Zero depth to 4' deep. 6
2,160 Square Feet hour turnover rate. Flow Rate =241. These estimates are
25 for the existing Sand Filters.
26 Electric 5,000 5,150 5,305 5,464 5,628] Just the pool water circulation
27 Water/Sewer 3,000 3,090 3,183 3,278 3,377]Does not include initial pool fill.
28 Gas (Heat/Cool) 4,000 4,120 4,244 4,371 4,502]Just the pool
29 Chemicals 0 0 0 0]In Equipment and Supplies
UV Light 0 0 0 0JAnnual Maintenance and Bulb Replacement in Pool
30 Maintenance.
51 Pool Room Space Pool Room Space: 8,859 sq ft. @ $3.25/sq ft =$28,792
52 Electric 16,000 16,480 16,974 17,484 18,008]All Pool Room Space included.
53 Water/Sewer 792 816 840 865 891
54 Gas (Heat/Cool) 14,000 14,420 14,853 15,298 15,757
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15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
55
56
57 Common and Support Spaces 11,661 sf @$3.00/sf = $34,983
58 Electric 20,000 20,600 21,218 21,855 22,510]Includes Locker rooms, Lobby, Offices, etc.
59 Water/Sewer 3,983 4,102 4,226 4,352 4,483
60 Gas (Heat/Cool) 15,500 15,965 16,444 16,937 17,445
61
62
63 Gym Space 4,566 sf @$2.50/sf = $11,415
64 Electric 5,500 5,665 5,835 6,010 6,190
65 Water/Sewer 415 427 440 453 467
66 Gas (Heat/Cool) 5,500 5,665 5,835 6,010 6,190
67
68
Fitness Center Spaces Includes all fitness workout and supporting spaces. 7,658 sf
69 @ $3.00/square foot. = $22,974
70 Electric 15,000 15,450 15,914 16,391 16,883
71 Water/Sewer 474 488 503 518 533
72 Gas (Heat/Cool) 11,250 11,588 11,935 12,293 12,662
73 0 0 0 0
74 0 0 0 0
87 Building Mechanicals and Operations 1,887 sq ft-average cost approx. $2.50 = $4,717
88 Electric 2,000 2,060 2,122 2,185 2,251
89 Water/Sewer 717 739 761 783 807
90 Gas (Heat/Cool) 2,000 2,060 2,122 2,185 2,251
91 0 0 0 0
92 0 0 0 0
UTILITIES SUBTOTAL 9,000 140,631 144,850 149,195 153,671 158,281|Approximately $3.35/sf. Current Y is $3.30/sf. Year Zero
is total of estimated monthly costs while closed: roughly $
3,139/month assuming 4 months prior to full opening with
expenses for 3 months of use as COVID Vaccination center
factored out. This cost may increase as other costs are
factored in. Expenses through June 30, 2021 are covered
by State of Minnesota for use as COVID Vaccine site.
Lower energy use in warmer months when closed.
99
100
Maintenance Some of these services can be outside contracted services
101
102
Pool Maintenance 0 0 O]Anticipate Maintenance costs increasing as equipment ages
103
20f9 6/1/2021



APPENDIX C3c Operational Expenses Hybrid Management Model

Al B G H | J K L M

15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
104 S&E Pool Mechanical 4,000 4,120 4,244 4,371 4,502

UV System Maintenance and Bulb 0 0 0
105 Replacement
106 25 yard Lap Pool 5,000 5,150 5,305 5,464 5,628
108 Program Pool 3,000 3,090 3,183 3,278 3,377
111 Building Repairs & Maintenance 10,000 10,300 10,609 10,927 11,255

Building Grounds, Maint, Plowing 20,000 20,600 21,218 21,855 22,510|Provided by City Maintenance team, but additional costs
112 factored into Rec Center Budget

Replacement and Maintenance Accrual Showing in gross expenses below.
113 Fund

Equipment Repairs 1,000 1,030 1,061 1,093 1,126]Includes fitness equipment repair. Decrease based on
114 Fitness Partner maintaining fitness equipment
115 Pre-Opening: Pool 6,000

Pre-Opening: Cleaning 6,000 First Floor cleaned by State as part of Vaccination Center
116 rental.
117 Pre-Opening: Maintenance 3,000 Contingency
118 Pool Refill-Water and chemicals 4,000 7,000|Both Pools-On a 5-year drain and fill cycle
119
120 MAINTENANCE SUBTOTAL 19,000 43,000 44,290 45,619 46,987 55,397
121

Equipment & Supplies Includes start up supplies and any equipment not included
in Capital Costs and FF&E (Furniture, Fixtures, &
Equipment). Specific program equipment showing in

122 Program Expenses.
123 Office Supplies 3,000 3,090 3,183 3,278 3,377
124 First Aid/Safety 2,000 2,060 2,122 2,185 2,251
125 Maintenance/Repair/Materials 3,000 3,090 3,183 3,278 3,377

Custodial Supplies 30,000 30,900 31,827 32,782 33,765]YMCA was on the high side on this. Anticipate some savings
126 with overall City purchase contracts.
127 Pool Chemicals 0 0 0 0
128 Lap Pool 5,000 5,150 5,305 5,464 5,628
129 Program/Leisure Pool 2,000 2,060 2,122 2,185 2,251

Pre-Opening Re-branded Building 16,000
133 Signage
134 Pre-Opening Pool Equipment 26,149

Pool Equipment 2,000 2,060 2,122 2,185 2,251]Includes equipment needed for opening and then annual
135 replacements

Pre-Opening Sport Equipment 7,940 Includes equipment needed for opening and then annual
136 replacements. Includes Gym Equipment

Sport Equipment 2,000 2,060 2,122 2,185 2,251]Includes equipment needed for opening and then annual
137 replacements. Includes Gym Equipment
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15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
Pre-Opening Fitness Equipment 15,000 $15,000 in equipment already purchased. Already
Purchases purchased from Y by City. Fitness Partner brings all their
138 own equipment reducing cost to City.
139 Fitness Equipment Purchases 0 3,000 3,090 3,183 3,278
140 Fitness Equipment Leasing 0 0 0 0 0 O|Fitness Partner assumes all expenses for equipment.
Move and Set up Fitness Equipment, 15,000 Moving and set up of Fitness Partner Equipment-shared
141 Flooring, etc.
142 Recreational Supplies 2,000 2,060 2,122 2,185 2,251
143 Uniforms 3,000 3,090 3,183 3,278 3,377|May be offset by equipment/apparel sponsorships
144 Printing & Postage 1,000 1,030 1,061 1,093 1,126
Pre-Opening General Supplies and 48,000 Includes Start Up for Camp Equipment, Child Watch/Kids
145 Equipment Stuff Equipment
146 General Supplies and Equipment 0 5,000 5,150 5,305 5,464 5,628
Pre-Opening Building General Supplies, 65,425 Includes Start Up for Custodial Equipment, Copier, Printers,
Equipment and FF&E Contingency Camp Equipment, Child Watch/Kids Stuff Equipment
147
Building General Supplies, Equipment 5,000 5,150 5,305 5,464 5,628
148 and FF&E Contingency
149
Pre-Opening Management Program 17,000 Includes Card Access/Membership System Management
150 Equipment Equipment and Software
151 Management Program Equipment 2,000 2,060 2,122 2,185 2,251|Updates, maintenance, and upgrades to systems
152
153
154 EQUIPMENT & SUPPLIES SUBTOTAL 210,514 67,000 72,010 74,170 76,395 78,687
155
Staff Costs: Salaries & Wages Year Zero includes staffing needed prior to opening of
facility and not included in project capital costs and
training of part-time staff. Using 5% annual escalation to
156 account for COLA and step increases.
157
Full-Time Staff Need to review proper job title hierarchy with the City
structure. City HR Director reviewing positions, grades,
158
Facility Director 37,500 90,000 94,500 99,225 104,186 109,396} 1.0 FTE Start position 5 months prior to opening. Review
159 based on market rate and City grade levels.
160 Program Manager 16,250 65,000 68,250 71,663 75,246 79,008]1/0 FTE Start position 3 months prior to opening.
Aquatic Supervisor 0 0 0 0 0 0| This position can be combined with Program Manager
position since Community Ed would provide management of|
161 the Swim Lesson program.
Membership/Customer Service 13,750 55,000 57,750 60,638 63,669 66,853]1.0 FTE Start 3 months prior to opening.
162 Manager
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15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
Front Desk Coordinator 3,333 40,000 42,000 44,100 46,305 48,620]1.0 FTE Start 1 months prior to opening. May just be part-

time. Fitness Partner will provide front desk part-time staff
but City will have the overall front desk supervisory

163 responsibilities.
164 Fitness Supervisor 0 0 0 0 0 O|Fitness Partner provides this position.
Maintenance/Operations Manager 19,250 77,000 80,850 84,893 89,137 93,594]1.0 FTE Start 3 months prior to opening. CPO trained and
165 certified.
Administrative, Accounting, HR 9,500 55,000 57,750 60,638 63,669 66,853]1.0 FTE Start 3-4 months prior to opening. -Reviewing with

City HR and operations to determine need or add on costs
for existing City Staff. Is this covered in the City Admin
share costs? May be able to reduce this position since
Fitness Partner and Community Ed will manage all of their
166 instructors and staff.

Custodial & Bldg. Maint. Staff 9,375 112,500 118,125 124,031 130,233 136,744]2.5 FTE Start 1 Months prior to opening following deep
cleaning. Should this be in part-time? What should the
base annual salary/rate by for these positions? We used

167 $45,000 in this model.
168
169
170
171 FULL-TIME STAFF SUBTOTAL 108,958 494,500 519,225 545,186 572,446 601,068
172
173
Part-Time Staff Currently using 4% as annual escalation. All Part-Time
positions are <30 hours/week. Assuming $15 minimum
174 hourly wage in near future.
175 Front Desk/Access Control 3,000 46,800 49,140 51,597 54,177 56,886|1.5 FTE, 60 hrs./week @ $15.00/hr. - $46,800
176 Fitness Attendants 0 0 0 0 0 OJFitness Partner covers these positions.
177 Gym Monitors 2,000 31,200 32,760 34,398 36,118 37,9241 FTE, 40 hrs./week @ $15.00/ hr.- $31,200
Head Lifeguard 2,000 18,720 19,656 20,639 21,671 22,754).5 FTE, 20 hrs./week @ $18.00/hr. - $18,720. Should be
178 CPO certified.
179 Lifeguards 2,000 93,600 98,280 103,194 108,354 113,771)3 FTE, 120 hrs./week @ $15.00/hr.- $93,600
Custodial Part-Time 2,500 95,680 100,464 105,487 110,762 116,300]2 FTE for part-time custodial @$23/hour. Is this an hourly
wage in line with current City custodial part-time staff?
180
Child watch 2,000 62,400 65,520 68,796 72,236 75,848)2 FTE, 80 hrs./week @ $15.00/hr.- $62,400. Revenue does
not come close to supporting costs of program, but it is an
important membership benefit/service. Year Zero is
181 training.
182 Program Instructors and Staff In program Expenses
183
184 Camp Staff In program Expenses
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15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
185 Other
186
187 Clerical/Administrative Support In Full Time Staff

Event Staff costs All extraordinary event staff costs are paid separately by

event renter/host or included in event expenses as a pass

188 through.
189
190
191 PART-TIME STAFF SUBTOTAL 13,500 348,400 365,820 384,111 403,317 423,482
192
193 Staff Benefits and Payroll Taxes Confirm benefit & payroll tax calculations. HR reviewing.
194
195 Full Time
196 Benefits & Payroll Taxes 43,583 197,800 207,690 218,075 228,978 240,427|Roughly average 40%-will need to calculate exactly.
198
199 Part Time
201 Benefits & Payroll Taxes 2,700 69,680 73,164 76,822 80,663 84,696|Calculated at 20% to cover FICA, PERA, Workers Comp, etc.
202

BENEFITS & PAYROLL TAXES 46,283 267,480 280,854 294,897 309,642 325,124
203 SUBTOTAL
204
205

STAFF SALARIES, WAGES & BENEFITS 168,741 1,110,380 1,165,899 1,224,194 1,285,404 1,349,674
206 GRAND TOTAL
207

Staff Costs: Other NOTE: Outside services linked to funding, fundraising,
design, etc. included in capital costs, not operating

208 budget.
209

Staff Development and Training 1,000 1,250 1,281 1,313 1,346 1,380|Can be managed by management staff. Program partners
210 fund staff training. Reducing costs by 50%.
211 Conferences 1,000 1,025 1,051 1,077 1,104
212 Staff Certifications & Licenses 500 1,000 1,025 1,051 1,077 1,104
213 Staff Travel 1,000 1,025 1,051 1,077 1,104
214 Dues/Subscriptions 500 500 513 525 538 552
215
216
217 STAFF COSTS-OTHER 2,000 4,750 4,869 4,990 5,115 5,243
218
219|Outside (contract) Services
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15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
220
221 Accounting Services Included in Full Time Staff
222 PR/Media Initially combined with Marketing.

Marketing 6,000 4,000 3,000 3,000 Includes consultant fees. Can reduce after Year One and
phase out. Marketing costs reduced based on existing
marketing and new marketing provided by program

223 partners.
Building Rebranding Development 4,000 Consulting on branding of Rec/Community Center. Can be
224 combined with marketing and PR services also.
225 IT/Computer Support Included in City Admin allocated expenses.
Human Resources Anticipate handling in-house. Partners to handle HR for
226 their staff and instructors.
227 Testing Services TBD
228 Custodial Outsourcing Currently showing in staff costs
229 Maintenance Outsourcing Currently showing in staff costs
230 Landscape Maintenance In Maintenance
231
232 Operations/Mgmt. Consultant N/A
233 Other
234 Trash Service 1,000 6,000 6,150 6,335 6,525 6,720
235

Membership Upgrade Incentive to 54,831 64,506 67,732 71,118 74,674|Based on incentive for conversion of Fitness Members to

Fitness Partner Overall Members and increased memberships driven to Rec
Center. Would develop specific metrics as part of JUA. This
line item is an initial estimate. Estimated at 5% of Overall

236 Facility membership revenue.
237

238 Contract Services 0 0 0|TBD

239

240 OUTSIDE SERVICES SUBTOTAL 11,000 64,831 73,656 77,066 77,643 81,395

241

242|General Office Costs

243 Phone/Media Service 0 3,000 3,100 3,200 3,300 3,400

244 Technology/IT Support 3,000 3,100 3,200 3,300 3,400

Scholarship and Membership Financial 15,000 20,000 20,000 20,000 20,000} Allocation to support financial aid for residents not able to

Aid afford full cost of facility use and programs. Likely part of
this expense can be offset by grant funding. At this point no
grant support or other charitable support of financial aid is
factored in to budget. Partners to also include some
scholarship program in programs they run as part of their

245 commitment.
246 Postage 1,500 1,500 1,500 1,500 1,500 1,500]General marketing mailing
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15 ISG Projections
16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
Marketing and Promo Materials 6,000 5,000 4,000 4,000 4,000 4,000{Marketing support for overall facility. Includes brochure,
post cards, and other collateral materials. Additional
marketing funds are also included in specific programs
under program expenses. Important to incorporate into
advance marketing. Some program specific marketing is
listed in Program Expenses line items for the specific
program. Some reduction in this line item based on
marketing materials provided by Program Partners.
247
Advertising 2,000 2,000 2,000 2,000 2,000 2,000|Slight reduction in expenses more than made up by
248 Program Partner advertising.
Fees-Registration/CC/On-Line 47,260 55,401 58,171 61,037 64,076 Calculated at 4% of 100% of membership revenue using on-
line registration and credit card processing. Program
Registration & CC Fees show in Program Expenses. This is
Maximum projected expenses and some savings are likely.
May be some decrease depending integration of
membership registration systems.
249
250 Bank Charges Are there any other bank charges
251 Legal Fees 5,000 5,000 5,000 5,000 5,000]Budgeted retainer.
252
253 GENERAL OFFICE SUBTOTAL 9,500 81,760 94,101 97,071 100,137 103,376
254
255]Insurance
256
257 Insurance: 5,000 10,000 10,300 10,609 10,927 11,255]City working on getting insurance quote.
258 Insurance: Property Do you want the insurance broken down by category?
259 Insurance: Liability
260 Insurance: Other
261
262 INSURANCE SUBTOTAL 5,000 10,000 10,300 10,609 10,927 11,255
263
264|Miscellaneous
265
266 Other Expenses
Expense Contingency 2,500 10,000 7,500 5,000 5,000 5,000|Contingency decreases as history provides better budgeting
267 info.
268
269 MISCELLANEOUS SUBTOTAL 2,500 10,000 7,500 5,000 5,000 5,000
270
271|TOTAL-OPERATING EXPENSES 437,255 1,532,351 1,617,475 1,687,915 1,761,280 1,848,308
272
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15 ISG Projections

16 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments

273

GROSS OPERATING EXPENSES-Additional Support long term capital replacement, maintenance, and

growth. Target is $440,000 by Year 10 and $1,000,000 by

274 Year 20.

275|Facility Reserve How do you want to show or account for this.

276 Initial Funding of Reserve

Annual Reserve Replacement Funding | $ - - S 60,000 | S 70,000 | S 80,000 | S 82,400 |Capital Replacement and Maintenance Reserve Fund. See

cumulative calculations in P & L Statement. After Year 3

277 reserve increases by 3% annually.

278

279

280|City Charge Backs (Administrative Overhead)

City Support/Admin Charge Backs 150,000 157,500 165,375 173,644 182,326]The share of City Overhead charged to Rec Center.

Increasing 5%/year per City. Potential reduce
administration allocation based on fewer employees a

281 reduced management load.

282

283|Additional Gross Operating Expenses 0 150,000 217,500 235,375 253,644 264,726

284

285|TOTAL GROSS EXPENSES 437,255 1,682,351 1,834,975 1,923,290 2,014,924 2,113,034
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A B G H | o ] ] k] | M
1 Lino Lakes Recreation and Community Center
2 Financial Forecast Pre-Opening Year Through Year 5
3
4 |OPTION Existing Facility Hybrid Management Model Membership Scenario #2
5 |NOTES:
6 Hybrid Management/Program model includes a Fitness Program Partner and Centennial Community Ed Swim Lesson/Aquatic Partnership
7 *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
8 Initially assumes management by City with many programs outsourced.
9
10 |May 10, 2021
11 [Program Expenses
12 Program related expenses not included in annual operating pool staff and expenses
13 Partnership: Decreased Revenue Issues to Review
14 Partnership: Decresed Expenses Potential for Increased Costs  Program Expenses increase by 3% after Year
15 Partnership: Increaed Revenue Potential to Reduce Costs 2.
16 ISG Projections
17 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
18 |Education and Community Programming
Program Director 0 0 0 0 0]Program management and supervision in full-
19 time staff in Operational Expenses.
Instructors 2,100 3,900 4,017 4,178 4,345)Hourly-Instructor fees increase at rate equal
to increase in program gross revenue-
Instructor wages average 30% of gross
20 program fees.
Payroll Expenses/benefits/taxes 420 780 803 836 869]JAssume part-time instructors. Calculated at
20% of wages to cover PERA, FICA,
21 Workman's comp, etc.
Travel, Staff Development Staff development and Training in
22 Operational Expenses.
23 Marketing and Promo Materials
24 Other Program Expenses 500 500 500 500 500}
25 Postage
Fees-Registration/CC/On-Line 280 520 536 557 579]Showing in Operational Expenses-Bank
26 Charges
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16 ISG Projections
17 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
27

COMMUNITY EDUCATIONAL 0 3,300 5,700 5,856 6,070 6,293
28 SUBTOTAL
29

Agquatic Training, Fitness and Therapy Programs Will coordinate some aquatic fitness with
Fitness Partner and Aquatic Partner. Savings

30 TBD

Fitness Program Director 0 0 0 0]Program management and supervision in full-
31 time staff in Operational Expenses.

Instructors-Classes 6,000 9,750 10,140 10,546 10,967|Hourly Wages calculated as 30% of class fee
32 revenue
34 Payroll Expenses/benefits/taxes 1,200 1,950 2,028 2,109 2,193]Assume part-time instructors
35 Travel, Staff Development Staff development and Training
36 Marketing and Promo Materials
37 Other Program Expenses 1,000 1,000 1,000 1,000 1,000}
38 Postage

Fees-Registration/CC/On-Line 800 1,300 1,352 1,406 1,462]Showing in Operational Expenses-Bank
39 Charges
40
41 AQUATIC FITNESS SUBTOTAL 0 9,000 14,000 14,520 15,061 15,623
42

Dry-Side Fitness Fitness Costs and Staff covered by Fitness

43 Partner.

Fitness Program Director Program management and supervision in full-
44 time staff in Operational Expenses.

Instructors 0 0 0 0 O[Hourly Wages calculated as 35% of class fee
45 revenue

Personal Training Instructors 0 0 0 0 OJHourly Wages calculated as 35% of class fee
46 revenue. Personal Training is growing.

Payroll Expenses/benefits/taxes 0 0 0 0 0 0JAssume part-time instructors: Both City
47 employees and independent contractors.
48 Travel, Staff Development Staff development and Training
49 Marketing and Promo Materials
50 Other Program Expenses 1,000 1,000 1,000 1,000 1,000{Miscellaneous Expense
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16 ISG Projections
17 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
51 Postage
52 Fees-Registration/CC/On-Line 0 0 0 0 0
53
54 DRY-SIDE FITNESS SUBTOTAL 0 1,000 1,000 1,000 1,000 1,000
55
Learn to Swim Program Costs Aquatic Partner to cover all Learn to Swim

56 Program Expenses and Staff.
57 Learn to Swim Program Director 0 0 0 0 0] |

Learn to Swim Instructors Hourly, $18/hr.-Year 0 is training. Instructors

= approximately 28% of gross lesson

58 revenue.
59 Payroll Expenses/benefits/taxes 0 0 0 0 0 OJAssume part-time instructors
60 Travel, Staff Development Staff development and Training

Marketing and Promo Materials 1,000 1,000 1,000 1,000 1,000]5till include some Rec Center marketing and
61 promo materials.
62 Other Program Expenses 0 0 0 0 ol
63 Postage

Fees-Registration/CC/On-Line Anticipate registration through Aquatic
64 Partner.

Scholarships 3,750 3,750 3,750 3,750 3,750]Split between City and Aquatic Partner. This
65 line item reflects 50% of total budget.
66

LEARN TO SWIM PROGRAM SUBTOTAL 0 4,750 4,750 4,750 4,750 4,750
67
68
69 |Camp and Clinic Programs

Camp Director 0 0 0 0 OJProgram management and supervision in full-
70 time staff in Operational Expenses.
71 All Camp Staff 14,400 24,000 24,960 25,958 26,997 Wages calculated at 32% of gross revenue
72
73 Payroll Expenses/benefits/taxes 2,880 4,800 4,992 5,192 5,399

Marketing and Promo Materials May include some advertising and direct mail
74 campaign
75 Other Program Expenses
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16 ISG Projections
17 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments
76 Postage

Fees-Registration/CC/On-Line 1,800 3,000 3,120 3,245 3,375]Showing in Operational Expenses-Bank
77 Charges

Other Camp Expenses 2,000 2,300 2,484 2,608 2,739|0utfitting/Specific Equipment/Audio visual,
78 etc.
79
80
81 CAMP and CLINIC SUBTOTAL 0 21,080 34,100 35,556 37,003 38,509
82
83 JAquatic Team Programs

US Masters Swimming Team Exploring as in-house or outsourced rental
84 program.
85
86
87 Coach Travel and Entertainment
88 Other Swim Team Expenses
89 Fees-Registration/CC/On-Line
90 Marketing and Promo Materials
91 Payroll Expenses/benefits/taxes
92 Masters Team Subtotal 0 0 0 0 0 0
93

Summer Recreation Swim Team Potential for summer rec team as program
94 grows-nothing factored in at this point.

Coaches Payroll 0 0 0 0 OJPart time coaches-wage based on XX% of
95 total team revenue.
96 Coach Travel and Entertainment
97 Other Swim Team Expenses 0 0 0 ol
Fees-Registration/CC/On-Line Showing in Operational Expenses-Bank

98 Charges
99 Marketing and Promo Materials
100 Payroll Expenses/benefits/taxes 0 0 0 0 0 O[No benefits
101 Summer Rec Team Subtotal 0 0 0 0 0 of
102
103 AQUATIC TEAMS SUBTOTAL 0 0 0 0 0 0
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16 ISG Projections

17 Category Year Zero* Year 1 Year 2 Year 3 Year 4 Year 5 Comments

156

168

169|Scholarship and Student Support

Expenses related to all programs 5,000 5,000 5,000 5,000 5,000]All Programs except learn to swim which has

170 its own financial aid budget.

171

172

173 SCHOLARSHIP & SUPPORT SUBTOTAL 0 5,000 5,000 5,000 5,000 5,000

174

175|Miscellaneous

176

Expense Contingency 3,750 3,000 2,500 2,500 2,500(Expense Contingency. ISG like to include a

miscellaneous contingency. Contingency
decreases each year as history better guides
budgeting. Partnerships reduce expense

177 contingency. Reduced by 50%.

178

179

180 MISCELLANEOUS SUBTOTAL 0 3,750 3,000 2,500 2,500 2,500

181

182|TOTAL-PROGRAM EXPENSES 0 47,880 67,550 69,182 71,384 73,676

183

184|Program Staff Wages & Benefits Subtotal 0 27,000 45,180 46,940 48,818 50,771
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A B | & | H | | | ) | K | M
1 Lino Lakes Recreation and Community Center
2 Financial Forecast Pre-Opening Year Through Year 5
3
4 |OPTION Existing Facility Hybrid Management Model Membership Scenario #2
5 |NOTES:
6 Hybrid Management/Program model includes a Fitness Program Partner and Centennial Community Ed Swim Lesson/Aquatic Partnership
7 *Year Zero is the period facility is closed prior to reopening under City or outside management. Includes costs to re-open facility
8 Initially assumes management by City with many programs outsourced.
9
10 [May 10, 2021
11 |Net Program Revenue
12 Partnership: Decreased Revenue Issues to Review
13 Partnership: Decresed Expenses Potential for Increased Revenue
14 Partnership: Increaed Revenue Potential for Loss of Revenue
15 ISG Projections
16 Category Year 1 Year 2 Year 3 Year 4 Year 5
17 |PROGRAM EXPENSES 47,880 67,550 69,182 71,384 73,676
18
19 [PROGRAM INCOME 126,639 195,162 210,061 228,759 238,797
20
21 INET PROGRAM REVENUE (DEFICIT) 78,759 127,612 140,879 157,374 165,121
22
23 |[PROGRAM BREAKDOWN
24 |Community Education Programming
25 Expenses 3,300 5,700 5,856 6,070 6,293
26 Revenue 7,000 13,000 13,390 13,926 14,483
27 Net Revenue (Deficit) 3,700 7,300 7,534 7,855 8,190
28 Profit Margin 53% 56% 56% 56% 57%
29 |Aquatic Fitness and Training Programs
30 Expenses 9,000 14,000 14,520 15,061 15,623
31 Revenue 20,000 32,500 33,800 35,152 36,558
32 Net Revenue (Deficit) 11,000 18,500 19,280 20,091 20,935
33 Profit Margin 55% 57% 57% 57% 57%
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APPENDIX C3e--Program Net Revenue Hybrid Management Model

Al B G H | | ) K M
15 ISG Projections
16 Category Year 1 Year 2 Year 3 Year 4 Year 5 Comments
34 |Dry-Side Fitness and Therapy Programs Managed by Outside Fitness Partner
35 Expenses 1,000 1,000 1,000 1,000 1,000
36 Revenue 0 0 0 0 0
37 Net Revenue (Deficit) (1,000) (1,000) (1,000) (1,000) (1,000)
38 Profit Margin #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0!
39 |Learn to Swim Programs
40 Expenses 4,750 4,750 4,750 4,750 4,750 |Includes funding of scholarships
41 Revenue 48,639 65,662 75,511 88,827 93,268 |Includes grant for scholarships
42 Net Revenue (Deficit) 43,889 60,912 70,761 84,077 88,518
43 Profit Margin 90% 93% 94% 95% 95%
44 |Camp and Clinic Programs
45 Expenses 21,080 34,100 35,556 37,003 38,509
46 Revenue 45,000 75,000 78,000 81,120 84,365
47 Net Revenue (Deficit) 23,920 40,900 42,444 44,117 45,856
48 Profit Margin 53% 55% 54% 54% 54%
49 |Summer Rec Swim Team
50 Expenses 0 0 0 0 0
51 Revenue 0 0 0 0 0
52 Net Revenue (Deficit) 0 0 0 0 0
53 Profit Margin #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0!
74
75
76
77
78
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APPENDIX D

POOLS OPERATIONAL and MECHANICAL SYSTEMS

This ISG Study Report for Lino Lakes includes some operational and mechanical considerations
below for the City. Below you will see the operational systems that should be considered at
some point in this entire process.

The state of the art equipment and systems considerations are based on the following criteria:

e Energy efficiency
e Low annual operation costs
0 Savings on electric, natural gas, chemicals, and water
O Less staff operational time
Low long term maintenance
Short payback period for premium equipment costs
Extended lifespan
Minimal water usage
Minimize environmental impact
Minimal impact on programming and pool down time due to regular maintenance

This technology includes:
e Regenerative Media Filters:
0 Reducing water consumption and waste water by through significantly reduced
need to backwash filters and add for replacement water.
= Approximately a 80% to 90% savings in water use related to traditional
backwashing with high rate sand filters
0 Reducing electrical, natural gas, and chemical use through 80% to 90% less
replacement water to heat and treat.
0 Filters down to particles one micron in size compared to 15 to 30 microns in
traditional high rate sand filters in the existing pool facilities
0 Reduces space needed in pool pump room for filter systems by approximately
30%
0 Reduces time needed by staff to operate and maintain
0 The cost of replacement of the existing Sand Filters is estimated at $85,000 to
$95,000
= The estimated operational cost savings of the Regenerative Media Filers
for both pools together is:

e Electric: $7,000/year
e Water: $5,000/year
e Qas: $2000/year

e Chemicals  $1,000/year

e UV water purification system
0 The existing YMCA Aquatic Facility is equipped with the UV water purification
system
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e Variable Frequency Drives (VFDs)
0 Controls the pump output power and electrical draw based on filter and
circulation needs and demand
0 Reduces pump electrical use by 20% to 25%
0 NOTE: Some Utility companies are providing grants or incentive credits for
installing VFDs.
e State of the art chemical and pool controllers (linked via web access for off-site
monitoring and smart control)
0 Provides more consistent and accurate control of pool systems, chemical levels,
water levels, and temperatures
0 Provides direct alerts to pool operators and management of any problems i<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>