Town of Topsham, Maine
Community Center Needs Assessment
Phase Two
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Review of Findings
October 2", 2025

Committee Feedback:
Throughout each phase of the development process, the committee consistently considered a range of
options, actively incorporated community feedback, and remained committed to their mission of
assessing and fulfilling the community's needs and desires.



- The mission of the Community
Center Committee is to understand
the desires and needs of the
Topsham Community to identify
accessible, affordable, sustainable
recreational solutions that will
serve the multi-generational
community and foster social
connections among Topsham

. citizens




TCCC Activities to promote awareness

\/ Created a TCCC Fact Sheet with timeline details

Postcards were created to help residents find the most up-to-date fact sheet

Committee Members were present at annual town meeting May 2025 for
community questions and answers
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Times Record Article(s) - with reference to TCCC activities ( )




Assessment Overview:

Phase One: Topsham residents participated in two
surveys. The results indicated that more than 70% of
those surveyed desire a community center, understanding
associated costs.

Phase 2: TCCC identified a recommended location, design
and better understood cost estimates. (Details in
following slides)

Next Steps: TCCC aims to balance the community center
desires of the Topsham residents while remaining fiscally
responsible to the community.




Review of Previous Charge:

The scope of included the following items:

9 1. Work with Town Management to investigate potential land locations

2. Work with Town and Harriman to initiate next phase of their contract
(building conceptual design)

il

ace  3- Assistin drafting ideas for funding opportunities including potential
- local partnerships, community outreach and other projects

. 4. Review other local Community Centers: to gain insight overall operating
(o] cost, fundraising and recommended management of a facility.



Potential Land Locations

Committee members worked with Town to gain insight in the potential land options.

9 Reviewed all existing Town owned property

mﬁ Narrowed to two potential locations

& Used locations as part of January charrette



Potential Land Locations

Foreside Rd. Fair,

% ZONING TABLE

ZONING DISTRICT: MIXED USE LIMITED (MUL)

ZONING DISTRICT: RURAL RESIDENTIAL (R-2)

REQUIRED EXISTING PROPOSED
REQUIRED EXISTING PROPOSED
LOT SIZE (MIN) 30,000 SF 964,000 SF = NO CHANGE
LOT SIZE (MIN) 30,000 SF 1,611,720 SF = NO CHANGE
FRONTAGE (MIN) 200 FT 1,830 FT « NO CHANGE
FRONTAGE (MIN) 125 FT 1,600 FT = NO CHANGE
FRONT YARD SETBACK (MIN) 20FT NA 192 FT £
FRONT YARD SETBACK (MIN) 25FT 69 FT = 694 FT =
SIDE YARD SETBACK (MIN) 20FT NA I7NFT =
SIDE YARD SETBACK (MIN) 15FT JNISFT = 245FT +
MIN. REAR YARD SETBACK (MIN) 20FT NA 1B1FT =
MIN. REAR YARD SETBACK (MIN) 25FT A19FT = 309FT =
BUILDING HEIGHT (MAX) 50 FT MNA NA
BUILDING HEIGHT (MAX) 35FT NA
STRUCTURE HEIGHT (MAX) 75 FT MNA NA
STRUCTURE HEIGHT (MAX) 75 FT NA NA
IMPERVIOUS COVERAGE (MAX) 40% 0% 13% =
IMPERVIOUS COVERAGE (MAX) 40% 3% = 11.9% =




Town Charette Event — Key Points

January 25, 2025: TCCC and Harriman held an open charrette event to gain additional insight from
Topsham residents. Activities included discussion of current track of events, potential land location and
preferred amenities in the building.

* Preferred Items: Walking Track, Gymnasium, Competition Pool,

Fitness Center. ( some items shifted priority from survey, but walking track and some
form of pool continue to be top item — Appendix C)

* Residents used block/ site maps to help design the building. (this

practice helped design team consider various settings within the design)

* While attendance was low for the event, feedback was primarily
supportive with strong engagement from those in attendance.



Funding Opportunities- Data Gathering Efforts

Committee Members reached out to gather information in multiple areas:

* Conducted meeting with potential fundraising volunteers to develop ideas

* Met with capital campaign consultant(s) for input and potential timeline. (example
of capital campaign timeline — Appendix D)

* Met with other local organizations that could support and/ or partner with the
completed facility and programming



Local Community Center Visits: Key Points

Committee Members toured several other local community centers for insight and
comparison. Below are key observations and suggestions:

Elevated walking track was recommended by multiple locations

Pool draws increased attendance for both local and nonresidents

Multi-purpose room provides a wide range of opportunities for both rentals and
community events

Kitchen provides additional draw for rental income especially when near multi-
purpose room

Sites visited: Wiscasset, South Portland, Damariscotta, St. Johns, Bath YMCA, Brunswick Landing



Operating Costs Insights

Committee created a draft operating budget with Al using SQ FT of recommended building, location and general factors.
Budget was then reviewed with town and other centers for input on specific line items. See Appendix E for Draft Budget

/il Pools increase expenses, but also drive higher membership rates and

= attendance, including visitors

$ Expectation is program fee revenue to be set up to cover associated
program expenses

P-‘% Partnerships can help with revenue generation and cost savings



Location Recommendation: Fairgrounds

* Provides easy access for students from multiple of the town's schools,
Highlands community and many residents with existing and potential
walking trails.

* Limited encroachment on neighboring homes

* Potential connection point for current and future walking trails, and parking
for use of the trails

* Facility needs to be a multi-purpose facility. Building near existing
recreation fields could be seen as a sports complex.

* Building near by-pass will have greater visibility for use.



Design Recommendation:
2-story building with pool & elevated walking track

e Space for growth

* Elevated Walking Track Features
* Most requested feature in survey results

Increased safety for all generations

Less daily & on-going maintenance (per other local centers’ recommendations)

No interference with gym functions

Key points above outweighed the increase in building cost compared to one-
story (4.7%)



Harriman

Building Conceptual Design

AUBURN Mark D. Lee, AIA LEED AP
BOSTON

PORTLAND

PORTSMOUTH

WWW.HARRIMAN.COM
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First Floor Plan



‘ Upper Lobby

‘ Admin Offices
‘ Fitness Studios
‘ Walking Track

Second Floor Plan



Perspective




Perspective




A. Construction Costs*

Site Development S2,754,000
Base Building Construction $12,547,000
Pool Wing** $6,839,000
Construction subtotal $22,140,000
B. Project Administrative Costs (~25%) $5,535,000

Furniture, Equipment, Design Fees,
Construction Testing, Owner’s
Contingency, Legal Costs, etc.

C. Total Project Costs $27,675,000

* Costs are 2025 dollars. Assume 5% escalation per year.

Project Construction Cost ** Add 30% premium if pool constructed as separate project



Conclusion & Recommendations

Recommendation for Charge for New or Continuing Topsham Community Center Committee:

Develop and release RFP to further the building design

TCCC to manage fundraising associated activities (supplemented with volunteers)

TCCC to retain and work with a capital campaign manager

TCCC to continue to engage with community members for feedback regarding this potential project

Town to coordinate efforts to finalize agreement with Fairgrounds for access

We request 18 months to accomplish the above.
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Discussion and Q&A

Following slides contain mentioned appendix items
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Indoor walking track 28 1 549 1 407 1
Gymnasium 23 2 Base Base
Pool (competition size) 23 2 236 8 148 8
Fitness center 20 4 465 4 324 4
Pool (recreation size) 19 5 365 6 243 6
Kitchen (small community use) 16 6 410 5 305 5
(I;/:E::ir;itir\?i%r::)to serve various needs (teen center, childcare, 10 . 540 2 385 2
Multi-use room for functions (events, gatherings, dances) 7 8 521 376

Kitchen (commercial) 4 9 160 9 108 9
Makerspace/craft room 249 7 180 7

Appendix C




Capital Campaign Phases

1 2 3

Pre-Campaign Planning Feasibility Study Campaign Planning Quiet Phase
Define vision, goals, and Test case and fundraising goals Finalize strategy, timeline, and Secure lead gifts from major
internal readiness. with key stakeholders. leadership. donors.
Campaign Kick-Off Public Phase Post Campaign
Publicly announce the Broaden outreach and Celebrate, steward, and
. campaign. complete fundraising. evaluate.
Appendix D Pale g ©

Capital Campaign Manager recommended timeline structure



DRAFT — Annual Operating Budget

Based on a 40,000 sqg. ft. Community
Center located in Mid-Coast Maine,
serving a population of 10,000.

This side-by-side comparison outlines the
differences in the operating budget with
and without a pool, and including a
Gymnasium, Fitness Center, and Meeting
Rooms.

Appendix E

Revenue

(A) (B) (A)-(B)
Source With Pool Without Pool Variance
Memberships 650,000 425,000 225,000
Day Passes 50,000 32,000 18,000
Aquatics Programs (lessons, tee 60,000 - 60,000
Fitness Programs / Classes 90,000 90,000 -
Sports Leagues (youth/adult) 35,000 35,000 -
Gymnasium Rentals 25,000 20,000 5,000
Meeting Room Rentals 25,000 20,000 5,000
Birthday Parties / Events 20,000 10,500 9,500
Concessions / Vending 15,000 8,000 7,000
Sponsorships / Donations 25,000 10,000 15,000
Total Revenue 995,000 650,500 344,500
Expenses
(A) (B) (A)-(B)
Category With Pool Without Pool Variance
Staffing & Benefits
Aquatics Director 98,000 - 98,000
Lifeguards 225,000 - 225,000
Maintenance/Custodial Staff 150,000 100,000 50,000
Front Desk & Admin 305,000 305,000 -
Total Staffings & Benefits 778,000 405,000 373,000
Utilities - Building (non-pool) 90,000 90,000 -
Utilities - Pool (heating, etc) 50,000 - 50,000
Insurance 40,000 25,000 15,000
Supplies & Equipment 45,000 45,000 -
Preventative Pool Maintenance 20,000 - 20,000
Concessions supplies 6,000 4,000 2,000
Pool Chemicals & testing 30,000 - 30,000
Program Expenses 30,000 25,000 5,000
Marketing & Outreach 1,500 1,500 -
Technology 15,000 15,000 -
Capital Reserve 50,000 40,000 10,000
Total Operating Expenses 1,155,500 650,500 505,000
Net Income/(Loss) (160,500) - (160,500)

Notes
Memberships for 10% of the population
For visitors and non-members

Town-run leagues that charge a fee
Outside organizations, events, etc.

Notes

1 FTE with benefits & PTE
2 FTE w/ benefits ($85k*2) & PTE's ($135k)

Office & custodial supplies
Concessions supplies if running it ourselves
Includes stipends, supplies, & misc. costs

Security systems, computers, AV equip., etc.



