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Calabasas Tennis and Swim Center Cost of Service (User Fee) Study Report

INTRODUCTION AND EXECUTIVE SUMMARY

The report presents the results of the Calabasas Tennis and Swim Center (CTSC) specific Cost of
Services (User Fee) Study conducted by the Matrix Consulting Group for the City of Calabasas, California.

PROJECT BACKGROUND AND OVERVIEW

The purpose of this study is to evaluate and determine the full cost (direct and indirect) of providing a
variety of services offered at the Calabasas Tennis and Swim Center. The Matrix Consulting Group
analyzed the cost-of-service relationships that exist between fees for service activities, facility-wide. The
results of this study provide a tool for understanding the current cost associated with these services and
activities.

GENERAL PROJECT APPROACH AND METHODOLOGY

The work accomplished by the Matrix Consulting Group in the analysis of the proposed fees for service
involved the following steps:

Staff Interviews: The project team interviewed staff regarding their needs for clarification to the
structure of existing fee items or for the addition of new fee items.

Data Collection: Data was collected for each service, including time estimates and material costs. In
addition, all budgeted costs and staffing levels for Fiscal Year 2026 were entered into the Matrix
Consulting Group'’s analytical software model.

Cost Analysis: The full cost of providing each service included in the analysis was established.

Review and Approval of Results with City Staff: Department management has reviewed and
approved these documented results.

Community Engagement: An online survey and two focus group meetings were held to ensure that
there was appropriate stakeholder engagement.

A more detailed description of user fee methodology and legal and policy considerations is provided in
subsequent chapters of this report.

SUMMARY OF COST RECOVERY

When comparing FY26 fee-related expenditures with fee-related FY24 revenue, CTSC is under-recovering
its costs by approximately $4.6 million, or recovering 49% of its costs. The following table shows, by
major revenue source, the annual revenue generated based on the current fee, the total annual revenue
based on the baseline cost, the resulting difference, and the cost recovery level.

MATRIX CONSULTING GROUP 1
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TABLE 1: FULL COST RECOVERY

Revenue at Revenue at Current Cost
Category Current Fee  Baseline Cost Difference  Recovery %
Room Rentals $18,122 $37,725 ($19,603) 48%
Memberships $2,733,666  $7,081,956 ($4,348,290) 39%
Tennis Court Rentals $16, 575 $25, 569 (88,994) 65%
Aquatics $59,275 $257,372 ($198,097) 23%
Fitness Classes $163,965 $201, 741 ($37,776) 81%
Filming $13,588 $13,158 $430 103%
Misc $12,677 $29,270 ($16,593) 43%
Tennis Activities $1,492,3386  $1,492,330 $0 100%
Total $4,510,198  $9,139,121 ($4,628,923) 49%

At $4.3 million, memberships have the most significant difference between current and baseline revenue.
This does show results if all fees were taken to 100% cost recovery. In a later chapter, cost recovery
goals and proposed fee revenue are discussed in more detail.

It is important to note that a traditional mechanism many community services or parks and recreation
departments have to offset subsidies is to charge differently between residents and non-residents. In the
funding source used to acquire the Calabasas Tennis and Swim Center (a grant from the County) there is
a specific provision that prohibits the city from charging residents and non-residents separately. As such,
there is no opportunity to charge non-residents to help bridge the gap.

The display of the cost recovery figures in this report is intended to provide a basis for policy
development discussions among Council members and City staff, and it does not constitute a
recommendation for how the Council should act. The setting of the “rate” or “price” for services, whether
at 100 percent full cost recovery or lower, is a policy decision to be made only by Council, with input from
City staff and the community.

These measures align with GFOA best practices for Establishing Government Charges and Fees, which
state that governmental entities should review and update charges and fees periodically based on
factors such as the impact of inflation, other cost increases, adequacy of cost recovery, use of services,
and the competitiveness of current to avoid large infrequent fee increases. Additionally, adopting the
practice of conducting comprehensive analyses every five to seven years allows for any changes to
organizational structures, processes, or any new service areas to be captured.
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LEGAL FRAMEWORK

This section of the report is intended to provide an overview regarding overall legal rules and regulations
for fees for service. A “user fee” is a charge for service provided by a governmental agency to a public
citizen or group. In California, several constitutional laws such as Propositions 13, 4, and 218, State
Government Codes 66014 and 66016, and more recently Prop 26 and the Attorney General’s Opinion 92-
506 set the parameters under which user fees typically administered by local government are
established and administered. Specifically, California State Law, Government Code 66014(a), stipulates
that user fees charged by local agencies “..may not exceed the estimated reasonable cost of providing
the service for which the fee is charged”. However, in the case of Parks and Recreation fees Proposition
26 allows for fee amount(s) to be based upon the rates that the market can bear. There are specific rules
and regulations within the State Law that impact Parks and Recreation related activities directly. These
can be separated into two categories — rental rates and recreation programs. The following points
provide further information regarding these items:

Rental Rates: One of the exceptions to the tax category under Proposition 26 is a charge imposed for
entrance to or use of local government property, or the purchase, rental, or lease of local government
property’. There is no requirement that these rates must be limited to the cost of service, as they can
be dependent upon a variety of features of the facility or park being rented.

+ Recreation Programs: Under Proposition 26, the exception to the tax category is a charge that is
“imposed”. Based upon the League of California Cities implementation guide for Proposition 26, as
well as other legal opinions, recreation classes, youth sports, and adult sports are not a charge that is
“imposed upon residents”. Rather, residents have the option to voluntarily participate in those
programs and utilize a private entity (non-governmental entity) for those activities. Therefore, these
rates are allowed to be set based upon the market options within the area rather than being restricted
to the cost of service being provided.

Utilizing these two principles is key to understanding the results generated through this analysis. As
such, any over-recoveries reflected in the report do not need to be reduced to the cost of service, as the
fee amount(s) should be based upon rates that the market can bear, as they are not a charge that is
“imposed upon residents.” Rather, residents can rent facilities or participate in the recreational programs
offered by local governments or utilize a private (non-governmental) entity for those activities / services.
As such, rental rates can depend upon a variety of features of the facility or park being rented, and
recreation program rates can be set based on the combination of the cost of administering the program
and the demand for the program (estimated participation).

" Proposition 26 Article XIIl C(1)(e)(4)
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USER FEE STUDY METHODOLOGY

The Matrix Consulting Group utilizes a cost allocation methodology commonly known and accepted as
the “bottom-up” approach to establishing User Fees. The term means that several cost components are
calculated for each fee or service. These components then build upon each other to comprise the total
cost for providing the service. The following chart describes the components of a full cost calculation:

DIRECT MATERIAL COST
(Salaries, Benefits, + (Cost of Space, Licensing Total Cost
Productive Hours, or Contract Cost, Capital [ |
Overhead, etc.) Improvements, etc.)

The two identified components were used to calculate the full cost to the City of providing various
services. The following sections detail each component.

STAFF COST

This cost component reflects the cost associated with staff time and effort associated with
administering and providing these services. The cost is based upon two factors:

Time Assumptions: This reflects the time associated with processing, reviewing, intaking, answering
questions, set up / clean up, and other support activities.

* Fully Burdened Hourly Rates (FBHR): This represents the full cost to the City of an employee existing
and providing services. It consists of direct cost components such as salaries, benefits, and
productive hours?. It also includes costs associated with internal citywide overhead?®.

The time assumption is multiplied by the FBHR to arrive at the total staff cost associated with providing
or administering a particular fee-related activity.

MATERIAL COST

Certain fees include costs associated with materials that might be necessary to provide the service.
These material costs generally include items such as the cost of equipment or use of space / impact to
the space sustained by the permitted activity.

PARTICIPATION / AVERAGE UTILIZATION COST

The two prior cost components (staffing and material) generate the total cost of a program or activity.
For recreation, the majority of activities or rentals are based on the average participation or utilization of

2 Productive hours refer to 2,080 hours of a full-time position reduced by sick, vacation, and holidays.
3 The citywide overhead value used was determined through the City’s cost allocation plan.
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hours / space. Therefore, a key assumption in this analysis has been the use of average participation or
rental hours when determining the cost per participant or cost per hour. As such, if a service has more or
less participants or is used for more or less hours that can directly impact the per unit result. Some
items in this analysis may show an over-recovery or under-recovery, but that can be directly impacted
based on the level of utilization of the program or the rental space. If it is used more frequently or has
higher participation, the cost will decrease. For participation-based programs (i.e. camps & classes,
afterschool sports, etc.), we take into consideration the max number of participants. For space rental we
look at the total hours the space was available for rent. Therefore, when evaluating the results of this
analysis, it is important to remember that the level of utilization (hours and participants) directly
influences the per-unit results calculated through this analysis.

SUMMARY OF COST COMPONENTS

Together, these two cost components ensure that all costs involved in operating and providing services
to the public have been accounted for in the calculation of the full cost of the fees.

The following sections provide a summary of fee schedule modifications and a comparison of the full
cost of providing services to the current fee for services. The total cost does not represent what fees will
actually be charged, rather the column represents what fees were calculated based on the components
outlined in the User Fee Methodology chapter of this report. It is ultimately up to the City Council to set
the rates to be charged.
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FEE SCHEDULE MODIFICATIONS

The first step undertaken during the fee study was to evaluate CTSC's current fee schedule. Fees set by
agreements (e.g., contract instructors, outside agencies) were not evaluated within the scope of this
study; therefore, they are not addressed in this document. To assess potential adjustments, the project
team met with various staff members responsible for administering fees and services. Below is a
summary of the proposed modifications to the fee schedule:

+ New Fees: Adding a processing fee for memberships to capture merchant fees in relation to
memberships.

Eliminated Fees: Removed the per-can tennis ball fee, as CTSC no longer offers this.

+ Consolidated: The following types of fees were consolidated:

O

Monthly membership fees were consolidated from four different tiers — Primetime Tennis,
Primetime Health, Non-Primetime Health, and Weekend Primetime into two tiers — Fitness
Access (Health and Swim Only) and Full Access.

The ‘High School Student’ tier was consolidated into the ‘Youth’ tier.

Tennis Court fees were consolidated into a singular rental rate per hour based on the day
of the week, rather than the user (Adult, Senior, Youth, etc.).

« Modified Fees: Various fee name modifications were made to the fee schedule as a means to more
accurately represent the services provided:

O

O

Renaming the ‘Child’ tier under Aquatics to ‘Youth'.

Renaming ‘Still & Motion Photography - Stadium Court’ to ‘Still & Motion Photography -
Stadium Court / Tennis Court’ because the fee now covers the rental of both types of
courts.

Renaming ‘Ball Machine - Tennis Members only’ to ‘Ball Machine - Members only’, as it is
for all members.

The modifications noted ensure that the proposed fee schedule better reflects the services the CTSC

provides.

MATRIX CONSULTING GROUP 6
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DETAILED RESULTS

The motivation behind a cost of services (User Fee) analysis is for CTSC staff to maintain services at a
level that is both accepted and effective for the community, and to maintain control over the policy and
management of these services. It should be noted that the results presented in this report are not a
precise measurement. In general, a cost-of-service analysis takes a “snapshot in time” and uses a fiscal
year of financial and operational information. Changes to the structure of fee names, along with the use
of time estimates, allow only for a reasonable projection of subsidies and revenue.

As stated previously, the baseline cost calculated for each service includes direct staffing and material
costs, applicable overhead allocations, and, where appropriate, considers participation levels and space
utilization to better reflect demand. The following table lists the fee name, current fee, baseline cost, and
the difference for each service.

TABLE 2: TOTAL COST PER UNIT RESULTS

Fee Name Current Fee Baseline Cost Difference
Fireside Room $65 $156 (891)
Centre Court Room $80 $159 (879)
Fireside & Centre Court Room $120 $169 ($49)
Pool / Pool Area $163 $338 (8175)
Pool Patio $78 $276 ($198)
Open Swim Pool Party
less than 25 guests $99 $220 (8121)
less than 50 guests $137 $311 ($174)
less than 75 guests $173 $371 (8198)
less than 100 guests $211 $433 ($222)
100+ guests
Base $179 $535 ($356)
Each Additional 25 Guests $32 $70 ($38)
Tennis Patio §70 $125 (855)
Stadium Court $158 $237 (879)
Tennis Court §70 $86 (816)
Deposit fee 1-75 guests $249 $249 $e
Deposit Fee 76+ guests $501 $501 S0

Covered Patio Seating $113 - $309 $186 N/A
Membership Monthly Rates

Fitness Access (Health & Swim Only) Memberships

Family $100 $253 ($153)
Couple $§79 $202 ($123)
Adult $61 $101 ($40)
Senior $35 $101 ($66)
Senior Couple 855 $202 (8147)
Youth $35 $101 (366)

Full Access Membership
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Fee Name Current Fee Baseline Cost Difference
Family $142 $337 ($195)
Couple $123 $270 ($147)
Adult $100 $135 ($35)
Senior $73 $135 (3$62)
Senior Couple $91 $270 (8179)
Youth 835 $135 ($100)
Guest Fees (Fithess & Tennis)
Monday-Friday $15 $19 ($4)
Weekends $21 $19 $2
Monday - Friday $15 8§27 ($12)
Saturday - Sunday §21 §27 ($6)
 Aquatics |
Lap Swim
Adult 89 $27 ($18)
Senior §7 $27 ($20)
Youth 83 §27 ($24)
Family Swim
Adult $6 $14 ($8)
Senior 84 $14 (810)
Youth $3 $14 ($11)
Lap Swim Package
Swim Package (10 Swims)
Adult $65 $272 ($207)
Senior $45 $§272 ($227)
| FitnessfFee ..
Fitness Class Fee 815 $16 (81)
Fitness Class Package (12 classes) $157 $195 (838)
 Filming ...
Filming $1,148 $1,328 ($180)
Still & Motion Photography
Fireside Room $65 §79 ($14)
Center Court Room $80 $82 (82)
Pool / Pool Area $163 $297 (8134)
Stadium Court / Tennis Court $158 $153 $5
Attendant Fee
City/Top Seed staff $68 $111 ($43)
Parking Lot Rental $135 $239 ($104)

Miscellaneous Fee
Ball Machine - Members only

Hourly $15

Monthly $42

Quarterly $106

Yearly $342
Membership Card - Replacement $13
Processing Fee

Classes s7

Rentals $22

$16 ($1)
$84 ($42)
$229 ($123)
$§732 ($390)
$13 $0

$6 81
$70 ($48)
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Fee Name Current Fee Baseline Cost Difference
Membership New S6 N/A

Generally, current fees are lower than baseline costs. In relation to rentals, differences range from a high
of $356 for ‘Open Swim Pool Party — 100+ guests — base’ to a low of $2 for the Center Court Filming
rental. The membership rates have quite a difference, especially as it relates to the Family and couple
memberships. Staff should review and evaluate these results and change fees as needed to help recover
costs.

MATRIX CONSULTING GROUP 9
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COST RECOVERY GOALS & PROPOSED FEE
REVENUE

Fees for recreational services are not static; they evolve in response to economic conditions and public
demand. The goal is to balance accessibility with financial sustainability, ensuring that services remain
affordable while generating sufficient revenue to support ongoing operations and improvements. Setting
these fees requires a careful approach, aligning cost recovery with community needs and program
benefits.

In general, programs that provide broad community benefits such as senior and youth activities, tend to
have lower cost recovery rates, as they serve a larger public good. Conversely, programs that primarily
benefit individuals such as facility and court rentals, typically have higher cost recovery rates to reflect
their more exclusive use. The cost recovery goals for CTSC, as established based on industry standards
and currently in place by department staff are as follows:

TABLE 3: COST RECOVERY GOALS

Program % Cost Recovery Goal
Youth Programs 60%
Adult Programs 80%
Senior Programs 50%
Adult Package 75%
Senior Package 45%
lsports |
Youth Sports 60%
Adult Sports 90%
Youth Membership 60%
Adult Membership 90%
Senior Membership 50%
Senior Couple Membership 48%
Couple Membership 85%
Misc. |

Aquatics 60%
Rentals 100%
Events 30%
Senior Center Programs

Resident 50%

Non-Resident 100%
Community Programs 10%
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The Matrix Consulting Group has extensive experience in analyzing recreational fees and operations
across the United States. The cost recovery goals noted align with typical cost recovery goals seen
across the Country and in California for recreation-related activities.

PROPOSED FEE REVENUE

The project team used the cost recovery goals to calculate the proposed fees, which have been
presented in Appendix A. If CTSC were to implement these proposed fees over a two-year phase-in
period, we estimated the proposed revenue. Workload (count of each service administered) from the
past fiscal year was used to calculate both the current revenue and proposed revenue (based on the cost
recovery goals). The table below compares these values by fee category.

TABLE 4: PROPOSED FEE REVENUE IMPACT

Revenue at Revenue at
Category Current Fee Proposed Fee Revenue Increase
Room Rentals $18,122 $25,971 $7,849
Memberships $2,733,666 $3,981,260 $1,247,594
Tennis Court Rentals $16,575 $20,717 $4,142
Aquatics $59,275 $93, 439 $34,164
Fitness Classes $163, 965 $163,965 S0
Filming $13,588 $13,588 S0
Misc $12,677 $27,138 $14, 461
Tennis Activities $1,492,336  $1,492,330 $0
Total $4,510,198 $5,818,408 $1,308,210

Based on the cost recovery goals and the proposed fees, CTSC is expected to see an estimated $1.3
million increase in its revenue.

ANNUAL ADJUSTMENTS

Conducting a comprehensive analysis of fee-related services and costs annually would be quite
cumbersome and costly. The general recommendation is that a comprehensive fee analysis should be
conducted every three to five years. This allows jurisdictions to ensure they account for organizational
changes, such as staffing levels and merit increases, and process efficiencies, code or rule changes, or
technology improvements. Developing annual update mechanisms allow jurisdictions to maintain current
levels of cost recovery, while accounting for increases in staffing or expenditures related to permit
services. The two most common types of update mechanisms are Consumer Price Index (CPI) and Cost
of Living Adjustment (COLA) factors.

CTSC as part of the larger citywide philosophy updates its fees annually based on CPI and should
continue to follow this best practice and industry standard.
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APPENDIX A - PROPOSED TWO YEAR PHASE
IN FEE SCHEDULE

The following table includes the City’s current fee, and then the proposed fees over a two-year phase-in
period:

TABLE 5: PROPOSED FEES

Current  Proposed Proposed
Fee Name Unit Fee FeeYearl FeeYear2

Tennis & Swim Center

Room and Area Use Fees

Fireside Room Per Hour $65 $101 $156
Centre Court Room Per Hour $80 $112 $159
Fireside & Centre Court Room Per Hour $120 $143 $169
Pool / Pool Area Per Hour $163 $§235 $338
Pool Patio Per Hour $78 $147 $276
Open Swim Pool Party
less than 25 guests Per 3 Hours $99 $148 $220
less than 50 guests Per 3 Hours $137 $207 $311
less than 75 guests Per 3 Hours $173 $253 $371
less than 100 guests Per 3 Hours $211 $302 $433
100+ guests
Base Base $179 $310 $535
Each Addl 25
Each Additional 25 Guests guests $32 $47 $70
Tennis Patio Per Hour $70 $93 $125
Stadium Court Per Hour $158 $193 $237
Tennis Court Per Court Per Hour $70 $77 $86
Deposit fee 1-75 guests Deposit $249 $249 $256
Deposit Fee 76+ guests Deposit $501 $501 8516
Covered Patio Seating Each $113-$8309 $150 $186

Membership Monthly Rates

Fitness Access (Health & Swim Only) Memberships

Family Per Month $100 $150 $228
Couple Per Month $79 $117 $172
Adult Per Month $61 $74 $91
Senior Per Month $35 $42 $51
Senior Couple Per Month $55 $73 $97
Youth Per Month $35 $46 $61

Full Access Memberships

MATRIX CONSULTING GROUP 12



Calabasas Tennis and Swim Center Cost of Service (User Fee) Study Report

Current Proposed Proposed

Fee Name Unit Fee FeeYear1l FeeYear2
Family Per Month $142 $207 $303
Couple Per Month $123 $169 $230
Adult Per Month $100 $110 $122
Senior Per Month $73 $73 $73
Senior Couple Per Month $91 $108 $130
Youth Per Month $35 $53 $81
Monday-Friday Each $15 $16 $17
Weekends Each $21 $21 $§22
Monday-Friday Per Hour $15 $20 $27
Sat-Sun Per Hour $12 $24 §27
| Aquatics |
Lap Swim
Adult Per Visit $9 $14 $§22
Senior Per Visit $7 $10 $14
Youth Per Visit $3 87 816
Family Swim
Adult Per Visit $6 88 $11
Senior Per Visit $4 $5 §7
Youth Per Visit $3 $5 S8
Lap Swim Package
Swim Package (10 Swims)
Adult Per Visit $65 $115 $204
Senior Per Visit $45 $74 $122
| FitnessFee |
Fitness Class Fee Per Class $15 $15 $16
Fitness Class Package (12 classes) Each $157 $157 $162
| Filming ...
Filming Each $1,148 $1,234 $1,328
Still & Motion Photography
Fireside Room Per Hour $65 $72 $79
Center Court Room Per Hour $80 $80 $82
Pool / Pool Area Per Hour $163 $214 $281
Stadium Court / Tennis Court Per Court Per Hour $158 $158 $163

Security Deposit
Attendant Fee

City/Top Seed staff

Tennis Pro

Deposit

Per Hour
Per Hour

$68 $86 S

MATRIX CONSULTING GROUP 13
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Current Proposed Proposed

Fee Name Unit Fee FeeYear1l FeeYear2
Parking Lot Rental Per Hour $135 $180 $239
Pool Accessories / Equipment Per Hour $59 - §227 $60-$230 $65-$235
Miscellaneous Fee
Ball Machine - Members only

Hourly Per Hour $15 $19 $23

Monthly Per Month $42 $62 $93

Quarterly Per Quarter $106 $163 $252

Yearly Per Year $342 $520 $788
Membership Card - Replacement Each $13 $13 $13
Processing Fee

Classes Each $7 S7 S7

Rentals Each $22 $40 §70

Membership Each New $5 $5
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APPENDIX B - COMPARATIVE SURVEY

Matrix Consulting Group conducted a comparative market rate survey as part of this analysis. A
comparative survey of fees provides the City and various stakeholders with a snapshot of what the
market can bear. These types of fees are not static. They are reactive to economic conditions and public
demands, balancing the community's needs with accessibility. The City identified six private clubs to be
included in the comparative survey. The following six private clubs include: Calabasas Pickleball Club,
Gerrish Swim & Tennis Club, The Griffin Club, Lake Lindero, Manhattan Beach Country Club, & The Paseo
Club. The primary scope of this comparative effort was regarding memberships. The following points
discuss each of the key areas evaluated:

Membership Fees: The membership fees charged by the six private clubs vary greatly with a low of
$99 per month for Gerrish Swim and Tennis Club for courts & pools membership only to a high of
§955 per month for Manhattan Beach County Club. There is quite a bit of variability in how the
membership fees are structured for each of the private clubs services. CTSC's current fees are on the
lower end of fees charged compared to other private entities providing these services.

Membership Structure: Other than Manhattan Beach Country Club, which only offers a household
membership, all of the other surveyed clubs offer memberships that are junior, individual, or family.
None of the surveyed clubs offer a special membership rate for Seniors. For the Calabasas Pickleball
Club, they do offer “family” membership, which is limited to 2 adults and 3 children. As such, they do
offer the option of adding additional children to your membership for an additional fee per month.

Initial Fees: In order to join any of the surveyed clubs they require an initial fee amount and then an
annual or monthly membership fee. The initial fees charged by these clubs range from a low of $125
for a junior member at The Paseo Club to a high of $25,000 for the household at the Manhattan
Beach Country Club.

+  Guest Fees: CTSC offers guest passes based on weekday or weekend and it is assessed per visit or
day. The Griffin Club allows for an annual nanny pass, and then a per day guest pass at $30 per day.
Manhattan Beach Country club and The Paseo Club do not allow for guest passes; whereas the
Gerrish Swim and Tennis Club only allows for a $15 per day guest pass for Pickleball courts. At
Calabasas Pickleball Club they offer a monthly guest membership.

+  Membership Amenities: The members in these six private clubs are typically allowed early access for
reservations of court and pool areas, they are also offered discounts on merchandise, and in the case
of Manhattan Beach Country club even childcare services.

In comparison to the market for these services, CTSC's rates are on the lower end and are much more
flexible, without requiring initiation fees. The market rate survey shows that the City has the ability to
charge more for its services and still be in alignment with the typical market rate for the premium
amenities offered by the Tennis & Swim Center.

MATRIX CONSULTING GROUP 15



Calabasas Tennis and Swim Center Cost of Service (User Fee) Study Report

APPENDIX C - COMMUNITY SURVEY &
STAKEHOLDER ENGAGEMENT

As part of the analysis, the project team worked with CTSC staff to implement an online survey and hold
two (2) stakeholder meetings. The survey and meetings allowed community members to share any fee-
related concerns about existing or future programs at the Tennis and Swim Center. The following chapter
provides a summary of the online survey results and key themes from the stakeholder meeting.

ONLINE SURVEY RESULTS

An online survey of 15 questions was developed and made publicly available to the community. In total,
the survey received input from 268 respondents.

Part of the survey requested demographic information from respondents, providing context regarding
their age and residency. Roughly 88% of respondents were aged 45 and above, with 43% of the overall
respondents being 65 and above. A little over half, 56%, of respondents were residents of Calabasas.

In addition to demographic questions, participants were asked to provide input regarding facility usage
and pricing. The data reveals that 76% of the survey respondents visit the center daily or weekly and
frequently use the fitness areas (58%) and the swimming pool (48%), with pickleball courts also being a
popular "other" facility choice.

Opinions on current membership fees show 48% consider them “affordable”, while a large majority
(72%), feel it is “very important” that the center maintains accessibility for residents. Many comments
suggest modifications to the pricing structure, particularly advocating for lower or specialized fees for
seniors and residents, clearer pricing, and eliminating guest fees for USTA matches.

Participants were also asked if they would be willing to pay higher fees if it meant better facilities and
services; only 17% said yes. The remaining respondents were split, with 46% saying no and 37% saying
maybe.

The final part of the survey was an open-ended question, which allowed participants the opportunity to
share any comments or suggestions related to the Tennis and Swim Center. Four main themes arose
from these responses. The following points summarize this portion of the survey:

 Affordability, especially for seniors — A majority of respondents requested that fees remain the same
or decrease, noting the facility's role as a community resource rather than a country club. Additionally,
several indicated that price adjustments would disproportionately affect seniors and may cause them
to cancel memberships.

Facility quality, upgrades, and maintenance — Several comments suggested that if fees do increase,
it should fund necessary improvements, primarily amenities related to the fitness area. Other
respondents recommended adding Wi-Fi, fixing broken equipment, reopening the snack bar, and
adding an online reservation option for the tennis courts.
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+  Guest fees and USTA guest policy — The fee system for guest admission was described as confusing
and inconvenient. Respondents recommended reinstating limited free guest admission (i.e., one or
two times per month) for full-time members. Numerous comments also expressed frustration with
USTA guest fees, stating they negatively impact the club’s reputation.

+ Membership structure and residency - Comments include suggestions to offer memberships based
on amenities used (such as tennis-only, pickleball-only, pool/lap swim-only, etc.). Others felt residents
should pay less or receive priority over non-residents since non-residents do not pay City taxes.
Frustration was also expressed regarding the length of the membership waitlist.

Overall, respondents value the affordable access to the facility but worry that increased costs may not
result in significant improvements to the facility and its amenities.

COMMUNITY MEETINGS

Two community meetings options were provided to the users of CTSC — a virtual meeting on November
19, 2025, from 6-7pm through Zoom and an in-person workshop on November 22, 2025, from 9am-
10:30am. The goal of these meetings was to allow participants who could not complete the online
survey or other members to understand the scope of the project, the findings, and express any additional
input.

Approximately 15 participants attended the online zoom / virtual meeting and seven (7) individuals
attended the in-person community meeting. The purpose of these meetings was to provide an overview
of the study, its findings, and ask for specific and targeted feedback.

One of the initial questions asked during both sessions was whether there was an opportunity to charge
non-residents more. City staff explained that the grant used to purchase the facility had specific
provisions, as it was a county grant, stating that no differentiation could be made between residents and
non-residents. Since it was a key provision of the grant used to purchase it, any violation of that could
result in the City having to pay back the county and create a larger funding concern. This was clearly
explained to the attendees at the session(s).

During both meetings, concerns were expressed that the comparative information included in the
analysis was for private entities. Clarification was provided that the comparison was used only for
informational purposes, but the actual costs calculated through the analysis were based on the costs for
the CTSC. Additionally, it was further clarified that the purpose of the comparison was to find similar
entities that provide services that would be comparable to those received by the members of CTSC.

Additional thoughts expressed during the meeting were regarding operational areas such as hours of
operation, or application of guest fees, and how the transition(s) would occur to the new simplified
structure. Generally, participants did acknowledge that the current membership rates are reasonable, and
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expressed that they would like rates to be phased in. When phased in rates were presented, most of the
participants felt that the increases seemed reasonable.

Regarding the tier structure changes, the original proposal reflected the elimination of the extra tier of
Senior Couple and considering them as either two individual seniors or the same as a regular couple.
However, participants expressed that they would really like to retain the senior couple rate and that it also
have some level of subsidization, where there is a benefit to obtaining the senior couple membership as
compared to two individual memberships. This feedback was noted and incorporated into the revised
report and analysis.

Lastly, the participants in the meeting did express confusion regarding the tiers of membership and how
that transition would happen, and staff and the project team stated that this is one of the many reasons
that a more simplified membership structure is being proposed so as to minimize confusion.

One final set of comments from the public engagement sessions was to provide more education on the
full listing of services provided by CTSC, as well as to inform members of the opportunity to provide
direct support to CTSC through the foundation.

SUMMARY OF FINDINGS

Overall, based on the community meetings and the survey results the key themes that emerged is that
the majority of the respondents and the attendees to the community engagement utilize the center
frequently and are primarily fitness / swim users. Respondents felt that generally membership fees are
affordable, and that they would prefer a phased in approach to increases in fees, and that while it is good
to streamline the membership structure, the tier of Senior Couple should be retained.

It is important to note, that while it was clarified multiple times that the scope of this study was just a fee
analysis not an operational analysis of CTSC, much of the feedback received both in the online survey,
and virtual / in-person engagement session, as well as emailed feedback referenced many operational
suggestions and feedback. City staff has received all feedback directly and was able to participate in all
of the sessions, so they understand the operational feedback such as more hours of operations, online
booking system for courts, and better amenities.
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