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Highlights
For the first time since the pandemic we were fully staffed by the end of February.
Applications for summer camp counselors, snack bar attendants and lifeguards flooded
in early in 2025 and continued into June. Renee & Jackson have done a wonderful job
creating an inviting culture at the Fairway Pool, letting the culture recruit for itself. 
Kids Camp set another registration record with 477 campers in 2025.
The inagural Baby Pool Pass program was a hit, allowing the zero depth area (baby pool)
to be accessible before opening to the entire public. Renee & Jackson have some new
ideas on ways to allow more children to attend this popular program.
Several pool projects were completed, including the installation of a new camera system
and additional updated lounge and folding chairs. 
Pool cost recovery was at 68% in 2025 (70% in 2024), but would have remained at 70% if
it weren’t for unexpected larger maintenance impacts (noted below) . 

2025 Pool Season Review
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Challenges Faced
Projects: The main drain project pushed back the pool preseason prep farther than we
had wanted. The aquatic engineering firm we had worked with to create a design for the
project ended up being dissolved. The project was completed in late April.
Maintenance: A small break in an 8 inch pipe coming from one of the sand filters was
discovered in the middle of the season. The small break continued to grow larger with
the potential to shut down the entire facility. Jackson and Renee’s quick attention and
schedule flexibility allowed plumbers to replace the piping outside of normal pool
operations, ensuring the pool was never closed during normal operations. If not for their
attention to detail, the pool would have been closed for an extended period of time
during the busiest portion of the season. The repair cost was $6,849 (20% of our
maintenance budget).
Maintenance: The chemical controller that was installed during the 2014 pool renovations
finally failed after a much longer usable life than most controls can produce. The old
controller’s sensors began malfunctioning, requiring staff to recalibrate the controller
settings on a daily basis. The cost to repair was close to a fourth of the cost for a new
controller IF replacement parts could be located, as that model had been out of
production for several years. The replacement cost was $8,775 (25% of our maintenance
budget).

Areas for Improvement
Snack Bar: We will continue working towards a higher coster recovery in the Snack Bar
to cover the cost of the Snack Bar staff. 
Baby Pool Pass: Staff will continue adjusting this program to allow more participants.



Total Memberships: 2,060 (2,046 last year)

Memberships
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The graph shows the total
memberships sold over the past 10
year (excluding 2020 when the pool
did not open). Memberships have
slightly increased over the past 3
seasons. I believe future
memberships will continue the
same pattern of falling between
1,900-2,100 each year. The new
outdoor pool in KC,MO may have the
potential to impact our membership.

Fairway Residents: 
738 (732 last season)
36% of total memberships (no change)
Average age: 28.9 years
Average household size: 2.5
Total membership revenue: $28,907
($28,857 last year)

Non-Residents: 
1,322 (1,314 last season)
64% of total memberships (no change)
Average age: 25.6 years
Average household size: 2.5
Total membership revenue: $93,259
($93,670 last year)

Resident vs. Non-Resident Memberships

Membership Rate Comparisons (2025 rates)

Fairway
Resident: $45
Non-Res: $75

Prairie Village
Resident: $60
Non-Res: $90

Mission
Resident: $50
Non-Res: $65

Leawood
Resident: $50
Non-Res: $70

Roeland Park
Resident: $40
Non-Res: $50
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Average Member Age: 26.8 years Average Member Household Size: 2.5 people

KC, MO: 1,067 (52%) Prairie Village: 61 (3%) Roeland Park: 54 (3%) Overland Park: 27 (1%)



Super Pass
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Total Super Pass Visits to Fairway in 2025:  3,279
Super Pass visits were down by 14% from last
year (3,808 in 2024). In all three cities, Super
Pass purchases were down from 2024. Fairway
received the most Super Pass visits, which
almost doubled visits to Prairie Village and
nearly tripled visits to Mission. 

Total Super Pass visits to Fairway: 3,279
From Prairie Village: 2,552 (2,928 in 2024)
From Mission: 727 (880 in 2024)
Total Super Pass visits to Prairie Village: 1,618
From Fairway: 961 (1,114 in 2024)
From Mission: 657 (861 in 2024)
Total Super Pass visits to Mission: 1,266
From Fairway: 418 (455 in 2024)
From Prairie Village: 848 (993 in 2024)

Reimbursement to Fairway for Super Pass Visits: $2,830
Total Super Pass Revenue in 2025: $11,150

Total Super Passes Sold to Fairway Residents:  181 (206 last season)
Total Super Passes Sold to Non-Residents: 188 (187 last season)
The Super Pass is an optional “add-on” to a Fairway Pool Membership. With a Super Pass,
members can use the Prairie Village Pool and Mission Family Aquatic Center. Fairway
residents are eligble for a Super Pass once they have purchased a Fairway Pool
Membership. Non-Resident Fairway Pool Members must be in their 2  consecutive year as
a member of the Fairway Pool to be eligible (Fairway Pool members who reside in Prairie
Village or Mission are not eligible to purchase a Super Pass through Fairway). 
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Super Pass key takeaways from the 2025 season
The individual registration structure continues to be well received and much easier from
an administrative perspective.
Staff from all three cities continue to meet regularly to confirm the Super Pass program
is still valuable to residents of their cities. While Super Pass purchases and visits were
down from last season, I believe the program is still very valuable for each city. 
Fairway continues to recieve the most Super Pass visits (by far) than Mission or PV.
Roeland Park is interested in rejoining the program in 2026 and all four cities will meet
this fall to discuss. 
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Member
Attendance

2025 
Members

2022-2025 
Member Avg

Daily Average 183 173

% of Daily Visits 52% 49%

Total Visits 16,276 15,184

Super Pass
Attendance

2025
from

Mission

Diff
from
2024*

2025
from

Prarie Village

Diff
from
2024*

2025
Super Pass

Total

Diff
from
2024*

Daily Average 8 -2 29 -4 37 -6

% of Daily Visits 2% -1% 8% -1% 11% -1%

Total Visits 727 -153 2,552 -376 3,257 -551

What do the 2025 attendance numbers tell us?
Total attendance remains consistent compared to recent seasons. 
Pool Members came to the pool more in 2025 (increased each of last 4 seasons)
529 less Super Pass members came to the Fairway Pool than last season.
201 less residents paid daily fees than 2024 (Resident Gate Fees Paid: $19,398).
467 more non-residents paid daily fees than 2024 (Non-Res Gate Fees Paid: $63,072).
Total Gate Fee Revenue in 2025: $87,780 ($85,845 in 2024)

Attendance
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Fluctuations in our year-to-year attendance
for the last 4 seasons have been minor, with a
difference of only 980 visits from the highest
year (2023) to the lowest year (2024). 

2025 Total Attendance: 31,202
Attendance average from 2022-2025: 31,286 

Gate Fee
Attendance

2025 
Residents

2022-2025 
Resident Avg

2025
Non-Res

2022-2025
Non-Res

Avg

Daily Average 39 41 80 82

% of Daily Visits 11% 12% 23% 23%

Total Visits 3,479 3,636 7,159 7,194

*Comparisons between 2024 and 2025 are presented due to 2024 being the first year for the
current three-city Super Pass structure.



Total Summer Seasonal Staff: 106        Returning Staff: 46           New Staff: 60
Renee & Jackson’s staff recruitment and retention efforts allowed the Fairway Pool to remain open
the maximum amount of possible hours (outside of facility closures due to inclement weather). We
continue to struggle staffing the pool when school is back in session, especially during SM East’s
Lancer Day activities. Incentives for staff, such as time and a half pay during the last few weekends
of the season, have had a positive impact on filling the shifts. This issue is not unique to Fairway, as
most area pools face similar challenges. 
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Staffing

Pool Staff Shift Length
Manager: 5.5 hrs

Head Guard: 4.5 hrs
Lifeguard: 4.5 hrs

Front Desk: 4.5 hrs
Snack Bar: 4.25 hrs

Swim Lessons: 1.5 hrs
Swim Team: 3 hrs
Kids Camp: 5.5 hrs

Average Onboarding Cost of
New Pool Employees

Manager: $200
Lifeguard/Head Guard: $200

Kids Camp: $120
Snack Bar/Front Desk: $53 

Renee & Jackson work diligently on creating a safe and
positive workplace culture with staff at the Fairway
Pool. Happier staff not only leads to higher retention,
but also to cost savings during the onboarding process.
Returning staff can save on training costs by up to 17%,
or about $35 per returning employee. 

Number of Shifts
Manager: 2

Head Guard: 2
Lifeguard: 2

Front Desk: 2
Snack Bar: 2

Swim Lessons: 1
Swim Team: 1
Kids Camp: 1

Staff Per Shift
Manager: 2

Head Guard: 1
Lifeguard: 10
Front Desk: 2
Snack Bar: 4

Swim Lessons: 10
Swim Team: 7
Kids Camp: 7
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It costs $3,677 per day to staff the pool during the busiest portions of the season.



Pool Season Programs
We saw 6 less participants in group
lessons and 2 less in private lessons
compared to last year. As the chart
indicates, our numbers dramatically
peaked following the pandemic and
have begun leveling out for the past
couple years.  
Expenses (instructors): $7,617
Revenue (reg. fees): $14,885
Cost Recovery: 195%

Swim Lessons
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Swim Team
The 2025 Swim Team participant total
was 131 (134 last year). We continue to
see older competitive swimmers leave
our recreation team and move on to
private clubs (other cities around us
are seeing the same trend).
Coach Expenses: $9,123
Program Expenses: $4,681
Total Expenses: $13,804
Revenue (reg. fees): $16,741
Donations: $2,500
Total Revenues: $19,241
Cost Recovery: 139%

This program was introduced in 2025 as a way for Fairway Pool Members who had small
children to access the baby pool area during morning hours on weekdays (45 total days)
throughout the regular season while swim lessons were being taught in the larger pool.
This program allows parents/caretakers and their small children a chance for water play
without being in the intense sun and heat, as well as avoiding the busy normal open
hours. This program was very well recieved and will become a regular offering in future
seasons. Now that the first season has ended, we will make adjustments to increase cost
recovery. 

Fairway Residents: 14     Non-Residents: 35     
Revenue: $1,155      Expenses: $1,527 (staff & stickers)      Cost Recovery: 75%

Baby Pool Pass
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Kids Camp
10 camps from June 2 - August 8
Mon-Fri from 10am-3pm
Ages 5-12 
Total Participants: 313 (+3)
Total Waitlist: 93 (-80)
Maximum registration with current space
New refund policy helped tremendous
Staff to participant ratio: 1-to-5

Tennis & Swim Camp
8 camps from July 7 - 31
Mon-Thu from 9am-2pm or 11am-4pm
Tennis for 2 hrs, pool for 3 hrs
Ages: 7-13
Total Participants:  161 (+45)
Total Waitlist: 33 (-8)
Increased openings by 8 per camp

Summer Camps
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Participants from KC,MO outnumber all
other cities, including Fairway. Due to the
competitiveness for registration, in 2025
we will open registration to Fairway
residents first, followed by 2025 Fairway
Pool members, and lastly to everyone. This
tiered registration process will make sure
Fairway residents are the #1 priority, closely
followed by our Fairway Pool Members.  

Expenses
Camp Staff Salaries: $29,112
Tennis Instructors: $5,613
Supplies: $2,841
Total: $37,566

Revenue
Kid Camp: $34,559
Tennis & Swim Camp: $19,375
Gross: $53,934
Net: $16,368
Cost Recovery: 144%

The chart above highlights Summer Camp
trends since 2021. In 2025, we set new
records for both attendance and revenue.
Camps have reached the maximum
number of openings possible with our
current space, which helped reduce the
waitlist compared to last year. However,
more than 125 children still remain on the
waitlist. Looking ahead, the completion of
the camp shelter project in fall 2025 will
create additional space, allowing us to
expand camp capacity in 2026.
Fairway’s Summer Camps are known for
providing an atmosphere that appeals to
both parents and children. Families trust our
camps because they offer a fun, safe, and
reliable environment where children can
learn, play, and grow. 06



 Expenses: 
Seasonal Staff: $23,466
Product: $49,580
Cheese Machine: $526
Oven: $695
Total Expenses: $74,267

Revenue: $67,397
Cost Recovery: 90%

The Snack Bar usually has 3-4 staff working at one time, depending on how busy the
pool is. A couple of our younger staff members will work the registers at the window,
while 1-2 staff members that are 16+ will prepare food (only staff 16+ are allowed to
use ovens, microwaves, etc.). Our annual health inspection went very well, with no
significant issues needing to be resoloved. Unfortunately, the cheese machine (for
nacho cheese) and one of our ovens broke down throughout the season. Both were
replaced as quickly as possible to keep the Snack Bar running at full capacity.

Snack Bar
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It comes as no surprise that the
Snack Bar sells more items when
the weather is warmer. The 2025
season was full of extreme heat
peaks and unseasonably cool dips,
which is also reflected in the item
sales chart below. The Snack Bar
sold an average of 257 items per
day (22,939 items total), with an
average daily revenue of $757.27. 
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Our goal for the Snack Bar in 2025 was to improve the cost recovery and move closer to the
revenue coving all expenses. Staff have worked diligently towards this goal and have
increased cost recover from 86% in 2024 to 90% in 2025. One unique way staff was able to
accomplish this was by allowing camp kids to create a “camp drink of the week” throughout
the summer. Camp children would mix vanilla, cherry and other flavors into a soda to create a
drink that would be sold at the Snack Bar. Campers loved this new program!



The 2025 pool season was 89 days long
Weather closers: 4 days, Swim Meet closures: 1.5 days (3 meets at half a day each)
Normal Open Hours: 11:30am-7:30pm (last year was 12:00-8:00pm)
Reduced Open Hours: 4-7:30pm (when SMSD fall semester begins)
Highest Staffing Daily Cost: $3,677 per day (does not include FTE salaries)
Lowest Staffing Daily Cost: $2,577 per day

Pool Operation Data
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2025 Expenses
Utilities (pool season only)

Internet: $1,400
Phones: $684
Water: $8,341
Gas: $297
Electricity: $12,315.87
Total Utilities: $23,038

Seasonal Staff
Managers: $26,660
Head Guards: $11,368
Life Guards: $129,361
Swim Instructors: $7,617
Snack Bar: $23,466
Front Desk: $13,960
Camp Staff: $34,725
Swim Team: $9,123
Total Season Staff: $256,280

Full Time Staff: $150,500
Operating Expense: $11,591
Maintenance: $16,510
Emergency Repairs: $22,295
Chemicals: $17,751
Concessions & Sales Tax: $53,358
Trainings, Screens: $8,228

Total 2025 Expenses: $559,551

2025 Revenues 
Membership

Resident: $28,907
Non-Resident: $93,259
Total: $122,166

Gate Fees
Resident: $19,398
Non-Resident: $63,072
Other: $5,310
Total: $87,780

Super Pass
Resident: $3,620
Non-Resident: $4,700
Visit Reimbursement: $2,830
Total: $11,150

Programs
Kids Camp: $34,559
Tennis & Swim Camp: $19,375
Swim Team: $16,741
Swim Lessons: $19,241
Baby Pool Pass: $1,155
Total: $91,071

Concessions: $67,397
Pool House Rental: $3,280

Total 2025 Revenues: $382,844

2025 FAIRWAY POOL COST RECOVERY: 68%
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Pool Lounge & Deck Chairs 
Funding Source: Capital Outlay
Budgeted: $35,500      
Actual: $33,431.82
This complete the final order for the lounge
chairs (the first half were purchased in 2023)
and first/only purchase of folding chairs. 

Park Counters for Peterson Park & KLF Park
Funding Source: Capital Outlay
Budgeted: $10,000 
Actual: $9,670
Project was completed before the 2025 pool
season.

2025 Pool Projects

Camp/Rental Pavilion 
Funding Source: 2014 Sales Tax ($330k) & CIP ($50k)
Not to exceed $380,000
Project has begun, estimated completion is 12/1/25
Includes: Additional space for surging camp
program, shelter, multipurpose turf area, rental
space during pool season and potentially offseason.
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Pool Camera System Update 
Funding Source: CIP
Budgeted: $55,000
Actual: $57,133
Project completed in first half of 2025.

Park & Recreation Master Plan
Funding Source: 2014 Sales Tax Fund
Not to exceed $75,000
Project is near completion and a final
Master Plan will be presented at the
November City Council meeting. 



AED & Training AED for Pool
Funding Source: Capital Outlay
Budget: $3,000
This is a scheduled replacement of the AED
and training AED at the pool. 

2026 Fairway Pool Projects

Pool House Access Control & Security
Funding Source: Capital Outlay
Budget: $12,000
Project to be completed before 2026 pool season
Converting to Verkada software system which will allow entry
via an application on employees and customer’s phones. This
setup will allow access to the future golf simulator facility in
the Pool House during the pool’s offseason.

Pool Painting
Funding Source: Capital Outlay
Not to exceed $22,000 
Project to be completed in 1st
quarter of 2025
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Pool House Golf Simulators Installation 
Funding Source: 2014 Sales Tax
Price: $100,000
Project to begin when pool open hours are reduced
in August and completed by Labor Day.
The Golf Simulator season will run during the pool’s
offseason (September - May).

Tennis Court Resurfacing & Shade
Funding Source: CIP
Price: $55,000
Project completed before pool season, once outside
temperatures are high enough.
Multiple court designs will be considered, including a
dedicated pickleball court and half basketball court.



Over the last few seasons, we have consistently received feedback from residents
and members with small children that they would like to see the pool open earlier,
as our noon opening is very close to nap time. Additionally, the last hour of the pool
day has consistently been our least attended portion of the day. For the 2025 season,
the open hours will move from Noon-8:00pm to 11:30am-7:30pm. We believe this will
have a significant positive impact for patrons who want to come to the pool earlier,
and having little to no impact on the very sparse attendance late in the day.  No
other municipal pool in the area opens before Noon, with half closing at 7:00pm and
the other other half closing at 8:00pm.

2026 Pool Season Changes
New Open Hours
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Baby Pool Pass
To go along with the feedback for an earlier pool opening, we’ve also had requests
from residents and members to offer early access to the baby pool area before the
full pool opens for the day. This is very appealing to families with kids that have
toddlers and/or babies, as they would like a chance to come to the pool without
constantly having to watch out for school aged kids diving, splashing and
screaming. In response, we have created the “Baby Pool Pass Membership” which
will be available for current pool members as an add-on to their 2025 Fairway Pool
Membership (similar to a Super Pass, but only for the Fairway Pool). With this Baby
Pool Pass, members will be able to access the baby pool (not the main pool) from
10:00-11:30am on Monday-Friday. We are still working on pricing, but it will be sold
on an individual basis and a sticker will be added to members cards, similar to the
Super Pass sticker.

By adjusting daily closing time to 7:30pm, we will now be able to offer private pool
rentals from 7:45-9:00pm. Prior to 2020, we offered these rentals from 8:30-10:00pm.
Since 2020, we have not been able to offer private pool rentals due to lack of staffing
and/or the younger age of our staff. Seasonal staff must be at least 16 years old to
work past 9:00pm, which has made after hours rentals impossible. With the earlier
7:45-9:00pm rental time, staffing should be less of a factor. In 2025, we are limiting
private pool rentals to June only. We may expand this option in future seasons if
staffing allows. A pricing structure will be determined as we get closer to 2025, but it
will be priced to cover all staffing costs. 

Private Pool Rentals

Details below may be altered as the 2026 season approaches. 
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