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Workshop Agenda
Local Options Sales Tax (LOST): Community Center Visioning Workshop
Date: July 29", 2026
Time: 4:00-6:00 PM
Location: City Council Chambers

1. Workshop Opening
a. Call to Order
b. Workshop Purpose
c. Review of Previous Council Direction

2. Community Center Planning
a. Review of the Council's adopted investment philosophy
b. Review of the community center planning process
c. Discussion of the vision and purpose of the community center
d. Discussion of community needs and desired outcomes

3. Community Center Program Development
Discussion of potential facility components
Discussion of potential user groups
Discussion of programming opportunities
Discussion of long-term community benefits
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4. Project Development Considerations
a. Site selection criteria

b. Ownership and operating considerations
c. Partnership opportunities

d. Financial planning considerations

e. Community engagement process

5. Staff Direction
a. Summary of Council discussion
b. Direction regarding additional research and analysis
c. Next steps in the planning process

6. Workshop Closing
a. Summary of Council Direction
b. Adjourn
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City Council Workshop
Discussion Guide

Local Options Sales Tax (LOST)
Community Center Visioning Workshop

Date: July 29'", 2026

Time: 4:00-6:00 PM
Location: City Council Chambers

Workshop Purpose

To begin defining the vision, scope, and planning framework for a City community center
as the transformational community investment supported by the City Council, while
recognizing the Council's direction to reserve funds from available LOST funds for future
lake projects.

Project Roadmap

Phase Purpose

Phase 1 — Visioning (Current Define the community vision, goals, and desired
Workshop) outcomes.

Identify the spaces, amenities, and functional

Phase 2 — Programming requirements

Evaluate sites, partnerships, operations, and financial

Phase 3 — Feasibility options

Prepare conceptual designs and preliminary cost

Phase 4 — Concept Development estimates.

Phase 5 — Community Engagement Gather public input and refine the preferred concept.

Council selects the preferred concept and authorizes

Phase 6 — Final Recommendation .
design.

Complete design, bidding, construction, and project

Phase 7 — Design & Construction .
delivery.
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1. Workshop Purpose and Background

The first LOST workshop focused on establishing the City's overall investment philosophy. At that workshop,
the majority of the City Council supported pursuing one transformational community investment. The Council
subsequently identified a community center as that major investment and directed that additional funds be set
aside for future lake projects from the LOST funds.

This second workshop is intended to move the discussion from project selection to project definition. The
purpose is not to approve a final design, select a construction site, authorize construction, or commit the City
to a specific operating model. Rather, the Council is asked to provide policy direction regarding what the
community center should accomplish, who it should serve, the types of uses it should support, and what
additional analysis staff should complete before the next phase.

Workshop Objectives
e  Confirm the Council's previous direction regarding the community center and the lake funding set-
aside.
Establish a shared vision for the community center.
Identify the primary populations, activities, and community needs the facility should serve.
Discuss potential facility components at a conceptual level.
Identify guiding principles for location, ownership, partnerships, operations, and financial
sustainability.
e Provide clear direction to staff regarding further research, public engagement, and concept
development.

Decisions Not Anticipated at This Workshop

e Approval of a final building program or floor plan.
Selection of a final site.
Selection of an architect, contractor, or operating partner.
Approval of a final project budget or financing plan.
Authorization to proceed with construction.

2. Review of Previous Council Direction
Staff will briefly review the direction established through the July 16" LOST workshop and subsequent
Council consideration. The Council's approved direction provides the foundation for this workshop.

e  Pursue one transformational community investment rather than several unrelated smaller projects.

e  Use the community center as the City's transformational LOST-funded project.

e Reserve funds for future lake projects.

e Evaluate the project based on community benefit, financial sustainability, economic development,
tourism and regional impact, long-term operating and maintenance obligations, partnership
opportunities, and alignment with voter intent.

e Maintain meaningful community access and City oversight or ownership in any partnership
arrangement.

Desired Qutcome
Confirm that the Council wishes to proceed under this framework before beginning the detailed visioning
discussion.
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3. Community Center Vision

The Council should first define the outcomes the community center is expected to achieve. This discussion
should focus on the purpose and value of the facility before discussing individual rooms, building layouts, or
square footage.

Questions for Council Discussion

e  What community needs should the facility address?

e What should residents be able to do in the facility that they cannot adequately do today?

e Should the center primarily serve local quality-of-life needs, function as a regional destination, or
achieve both?

o  What would make the facility a meaningful long-term legacy for Fairmont?

e How should the center support youth, families, working adults, and seniors?

o  What role should the facility play in attracting visitors, events, employers, employees, and new
residents?

o How flexible should the facility be so that it can adapt to changing community needs over time?

Potential Community Qutcomes
e  Year-round indoor recreation and wellness opportunities.
Multi-generational programming and social connection.
Expanded youth and senior activities.
Community gatherings, meeting, and event space.
Support for tournaments, regional events, and tourism.
Improved quality of life and community identity.
A facility that can support partnerships with schools, nonprofits, health providers, and community
organizations.

Desired Outcome
Develop a concise statement describing what the community center should accomplish for Fairmont.

4. Primary Users and Community Needs

A successful building program depends on a clear understanding of who the facility is intended to serve.

Council should identify the primary user groups and whether particular needs should receive greater emphasis.
e  Children and youth

Families

Adults and working professionals

Seniors

Individuals with disabilities

Local athletic and recreation organizations

Schools and educational partners

Community organizations and nonprofits

Visitors, tournament participants, and event attendees

Discussion Questions

e  Which user groups are currently underserved?

e Should the facility be designed around daily local use, larger regional events, or a combination?
o  What level of public access should be expected if outside partners participate?
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Should the facility include spaces that can be shared among multiple groups rather than dedicated to a
single use?

Desired Outcome

Identify the primary users and community needs that should guide future programming and design work.

5. Conceptual Facility Components
The Council may discuss potential facility components at a conceptual level. The purpose is to identify which
functions should be evaluated further, not to approve a final list of amenities.

Indoor recreation: Gymnasium courts, fieldhouse space, turf, pickleball, tennis, or flexible athletic
areas.

Walking and wellness: Indoor walking track, general fitness, wellness programming, and spaces
supportive of active aging.

Aquatics: Competition, instructional, therapeutic, leisure, or family-oriented aquatic uses.

Youth and family uses: Indoor play, childcare-related space, youth programming, and family
gathering areas.

Senior programming: Accessible activity space, social space, wellness programs, and multi-purpose
rooms.

Community and event space: Meeting rooms, banquet or event areas, performance uses, and flexible
community space.

Support amenities: Locker rooms, concessions or food service, storage, offices, parking, and
spectator areas.

Questions for Council Discussion

Which functions are essential for the facility to fulfill the Council's vision?

Which functions are desirable but not essential?

Should the project be designed for phased construction or future expansion?

Should spaces be flexible and multi-purpose rather than dedicated to one activity?

Are there components that should only be included if a partner contributes capital or operating
support?

Should the facility include revenue-generating spaces or services?

Desired Outcome

Identify the facility components that staff should include in an initial program-of-requirements analysis.

6. Guiding Principles for Project Development
Council direction on the following principles will help staff evaluate future concepts consistently.

Financial sustainability: Consider realistic capital costs, annual operating expenses, staffing,
maintenance, lifecycle replacement, and revenue assumptions.

Community access: Preserve broad public access and avoid an operating structure that limits use by
Fairmont residents.

City ownership and oversight: Clarify the level of City ownership, control, or governance expected
if partners are involved.

Partnerships: Identify partners that may provide capital, programming, operations, grants, or
specialized expertise.

Flexibility and longevity: Design for changing needs, adaptable spaces, and future expansion.
Accessibility: Provide inclusive physical access, programming, and affordability.
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e Economic and regional impact: Consider the ability to host events, attract visitors, support
employers, and contribute to community growth.

e Alignment with voter intent: Maintain a strong relationship to recreational and community
improvement purposes.

7. Site, Ownership, and Delivery Considerations
The purpose of this discussion is to establish evaluation criteria. A final site or delivery model is not expected
to be selected at this workshop.

Site Evaluation Considerations

Adequate land area and parking.

Visibility and community access.

Utility availability and infrastructure costs.

Compatibility with surrounding land uses.

Proximity to schools, neighborhoods, hotels, medical facilities, and other community amenities.
Potential for future expansion.

Site acquisition, environmental, drainage, and development constraints.

Ownership and Operating Considerations
e City-owned and City-operated.
City-owned with contracted or partner operation.
Joint development or shared-use arrangement.
Public-private or nonprofit partnership.
Phased project with different operators or partners for specific components.

Questions for Council Discussion
e  What level of City ownership and control is necessary?
What partnership conditions would be acceptable?
How should public access be protected in a shared-use arrangement?
Should staff evaluate multiple sites and operating models before recommending a preferred option?
What information must Council receive before making decisions on site, ownership, or operations?

Desired OQutcome
Establish the criteria staff should use to evaluate sites, ownership structures, operating models, and
partnerships.

8. LOST Funding Framework and Lake Set-Aside
The Council has directed that money be set aside (up to $2 million was mentioned at the July 27" Council
meeting) and reserved for future lake projects. Staff should confirm how this set-aside will be treated during
community center planning so that preliminary concepts and financial models do not assume those funds are
available for the building project.
e Confirm the maximum LOST funding available for community center planning after the lake set-aside
and existing commitments.
e Determine whether the lake set-aside should remain unallocated until a separate lakes management
plan is developed (approximate cost $100,000).
e Identify whether community center concepts should be limited to available cash or may include
grants, donations, partnerships, or other financing.
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e Require future cost estimates to distinguish construction costs from furnishings, site work,
professional services, contingencies, and operating start-up costs.
Desired Qutcome
Confirm the financial parameters staff should use when developing preliminary community center alternatives.

9. Staff Direction and Next Steps

At the conclusion of the workshop, staff will summarize Council consensus and identify the work products
needed for the next phase.

Potential Staff Assignments
e Prepare a preliminary program of requirements based on Council direction.
Develop a needs-assessment and public-engagement approach.
Identify and evaluate potential sites using Council-approved criteria.
Identify potential operating, funding, and programming partners.
Prepare preliminary capital and operating cost ranges.
Evaluate project phasing and future expansion options.
Develop a consultant or owner's-representative scope of services, if appropriate.
Return with a recommended process, timeline, and decision points for Council consideration.

Anticipated Future Decision Sequence
e  Confirm community needs and facility program.
Evaluate sites and ownership/operating models.
Develop preliminary concepts and cost ranges.
Conduct public and stakeholder engagement.
Refine the preferred concept and financial plan.
Consider consultant selection, design authorization, and future formal actions.

Workshop Closing

The City Administrator will summarize the Council's direction, confirm areas of consensus, identify
unresolved questions, and review the assignments and timeline for the next phase. No formal action is
anticipated during the workshop.

C 1 T Y O F .,. A K E 8§



