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Evergreen Aquatics Review Summary 
Report 
 

Background and Context            

Between January and September 2019, the Aquatics Steering Committee engaged in the work of 

assessing the pool facility and options for maintaining a financially self-supporting aquatic program at 

Evergreen.  Maintaining even a modest aquatic program will require significant financial investment to 

address basic operating and safety concerns associated with an aging facility. While student, faculty, and 

staff pool use was low prior to the suspension, the stakeholder input indicated that maintaining pool 

access is very important to all stakeholders. Options for preserving access to, and even enhancing an 

aquatics program are provided in this report.  

The aquatic facility in the Costantino Recreation Center (CRC) is over 40 years old and is reaching the 

end of its projected 50-year life cycle.  Built as a modern facility in the late 1970’s and formerly home to 

the swim team, one of Evergreen’s first intercollegiate sports, the pool continues to be an attractive 

amenity for the campus and surrounding community despite significant deferred maintenance 

challenges, some of which pose health and safety risks if unaddressed.  Use of the facility declined over 

the past 15 years, particularly among students.  With diminishing use and budget constraints, the 

aquatics coordinator position was eliminated circa 2009, and duties shifted to a generalist position with 

an outdoor and recreation focus. The absence of a designated aquatics professional negatively affected 

the ability to recruit, train, supervise, and maintain a lifeguard staff. Insufficient lifeguard training and 

supervision compromised basic safety and resulted in frequent, unplanned closures due to insufficient 

lifeguard staff.  At the end of fall 2018, the difficult decision was made to temporarily suspend lap and 

open swim programs through December 2019 in order to evaluate options for developing a safe and 

fiscally sustainable program that is relevant to our student body, faculty, staff, and community 

members. 

 

Interim Management and Programming 

During the suspension, S&A fees continue to fund minimal, student-only swimming. An attempt was 

made to use existing lifeguard staff to support this interim student-only programming, but staffing 

remained inconsistent, frustrating to patrons, and unsafe. Subsequently, a private partner to provide 

lifeguard staffing for limited Student Swim and Safe Swim and Gym student programming was identified. 

This company, Authentic Aquatics, provided lifeguard services for 15 Student Swims/Safe Swim events 

and Gyms and 15 Camp Speedy events. Authentic Aquatics also rented the pool for their programs, 
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offsetting some of the cost of their contracted services through revenue generated through their 

programs. They have also provided productive consulting during the review process. 

Regular rental groups including the Olympia School District, the Evergreen Swim Club, the Department 

of Natural Resources, the Washington State Boating Program, and local law enforcement agencies have 

adequate supervision to continue their current use, as defined by WAC 246.  These agencies and 

organizations continue to be important stakeholders, generating $75K/year in contracted rental, with 

planned rate increases over the next five years. 

 

Aquatic Program Models         

Two possible paths have been identified for continuing aquatics at Evergreen—both require up to $893K 

over the next three years in order to maintain operations and address critical health and safety concerns 

associated with long deferred maintenance. This timeline remains the same regardless of the 

programming path pursued, and is addressed more specifically in the Facility Analysis section of this 

report.  

One path provides minimal pool access by continuing to outsource lifeguard services and supervision 

and can be maintained without additional partnerships or student fees. The other path requires $80K in 

additional subsidies over a three-year period, but builds a robust and fiscally self-sustaining Evergreen 

aquatic program that generates a positive operating budget by the fourth year, and offers desired 

programming across stakeholder groups.  The costs of closing the pool are also presented for 

consideration of a third option. In both models it is assumed that the $75K in contract revenue currently 

allocated to intercollegiate athletics is sustained; a shift in funding source for athletics would result in a 

substantial revision to the models and expedites the pace at which the program could be fiscally self-

sustaining. 

  

https://apps.leg.wa.gov/WAC/default.aspx?cite=246-260
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Outsourced Short-Term Model 

This path continues the status-quo of outsourcing all lifeguarding and pool supervision to Authentic 

Aquatics or another qualified contractor and allows student swims to continue, while adding open lap 

swimming and family swimming two days per week, two hours per day. Program costs (Figure 1) for this 

path are funded through S&A fees and by increasing user-access fees for the pool for non-students. 

Non-student user fees would increase between 25-100% (depending on discount status). Students 

remain eligible for training and hire by the contractor, whose wages are higher than Evergreen lifeguard 

rates have been.  

Due to the cost constraints in scaling this model up to meet demand, this path is not recommended 

beyond a 3-5 year period. However, readiness for immediate implementation without additional 

institutional investment in programming, it is a viable short-term solution.  

 

 

Figure 1. Outsourced short-term budget summary. Full budget in Appendix A.   

Outsourced  Summary (FY21-22)
Pool Facility (F&O) FY20 FY21 FY22

Facility operating costs (ongoing) (180,000)$  (180,000)$   (180,000)$     

Facility deferred maintenance (258,000)$  (280,000)$   (320,000)$     

Deferred maintenance contingency/inflation (5,160)$       (11,200)$      (19,200)$       

Current facility allocation 180,000$    180,000$     180,000$       

Facility balance (263,160)$  (291,200)$   (339,200)$     

Aquatics Program (SAL) FY20 FY21 FY22

Program operating costs (34,320)$    (42,900)$      (42,900)$       

Projected revenue 87,400$      81,600$       101,600$       

IOD to Athletics (75,000)$    (75,000)$      (75,000)$       

S&A Fee program allocation 22,950$      19,737$       19,737$         

Reserves 16,563$       

Program balance 1,030$        -$              3,437$           

Outsourced Short-Term Model (FY20-22)
Status quo PLUS family and lap swimming reintroduction in Winter 2020
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Self-Operated Long-Term Model 

Building a sustainable, robust, aquatic program requires investment in specialized professional staff to 

address training, supervision, and safety concerns and meet stakeholder needs. This path builds internal, 

Evergreen-operated capacity by hiring an aquatics manager and employing 15-25 lifeguards and swim 

instructors (Figure 2). Building this staff team while concurrently scaling up swim lessons, family swims, 

and lap swimming requires deficit spending for three years before the programming is self-sustaining, 

using current and future revenue sources. 

Given the three-year investment needed to scale up this model, the current Olympia Parks, Arts, and 

Recreation’s (OPARD) aquatics feasibility study, and the complexity/timing of a student fee increase, this 

path is not recommended for immediate pursuit. Rather the recommendation is to use this model to 

inform critical partnership discussions with OPARD and students for long-term planning. 

 

 

Figure 2. Self-operated model budget summary. Full budget in Appendix A. 

 

  

Self-Operated Summary (4-Year Model)
Pool Facility (F&O) Year 1 Year 2 Year 3 Year 4

Facility operating costs (ongoing) (180,000)$ (260,000)$ (260,000)$ (260,000)$ 

Current facility allocation 180,000$   180,000$   180,000$   180,000$   

Facility balance -$            (80,000)$    (80,000)$    (80,000)$    

Aquatics Program (SAL) Year 1 Year 2 Year 3 Year 4

Staff (61,268)$    (83,275)$    (84,688)$    (86,129)$    

Program operating costs (34,363)$    (94,963)$    (98,640)$    (103,603)$ 

Projected revenue 120,800$   216,000$   226,500$   247,500$   

Revenue allocated to Athletics (75,000)$    (75,000)$    (75,000)$    (75,000)$    

S&A Fee program allocation 19,737$     19,737$     19,737$     19,737$     

Program balance (30,094)$    (17,501)$    (12,090)$    2,505$        

Self-Operated Long-Term Model
4-year model to achieve operational sustainability
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Permanent Pool Closure 

If funding is not identified to address the critical health and safety and deferred maintenance issues, or 

resources are not directed towards an aquatic program, and the pool is closed, revenue will be lost and 

costs to fill in the pool to prevent structural damage will likely be incurred (Figure 3). Also important is 

the negative impact on students, faculty, staff, and community members who rely on the pool for their 

wellness and recreation. The budget summary below addresses only the steps required to secure the 

pool area and prevent damage to the building. This includes repairing the walls, ceiling, and filling the 

pool to prevent it “floating” due to water table pressure, which risks further damaging the facility. It 

does not include costs for mechanical room closure or repurposing the pool area.  

 

 

Figure 3. Pool closure financial summary. Full budget in Appendix A.  

 

Steering Committee Work         

A Steering Committee was charged (Appendix B) to assess the current state of the facility, to explore the 

programming interests of different stakeholder groups (students, faculty, staff, and community 

members), and identify opportunities for partnerships to develop a more robust and sustainable aquatic 

program. The Steering Committee was comprised of four students, four staff, and one faculty member. 

Members were identified by interest in and connection to the pool, expressed interest, and faculty/staff 

recommendation. The Steering Committee met for four meetings/work sessions from March 1-May 31 

and focused on stakeholder feedback, facility analysis, and program recommendations. 

Closure Summary
Pool Facility (F&O)

Facility operating costs (82,000)$              

Deferred building maintenance (322,716)$            

Fill pool (440,000)$            

Deferred maintenance and closure contingency (15,254)$              

Current facility operations allocation 180,000$              

Facility one-time costs (777,970)$            

Facility operating balance 98,000$                

Aquatics Program (SAL)

Contracts (FY21) (80,000)$              

CRC memberships (20,000)$              

Camp Speedy (10,000)$              

Program balance (110,000)$            

Pool Closure
Cost and revenue impact to the close the pool and repair facility for safety
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At the conclusion of its work, the Steering Committee reviewed the data from the forums, survey, and 

the facility analysis to explore recommendations for modest and minimal access to the pool as well as 

for a more robust and fully functional aquatics program. 

 

Stakeholder Feedback 

During winter and spring quarters of 2019, the Steering Committee conducted three forums (Appendix 

D), collected feedback via email, and distributed a survey (Appendix E) in order to inform committee 

recommendations. The committee sought to determine interest in the pool and aquatics programs, 

stakeholders’ willingness to pay (WTP), student interest in a referendum to increase funding, desired 

use times, and other useful information to inform program development. Between the three methods, 

850 responses were collected, self-identifying as 39% current student, 27% faculty/staff, and 41% 

community. This totals over 100% because some identified as both student and staff, making the 

Evergreen/non-Evergreen ratio approximately 60/40.  

The top three areas of interest are lap swimming, family swimming, and swim lessons.  Across 

stakeholder groups, the majority of respondents expressed a strong affinity for the pool, personal loss 

due to the suspension, and a desire to find solutions for its re-opening. While users’ average WTP 

indicates that there is tolerance for a significant price increase, there are also indicators that a price 

increase will restrict some users’ ability to use the facility. The average student respondent indicated 

being willing to pay 59% more than current rates to fund a suite of services in the CRC, including the 

pool and recreation/wellness programs. 

 

Facility Analysis 

Facilities staff conducted a review of the pool during the spring and summer of 2019. Estimates and 

recommended timeline for repairs stemming from health and safety concerns are in Appendix C. Sorted 

for urgency by the Associate Vice President of Facilities, they are as follows, including contingency: 

Critical Repairs 

Repair fire systems and spalling concrete wall(s) (FY20) $126-263K 

Replace ceiling grid (repair may cost less but is unknown) (FY21) $291K 

Mechanical room repairs (FY22) $339K 

Total critical repair investment $893K 
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In addition to the above $893K that is required to keep the pool open, there are other investments 

needed to increase the safety and accessibility of the facility. While they are not as urgent to prevent 

closure, prolonging the following investments results in additional risk, including slip/fall injury, 

unauthorized access, and loss of revenue due to unplanned closures. Addressing these concerns also 

improves access for those with disabilities, those needing caregivers, and the elderly. Locker-room 

enhancements are necessary in order to meet the needs of current users including our transgender, 

non-binary, and other patrons for whom the current “group shower” layout is unwelcoming. 

 

Other Health and Safety 

Handrail installation on stairs to locker room (reduce slip/fall hazard) $4K 

Replace sun deck doors (secure facility) $15K 

Refinish pool deck (reduce slip/fall hazard) $138K 

Convert showers to stalls (improve accessibility for all gender identities) $85K 

Repair/relocate saunas (deferred maintenance and improve access) $16K 

Total additional investment recommended $258K 

Facility Staffing Model 

The facility review process identified a gap in staffing levels to adequately support the CRC, including the 

pool. The pool’s share of this staffing gap is estimated to be 1.0 FTE (.5 pool operator and .5 custodian), 

adding $80K in annual operating costs. There is no identified source for this additional funding, but it is 

noted as a need in the self-operated model to ensure proper care for the facility moving forward.  

Facility Funding 

No current funding source is identified for any of the deferred maintenance, health and safety, and 

access investments shown above. While both the outsourced and self-operated paths proposed are 

programmatically self-sustaining, neither will generate sufficient revenue to cover the cost of operating 

the facility. This is understood in the industry -- aside from water parks, most pool facilities are 

subsidized by the funding body due to the health and wellness service they bring to a community. Of 

known similar facilities, all but one receives subsidies from capital budgets, student fees, municipalities, 

partner organizations, or a combination of several. These subsidies can be as high as $1-2M (50-67%) 

annually.  

 

Program Operations and Staffing 

According to NIRSA’s 2018 Small Campus Recreation Programs Benchmarking Report, the average size of 

a college recreation center for a peer institution (mean enrollment of 3,457) is 47,000 square feet, 

staffed with three full-time recreation staff. The CRC is 105,000 square feet, and presently staffed with 

two full-time recreation staff. Of the 125 institutions included in the report, a pool was not included in 

the top 10 facilities managed by the department.   
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This gap between facility size/complexity, and number of professional staff was a primary contributing 

factor leading to the recommendation to suspend pool operations in fall 2018. Other aquatics experts 

voiced similar concerns about a lack of a full-time aquatic supervisor and suggested revitalization begin 

with hiring a qualified and energetic aquatics professional. Due to this, the recommended option for a 

self-sustaining, internally managed program includes at least .75 FTE with a transition to 1.0 FTE 

additional staff for pool management, training, and supervision.  

 

Partnerships 

 
Evergreen Parking Services 

While the CRC offers competitively low gym membership rates for the region, much of that edge is lost 

when factoring in parking, especially for price-sensitive members. Ninety-two percent of non-student 

members have discounted CRC memberships, ranging from $15-$18 per month, and they pay between 

$12 and $40 per month for parking, determined by daily vs. annual rates. Negotiating bulk rates with 

Parking Services to offer inclusive packages that allow for increased CRC revenue has been a significant 

challenge in addressing adequate rate and fee increases to meet present budgetary shortfalls. 

Evergreen Academics and Athletics 

A fiscally and operationally sustainable aquatics model would allow for future consideration of pool 

utilization and collaboration for academic programs. Additionally, investment in the pool would warrant 

future consideration of an intercollegiate swim team. 

Evergreen Students  

As the primary stakeholder in the future of aquatics at Evergreen, students are also potential partners 

for overcoming hurdles on the road to financial and operational sustainability. The survey identified a 

desire and willingness to pay a stand-alone recreation fee in order to improve services in the CRC. 

However, due to the history of high community use, the recommendation is to not pursue this as a 

stand-alone option.  

Olympia Parks, Arts, and Recreation Department and the YMCA 

Olympia Parks, Arts, and Recreation Department (OPARD), is currently beginning an aquatics feasibility 

study to explore the costs, revenue potential, and impacts of building an aquatic facility in Olympia--a 

project which is likely 5-10 years from fruition if they proceed. Currently in the initiation stage of the 

project, CRC staff are participating as stakeholder representatives and also met with the OPARD Director 

and Associate Director, who are interested in exploring an aquatics partnership (short and/or long-term) 

that could include programming, marketing, summer programs, and a shared staff position. This 

partnership should be a high priority for exploration within the next six months, as the outcome affects 

long-term viability of an aquatics program at Evergreen. 

The YMCA has also expressed interest in collaborating with Evergreen and should be concurrently 

explored.  
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Outsourced  Summary (FY21-22)
Pool Facility (F&O) FY20 FY21 FY22 Notes

Facility operating costs (ongoing) (180,000)$  (180,000)$   (180,000)$     Extrapolated from F&O CRC facil ity estimate

Facility deferred maintenance (258,000)$  (280,000)$   (320,000)$     

Deferred maintenance contingency/inflation (5,160)$       (11,200)$      (19,200)$       2% in FY20, 4% if FY21, 6% in FY22

Current facility allocation 180,000$    180,000$     180,000$       Estimated from F&O

Facility balance (263,160)$  (291,200)$   (339,200)$      $                                                                                         (893,560)

Aquatics Program (SAL) FY20 FY21 FY22 Notes

Program operating costs (34,320)$    (42,900)$      (42,900)$       Authentic Aquatics charges

Projected revenue 87,400$      81,600$       101,600$       Contracts, lap swim, family swim

IOD to Athletics (75,000)$    (75,000)$      (75,000)$       

S&A Fee program allocation 22,950$      19,737$       19,737$         

Reserves 16,563$       Rec and Athletics Funds

Program balance 1,030$        -$              3,437$           ($12K) 3-year net

Facility Operating Costs
FY20 FY21 FY22 Notes

Fire alarm testing (2,000)$       (2,000)$        (2,000)$          

Pool chemicals (6,000)$       (6,000)$        (6,000)$          

Pool operator (.5 FTE) (40,000)$    (40,000)$      (40,000)$       

Custodial Services (pool-only) (.5 FTE) (40,000)$    (40,000)$      (40,000)$       

Utilities (83,000)$    (83,000)$      (83,000)$       Electrical, water/sewer, steam

Pool equipment repairs (9,000)$       (9,000)$        (9,000)$          

Subtotal (180,000)$  (180,000)$   (180,000)$     

Facility Repair Costs (one-time)
FY20 FY21 FY22 Notes

Repair spalling wall (4 alcoves) (178,000)$  Deferred maintenance. Critical

Fire suppressant system repair (80,000)$    Damaged. Critical

Replace dive pool ceiling (90,000)$      Deferred maintenance. Critical safety

Replace lap pool ceiling (190,000)$   Deferred maintenance. Critical safety

Mechanical room repairs (320,000)$     Deferred maintenance (final est. TBD)

Subtotal  $  (258,000)  $   (280,000)  $     (320,000)

Aquatics Staff Costs
FY20 FY21 FY22 Notes

Outsourced -$             -$              -$                Included in operational costs

Subtotal -$             -$              -$                

Program Operating Costs
FY20 FY21 FY22 Notes

Student swims  $    (16,120) (7,800)$        (7,800)$          FY20: 2 days/week @ 2 hrs. for 11 weeks;  FY21-22: 1 days/week @ 2 hrs. for 30 weeks

Open lap swimming  $    (10,400) (15,600)$      (15,600)$       FY20: 2 days/week @ 2 hrs. for 20 weeks;  FY21-22: 2 days/week @ 2 hrs. for 30 weeks

Family weekend swims  $      (7,800) (15,600)$      (15,600)$       FY20: 2 days/week @ 2 hrs. for 15 weeks;  FY21-22: 2 days/week @ 2 hrs. for 30 weeks

Camp Speedy (3,900)$        (3,900)$          FY20: Closed for repairs; FY21-22: 15 days @ 2 hrs. per day

Subtotal  $    (34,320) (42,900)$      (42,900)$       

Current Funding Sources
FY20 FY21 FY22 Notes

S&A allocation  $      22,950 19,737$       19,737$         FY20: Projected 15% reduction; FY21: Projected 14% reduction

Facility (F&O) 180,000$    180,000$     180,000$       Estimated from F&O

Subtotal 202,950$    199,737$     199,737$       

Projected Revenue
FY20 FY21 FY22 Notes

Lap swimming  $         6,400 9,600$          9,600$           $10 @ 8 ppl/hr.

Family swims  $         6,000 12,000$       12,000$         $10/adult + $5/youth @ 5 families of 3/hr.

Contracted rentals 75,000$      80,000$       90,000$         Teams, Swim Club, OPARD, Other

Revenue loss during repairs (20,000)$      (10,000)$       Estimates based on scope and closures

Subtotal 87,400$      81,600$       101,600$       

Outsourced Short-Term Model (FY20-22)
Status quo PLUS family and lap swimming reintroduction in Winter 2020

Appendix A: Budget Models         
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Self-Operated Summary (4-Year Model)
Pool Facility (F&O) Year 1 Year 2 Year 3 Year 4 Notes

Facility operating costs (ongoing) (180,000)$ (260,000)$ (260,000)$ (260,000)$ 1.0 FTE added, adding $80K to ongoing cost, per AVP request

Current facility allocation 180,000$   180,000$   180,000$   180,000$   Estimated from F&O

Facility balance -$            (80,000)$    (80,000)$    (80,000)$    No source of funds identified

Aquatics Program (SAL) Year 1 Year 2 Year 3 Year 4 Notes

Staff (61,268)$    (83,275)$    (84,688)$    (86,129)$    Overhead (supervisor, certs, in-services)

Program operating costs (34,363)$    (94,963)$    (98,640)$    (103,603)$ Lap swim, family swim, lessons (after Yr. 1)

Projected revenue 120,800$   216,000$   226,500$   247,500$   Lap swim, family swim, lessons, contracts

Revenue allocated to Athletics (75,000)$    (75,000)$    (75,000)$    (75,000)$    

S&A Fee program allocation 19,737$     19,737$     19,737$     19,737$     

Program balance (30,094)$    (17,501)$    (12,090)$    2,505$        

Facility Operating Costs
Year 1 Year 2 Year 3 Year 4 Notes

Fire alarm testing (2,000)$      (2,000)$      (2,000)$      (2,000)$      

Pool chemicals (6,000)$      (6,000)$      (6,000)$      (6,000)$      

Pool operator (.5 FTE) (40,000)$    (80,000)$    (80,000)$    (80,000)$    .5 additional FTE added

Custodial Services (pool-only) (.5 FTE) (40,000)$    (80,000)$    (80,000)$    (80,000)$    .5 additional FTE added

Utilities (electrical, water/sewer, steam) (83,000)$    (83,000)$    (83,000)$    (83,000)$    

Pool equipment repairs (9,000)$      (9,000)$      (9,000)$      (9,000)$      

Subtotal (180,000)$ (260,000)$ (260,000)$ (260,000)$ 

Aquatics Staff Costs
Year 1 Year 2 Year 3 Year 4 Notes

Supervisor salary & benefits (52,673)$    (70,645)$    (72,058)$    (73,499)$    .75 FTE in Yr. 1 to 1.0 FTE in Yr. 2, then 2% increase thereafter

In-service trainings (5,220)$      (10,440)$    (10,440)$    (10,440)$    Yr. 1: 15 staff,  Yr 2-4: 30 staff @ 2hrs/mo

Lifeguard certifications (3,375)$      (2,190)$      (2,190)$      (2,190)$      Yr. 1: Outsourced, Yr. 2-4: Internal

Subtotal (61,268)$    (83,275)$    (84,688)$    (86,129)$    

Program Operating Costs
Year 1 Year 2 Year 3 Year 4 Notes

Lap swim (3 lifeguards) (19,575)$    (60,900)$    (60,900)$    (60,900)$    
Yr. 1: 3 days/week @ 4 hrs./day for 30 weeks; Yr. 

2-4: 5 days/week @ 6 hrs./day for 40 weeks

Family weekend swims (3 lifeguards) (6,525)$      (6,525)$      (6,525)$      (6,525)$      2 days/week @ 2 hrs. for 30 weeks

Student programs (3,263)$      (3,263)$      (3,263)$      (3,263)$      1 day/week @ 2 hrs./day for 30 weeks

Swim lesson (instructors & lifeguards) 0 (7,975)$      (10,077)$    (11,890)$    5 sessions/year with 60 swimmers ea.

Swim lesson marketing 0 (6,300)$      (7,875)$      (11,025)$    15% gross to market and mng. registration

Supplies and materials (5,000)$      (10,000)$    (10,000)$    (10,000)$    

Subtotal (34,363)$    (94,963)$    (98,640)$    (103,603)$ 

Current Funding Sources
Year 1 Year 2 Year 3 Year 4 Notes

S&A allocation 19,737$     19,737$     19,737$     19,737$     Estimated low point of funding

Facility (F&O) 180,000$   180,000$   180,000$   180,000$   Estimated from F&O

Subtotal 199,737$   199,737$   199,737$   199,737$   

Projected Revenue
Year 1 Year 2 Year 3 Year 4 Notes

Lap swimming 28,800$     72,000$     72,000$     72,000$     $10 @ 6 ppl/hr.

Family swims 12,000$     12,000$     12,000$     12,000$     $10/adult + $5/youth @ 5 families of 3/hr.

Swim lessons 0 42,000$     52,500$     73,500$     

Yr. 2: 5 sessions w/60 swimmers each; Yr. 3: 5 

sessions/year with 75 swimmers ea.;  Yr. 4: 5 

sessions/year with 105 swimmers ea.

Contracted rentals 80,000$     90,000$     90,000$     90,000$     Teams, Swim Club, OPARD, Other

Subtotal 120,800$   216,000$   226,500$   247,500$   

Self-Operated Long-Term Model
4-year model to achieve operational sustainability
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Closure Summary
Pool Facility (F&O) Notes

Facility operating costs (82,000)$              

Deferred building maintenance (322,716)$            Repair spalling walls and ceiling grids

Fill pool (440,000)$            Prevent damage from high water table

Deferred maintenance and closure contingency (15,254)$              2%

Current facility operations allocation 180,000$              Estimate from F&O

Facility one-time costs (777,970)$            

Facility operating balance 98,000$                

Aquatics Program (SAL) Notes

Contracts (FY21) (80,000)$              Loss of contracts in FY21. $90K by FY22

CRC memberships (20,000)$              Further membership attrition

Camp Speedy (10,000)$              Loss of value and attrition

Program balance (110,000)$            This revenue loss primarily impacts Athletics

Facility Repair Costs (one-time)
Notes

Fill diving well (55,000)$              From facil ities quote

Fill lap pool (385,000)$            AVP quote (dive well cost x 7)

Replace sun deck doors (15,000)$              

Ceiling repairs (130,000)$            Extrapolating from facil ity quotes

Repair spalling wall (4 alcoves) (177,716)$            Low as ($44,430) if only one alcove needs rep.

Subtotal (762,716)$            

Facility Operating Costs
Fire alarm testing (2,000)$                 

Pool chemicals -$                       

Pool operator -$                       

Custodial Services (40,000)$              

Utilities (electrical, water/sewer, steam) (40,000)$              Estimate from current use

Pool equipment repairs

Subtotal (82,000)$              

Existing Funding 
S&A Allocation 27,000$                May be eliminated if further FY20 reduction

Facilities (F&O) 180,000$              Current F&O allocation estimate

Subtotal 207,000$              

Projected Revenue Loss
Camp Speedy (10,000)$              Diminished interest and reduced value

CRC memberships (20,000)$              Continued attrition of current members

Contracted Rentals (FY21) (80,000)$              Teams, Swim Club, OPARD, Other

Subtotal (110,000)$            This revenue loss primarily impacts Athletics

Pool Closure
Cost and revenue impact to the close the pool and repair facility for safety
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Appendix B: Steering Committee Charge       

March 15, 2019 

 

TO:  Aquatics Evaluation Steering Committee: 

Sam Hensold 

Elizabeth McHugh  

Ray Finn 

Andrew Reece 

Anthony Arriola 

Lillian Bryce 

Raphael Plenty Wolf 

Koharu Yonebayashi 

Eric Duvall-Winscher 

 

FROM:  Wendy Endress 

 

RE:  Charge & Timeline  

 

Attached: Fall 2018 Aquatics Program Proposal 

 
  
Thank you for serving on the Aquatics Program Renewal Steering Committee. As the attached Fall 2018 
Aquatics Program Proposal reflects, this group is tasked with conducting a needs assessment and 
programmatic review of the Aquatics Program and identifying options for developing a safe, accessible, 
robust and fiscally sustainable Aquatics Program which meets the needs of our students, staff, faculty, 
and local community.   
 
Specifically, the Committee is charged with examining and addressing the following: 

 Identifying gaps in standard safety and operating procedures, and remedies for 

improving safety and operations. 

 Costs associated with deferred facility maintenance, regular upkeep, and meeting 
program needs and requirements. 

 Student interest in aquatics programming, identifying program options that align with 
student interest, and staff/resources capacity to support. 

 Opportunities for new program development (e.g. health/wellness/physical therapy 
models). 

 New and existing partnership opportunities with community agencies (i.e. Olympia 
Parks and Recreation Department, YMCA, Olympia School District, and Evergreen Swim 
Club). 

 Recommendations for a model which is fiscally self-sustaining or which provides a scaled 
back, or minimal aquatics program, or recommends redirecting resources to other 
programs. 

 
It is anticipated that the Committee will involve and consult with the following stakeholders and 
partners:  
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Facilities/Pool experts/consultants 
Aquatics Program experts/consultants 
Students, faculty and staff 
Thurston County community members 

 
The work will occur between March and July 2019 and should include the following: 

- Review of the history and recent user data 
- Community feedback 
- Evaluation and analysis of community feedback and consultant assessment/advice 
- Recommendations for consideration 

 
Proposed Timeline: 
 
March 2019 
Initial Steering Committee meeting (focus on history and recent user data) (March 1) 
Conduct forums 

 Student Forum (proposed 3/7/19, 5-7 pm) 

 Community Patron Forum (proposed 3/18/19, 6-8 pm) 

 Faculty Staff Forum (proposed 3/20/19, 1-3 pm) 
 
April 2019 
Steering Committee meetings (April 12 & 26) 
Data analysis of information collected through forums, leading to creation of the survey(s) (April 22-
May 3) 
Interim status report submitted (April 30) 
 
May 2019 
A two week survey period to collect stakeholder group feedback on options/opportunities identified in 
first phase (May 6-17) 
Steering Committee meeting (May 31) 
 
June 2019 
Interim status report submitted (June 1Analysis and data summary 
Initial plan options developed in consultation with aquatic facility, and aquatic program consultants 
 
July 2019 
Draft report and recommendations submitted (July 19) 

 

August 2019 

Final Report and Recommendations submitted (August 19) 
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Appendix C: Facility Repair Estimates        

Repair quotes as submitted by Tim Byrne, Project Manager, May 2019 

* 

*$44,429 is the cost to repair one alcove. Up to four alcoves may need repair. 

 

 

 

THE EVERGREEN STATE COLLEGE

POOL WALL FIX

Repair Spalling Wall  

Labor 7,071$          

Materials 4,347$          

Equipment 3,921$          

Subtotal 15,339$       

Polyurethane concrete coating 749 17.00$      12,733$       

subtotal 28,072$       

Difficulty factor 5,614$          

subtotal 33,686$       

contingency 2,807$          

subtotal 36,494$       

oh and profit 4,379$          

subtotal 40,873$       

sales tax 3,556$          

TOTAL 44,429$       

CRC Potential Improvement Projects

Item Cost Notes

1 Fill in Diving Pool 55,000$    

2 Convert Diving Pool to shallow pool 105,000$  includes design fees and booster heater

3 Replace ceiling at Diving Pool area 90,000$    * see below

4 Convert shower area to stalls 85,000$    Men's & Women's (creates 7 separate stalls each)

5 Install handrails at stairs to locker rooms 4,100$      

6 Replace Storefront doors to Sun Deck 15,000$    Does not include ADA opener or electronic access

7 Remove gate at Sun Deck 100$          

8 Remove diving board 300$          Does not include concrete platform

9 Repair Sauna areas 16,000$    Men's & Women's

10 Replace ceiling at lane pool 190,000$  

11 Study to determine condition of pools 15,000$    Includes pool equipment and cost estimates

12 Refinish pool deck and stairs Includes expoxy coating over existing

*: this is assumuming the diving pool will remain, cut cost in half if filled in
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Repair timeline and funding recommendation (September 2019) 

From: Ward, William  
Sent: Wednesday, September 18, 2019 3:01 PM 
To: McHugh, Elizabeth <mchughe@evergreen.edu> 
Subject: FW: Pool Facility Costs & Prioritization 
Importance: High 
 

Hi Elizabeth: 
 
Thanks for your questions.  See comments highlighted below: 
 

Clearly we are still using the pool in the midst of this $760K price-tag. But it would be helpful to 

have your thoughts about prioritizing the safety needs, particularly if there isn’t funds to address 

the approx. $760K of repairs.   

 

At what juncture would we need to close the pool completely?  I would recommended closing 

the pool next year if the repairs to the concrete Spalding and ceiling above the lap pool are 

not performed.  The other items can be prioritized and performed during a longer period 

of time.  

 

Over what period of time can addressing these issues be spread?  Less than one year 

Is there funding through Facilities?  Not that I am aware of at this time.  Will need to discuss 

with John for guidance. 

 

If not, how would you and John advise setting the context and planning?  We will need to meet 

and discuss this situation with John for guidance. 

 

Let me know if this is helpful and what you need for your meeting.   
 
William G. Ward, MBA 

Associate Vice President for Facilities 
The Evergreen State College | 2700 Evergreen Parkway NW | Olympia, WA 98505 

Cell: 360.918.4340 | Office: 360.867.6115 
wardw@evergreen.edu| www.evergreen.edu 
 

 

 

  

mailto:mchughe@evergreen.edu
mailto:wardw@evergreen.edu
http://www.evergreen.edu/
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Mechanical room gas leak initial assessment (August 2019) 

From: Lebens, Matthew  

Sent: Thursday, August 08, 2019 1:12 PM 

To: All Facilities DL <FacilitiesDL@evergreen.edu> 

Subject: UPDATE >> SAFETY AND HEALTH ALERT: CRC Mechanical Corridor | August 8, 2019 

Good morning,  

See below and attached. Ambient air monitoring supporting measurement of airborne contaminants concluded all 

analytes within scope were below regulatory and industry standard exposure limits. Keep in mind this sampling 

method was specific to measurement of room air at a literal standstill and, while room remains safe for limited 

touch-free monitoring of pool and fire alarm systems, operations requiring disruption of widely observed surface 

residue remain prohibited at this time.  

On Monday, August 5 I suited up in full PPE and performed a 1-hr decontamination job on a high priority water line 

supporting pool operations. The line scheduled to be replaced was decontaminated using wet methods. Adjacent 

lines were treated as well. POM staff, having completed job hazard analysis, then entered that evening to replace 

the compromised line.  

Within the next week I aim to work with our industrial hygiene consultant in performing a negative exposure 

assessment specific to airborne analytes. This will differ from the ambient monitoring process in that I will suit up 

in full PPE and I will don a low-volume personal air pump and all variety of required sampling media. Sampling 

media will be placed within my personal breathing zone, usually at right shoulder near chin, or sometimes taped to 

my chest like a microphone. My goal is to deliberately agitate and then wipe down a variety of surfaces over the 

course of one 4-hr excursion. The results of this air sample will give us a snapshot of where we’re at regarding 

permissible exposure limits for those actively engaged in operations within this space. That finding will further 

inform our next steps as we enter the remediation phase.  

Anticipated next steps: 

1. Top-down detailed cleanup, working from area exterior toward interior. Exposure assessment will 
determine when, how, and by who this work will be performed.  

2. As cleanup of broad surface contamination approaches the interior, crew will pause to allow for a 
targeted asbestos abatement supporting replacement of the compromised condensate line. Asbestos 
abatement scope is such that contractors are likely to utilize smoke-tested glove bag method.  

3. Upon completion of asbestos abatement, remaining surface decontamination will proceed.  
4. Upon completion of remaining surface decontamination, POM staff should be in a position to replace the 

compromised condensate line.  
Please note, minus my negative exposure assessment, all cleanup activities will be performed utilizing wet 

methods. This limits airborne release of surface residue and keeps ambient room and building air well below both 

reportable and occupational exposure limits airborne contaminants. 

Thanks for your patience. More info soon.      

Matt Lebens 
Environmental Health & Safety      
The Evergreen State College  

 

 

  

mailto:FacilitiesDL@evergreen.edu
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Appendix D: Forum Response Themes        

Response Format: All responses were open-ended using notecards and Poll Everywhere software 

Participants: 

Community Forum: 30 attendees 

Faculty Staff Forum: 2 attendees (Poll Everywhere was not used due to low numbers, and 

responses are included) 

Student Forum: 8 attendees 

Response Analysis: The raw responses were coded for recurring themes. After identifying common 

themes, the frequency is tallied below. 

 

 

Figure 1. Evergreen pool sentiment 

 

 

Figure 2. Elements of past operations/model to retain (desired) 
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keep?
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Figure 3. Elements of past operations/model to change (to add or not desired) 

 

 

Figure 4. Opportunities for future aquatics programming 
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Figure 5. What to consider during the aquatics renewal process 

 

 

Figure 6. Final comments 
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Appendix E: Survey Response Summary       

Response Format: Responses were gathered via a Survey Monkey tool using both closed-ended and 

open-ended formats.  

Respondents: 780 respondents self-identified as follows: 

 

Figure 7. Self-identification of respondents 

 

Response Analysis: All answers were sorted into three categories: 1) Evergreen student, 2) Evergreen 

faculty/staff member, and 3) community member (this included EF, SPSCC students/staff, St. Martin’s 

students/staff, and Evergreen alumni). Responses were compared using these groupings for each 

question. Response summary follows: 
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Figure 8. Preferred activities in the CRC  
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Figure 9. Preferred future use of the pool 
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Figure 10. Preferred pool use times 
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Figure 11. Likelihood of Saturday pool use 

 

 

 

Figure 12. Likelihood of Sunday pool use 
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Figure 13. Preferred weekend pool use activities 

 

Student Willingness to Pay (WTP) via Direct Referendum 
 

Willingness to Pay for CRC and Pool 
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% Change 41% 59% 

 

Figure 14. Student willingness to pay for CRC and Pool (mean) 
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Figure 15. Top 5 themes and frequency from student comments on a ballot referendum to fund pool 

and CRC 

 

Non-Student Payment and Willingness to Pay 
 

 

Figure 16. Preferred method of payment 
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Willingness to Pay for CRC & Rec (No Pool) 

 
Drop-In Monthly Annual 

Faculty/Staff WTP $6 $24 $199 

Faculty/Staff Current N/A N/A N/A 

Community WTP $6 $22 $156 

Community Current N/A N/A N/A 
    

    

    

Willingness to Pay for CRC, Rec, & Pool 

 Drop-In Monthly Annual 

Faculty/Staff WTP $8 $34 $365 

Faculty/Staff Current $5 $18 $190 

% Change (increase) 60% 89% 92% 

Community WTP $8 $40 $425 

Community Current Disc. $5 $18 $190 

Community Current Reg. $8 $30 $330 

Weighted Average $5.24 $18.96 $201.20 

% Change (increase)** 53% 111% 111% 
    

*Based on current discounted membership ratio of 92%  

**Based on Community WTP and Weighted Average  

Figure 17. Non-student willingness to pay (by payment method) 

  



30 
 

 

Figure 18. Top 5 themes and frequency for non-student comments on payment method and pricing 

(includes the top 5 themes for each user group, with overlap) 
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Final Comments 
Respondents provided additional thoughts and comments in open-ended format at the conclusion of 

the survey. This generated 349 responses, which were separated by stakeholder group, and coded to 

identify recurring themes. The below graph represents the top five themes from each user group.  

 

Figure 19. Top 5 themes and frequency for all user groups’ final comments (includes the top 5 themes 

for each user group, with overlap) 
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