
CITY COUNCIL
STAFF REPORT

TO: Honorable Mayor and Councilmembers

DATE:April 5, 2022

FROM: Kathleen Salguero Trepa, City Manager

SUBJECT: Resolution No. 2022-27 Approving A Three-Year Pool Rental Agreement 
with Solano Aquatic Sea Otters to Operate the Winters Swim Team and 
Provide Public Swim Lessons; and Approving Program Fees and 
Scholarships for Lower Income Winters Children Using the Swim Team Fund

RECOMMENDATION:  
1. Adopt Resolution No. 2022-27 approving a three-year pool rental agreement with 

Solano Aquatic Sea Otters to operate the Winters Swim Team and provide public 
swim lessons; and

2. Approve 2022 program fees; and

3. Approve use of Swim Team Fund monies to fund a scholarship program for lower 
income Winters children.

BACKGROUND:  
In 2021, the City Council approved a one-year pool facility rental and services agreement 
with Solano Aquatic Sea Otters Swimming (SASO) to operate the recreational swim team 
and provide swim lessons to local youth. Last season was very successful in terms of the 
caliber of the coaching staff, safety protocols, and organization and management of 
activities on the pool deck. Because of the unknowns with SASO’s first year managing 
these services for the City, the agreement included a review of program finances at year 
end in order to confirm the final pool rental cost. The estimated rent was set at $2,000 for 
the swim team and $2,000 for swim lessons. Based on final costs, SASO was able to pay 
the City $2,000 for swim team and $1,000 for swim lessons, leaving a net profit of 
approximately $460 for SASO to reinvest into reserves. Attachment 2 contains the year-
end financial summary for the 2021 season.   
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DISCUSSION:
Last year’s program was highly successful for program participants as well as City staff. 
The professional management of the programs, in addition to the registration platform 
SASO uses, resulted in a tremendous time saving for existing staff. As a result, staff 
recommends entering into a three-year agreement with SASO to manage swim team and 
swim lessons for the 2022 – 2024 seasons, unless otherwise terminated by either party 
upon completion of a season. Consistent with last year’s agreement, staff and SASO will 
perform a true up of costs and revenues to determine the final pool rental fee. The City 
will continue to provide lifeguards for safety protocols.

2022 Proposed Fees

Swim Team:
Last year’s swim team registration fee was $85 per swimmer with a discount for more 
than one child per family. This year SASO is proposing a tiered registration fee based on 
age group / skill set. The season proposal is Attachment 3.

GROUP REGULAR LATE REG
13 and older $       125 $         85 
11 and older $       125 $         85 
10 and under - Red $       115 $         70 
10 and under- White $       115 $         70 
Pre-Team $         95 $         95 

The proposed scheduled attached to the agreement includes practice five days a week 
for the 11+ age groups and four days for 10 and under. The skills development is more 
structured and intensive with the older children. The proposed fees account for increases 
in staffing costs and insurance for SASO as well as more scheduled meets and activities, 
which require more administrative time to coordinate. Last year’s program was developed 
with little time and only one meet was coordinated. 

This year, to offset the higher registration costs, staff is also proposing the use of Swim 
Team funds to provide scholarships to youth who are eligible for the free or reduced lunch 
program at the school district. Registration for lower income youth would be set at $75, 
less than last year’s program. In terms of process, SASO would provide a different 
registration group for these youth, subject to City verification, and if approved by Council, 
the City would issue a check to SASO in the amount of the total subsidy.  The higher fees 
help make the program cost effective for SASO, who in turn run a more cost-effective
program than City staff, and the community’s youth benefit from a more professionally run 
program with a subsidy for families in need. 

The 2022 swim team budget is Attachment 4. The budget projects a potential loss if the 
$2,000 pool rental fee is included. Like last year, SASO and staff have agreed to 
reconcile the finances at the end of the season before assessing the full rental fee.
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Swim Lessons:
The 2022 proposal for swim lessons is attached as Attachment 5. The proposed fee is 
$85 per two-week session, which is the same as last year. Staff is not making any 
proposed changes to the swim lesson program, other than to offer a $10 scholarship to 
lower income children eligible for the free or reduced lunch program, which would be 
subsidized by Swim Team Fund subject to Council approval. Attachment 6 is the 
proposed 2022 swim lesson budget.

Update on Other Programs 

Lap swim will open the first week of April with the four returning lifeguards from last 
summer, whose certifications are still valid. The youth programs (swim team, lessons, 
open swim) will begin the week of June 16, following the end of the school year.

Like last year, due to safety protocols, adults will be required to remain on deck with 
children 12 and younger for open swim. Young teens may be accompanied by an older 
sibling. Sixteen and older will be able to use the pool on their own.

The City needs approximately 12-15 lifeguards and a pool manager to operate the deck 
for a full schedule of programs. On March 15, the City Council approved an hourly 
increase to the part-time salaries for the aquatic program to encourage people to apply, 
which has been helpful. Currently, there are approximately 10 applicants for deck staff. If 
the schedule needs to be adjusted to fit within available lifeguard resources, staff will roll 
out the City’s aquatic programs incrementally. 

FISCAL IMPACT:   
Attachments 3, 5, and 7 contain financial information from the 2021 season and proposed 
budgets for the 2022 season. If the 2022 program fees are sufficient to cover costs, the 
City will receive $4,000 in revenue ($2,000 per program) from SASO. 

Currently, the Swim Team Fund has approximately $74,500 in funding, which staff 
recommends be used to subsidize the proposed scholarships. Since the City has not 
offered a scholarship program before, there is no estimate for the how much might be 
needed; however, it is unlikely it would exceed $5,000 in funding (250 children x $20).

ATTACHMENT:
1. Resolution No. 2022-27
2. Pool Rental Agreement with SASO
3. Program Recap
4. Swim Team Proposal
5. Swim Team Budget
6. Swim Lesson Proposal
7. Swim Lesson Budget


