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Disclaimer 

 
While every effort has been made to ensure that the information contained within this 
report is complete, accurate and up to date, RMP & Associates and Aquatic Projects 
make no warranty, representation or undertaking whether expressed or implied, nor 
do they assume any legal liability, whether direct or indirect, or responsibility for the 
accuracy, completeness, or usefulness of any information. 
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1. Executive Summary 

RMP & Associates were engaged to complete a feasibility study giving a clear 
opinion on the cost vs benefit of extending the swimming pool season of pools 
across the council area. Council is currently considering ways to extend the 
swimming season and to heat its pools in a financially sustainable manner. A Master 
Plan for the Tumut Olympic Pool which identifies the option to build an indoor 25 
metre pool and separate Program Pool incorporating new change rooms, entry and 
café with adjacent car park for the existing outdoor 50 metre pool.  Other options to 
be reviewed are the enclosure of the newly built pool at Adelong (20-minute drive 
from the largest population centre in the council area – Tumut). 

The Feasibility Study should indicate whether either of these options would be 
relatively financially self-sustaining in the long term.  

1.1.1 The Brief 

Having regard to the patterns of use of the pools across the council area, undertake 
a Feasibility Study regarding options to heat the pools or options to extend the 
season. The report will need to include alternative options as well as desktop costing 
of these options.  

Specifically consider: 

• Modification of the current 50m pool at Tumut (largest town in the council 
area) to extend the season. Look at the cost effectiveness of measures to extend the 
current swimming pool season, such as reducing the depth of the pool at the deep 
end, alternative methods of heating, cost and estimated extension to the season. 
Conclusions drawn from this may well be extended to all pools across the council 
area, based on individual design/length/depth specifications for each of the pools.  

• Capital cost of enclosing and heating Adelong Pool, noting any limitations e.g. 
depth. This should be looked at against the alternative construction of an entirely 
new pool in Tumut, and evaluate possible use patterns given its proximity to Tumut.  

• Recurrent costs (and operating models) of heating a 25m indoor pool with 
reference to figures of similar pools, such as those at Cootamundra and Griffith.  

• An analysis of population may support an indoor heated swimming pool, and 
what impact different usage patterns, charging regimes have on the financial 
outcome. 

A clear conclusion on the financial implications of building and operating an indoor 
pool comprising a 25m and Program Pool at Tumut or enclosing the Adelong pool. 

1.1.2 Summary 

 

The consultants concluded after reviewing the data for Adelong and the size of the 
market as well as the potential an enclosed pool at Adelong would have to attract 
regular patronage from Tumut that the expected capital cost of enclosing the new 
outdoor pool at Adelong was not feasible. 



 

 

 

RMP & Associates Snowy Valley Aquatic centres Feasibility Study 2017      5 | P a g e  

 

The Tumut Pool Master Plan information was provided to the consultants as part of 
the evaluation of the feasibility of investing in a new indoor pool complex at Tumut.  
The Concept Plans and Cost Plan was reviewed and it was the opinion of the 
consultants that although the basic approach was sound the design, operation and 
construction could be improved.  The consultants advised Council to seek the 
services of Stephen Johannsen, an experienced architect who had designed many 
similar pools in country areas.  The Master Plan process that included extensive 
community consultation was not questioned.  A new design integrating the 
replacement of the 50m pool entry and change rooms with disabled access from a 
new car park, not replacing the existing plant room but including a multi-purpose 
studio for a range of ‘dry’ programs, meeting and other uses was included in a new 
brief for Stephen Johannsen.   

It was the opinion of the consultants that it would be ideal to have two separate pools 
operating at different temperatures if the capital was available.  However, as many 
centres operate successfully with one plant system and one temperature and this 
approach provided a saving estimated to be $400,000 on the capital cost providing a 
new integrated centre for just under $6M this pool layout was supported.  The 
Financial Forecast developed by the consultants was based on the commercial 
operation of the new indoor and outdoor pools, with a café and “dry” programs being 
offered to attract users.  A “membership” was contemplated for regular users offering 
6-month and 12 monthly memberships.  Based on the approach taken by Junee and 
Cootamundra entry fees and fees for all programs were included in the Financial 
Viability Model that included a Sensitivity Analysis for low, base and high operating 
projections.  

It was understood by the consultants that the Tumut Pool entry, change rooms and 
kiosk would be replaced and a new car park constructed regardless of the outcome 
of funding for a new indoor pool.  The current design recommended to Council for its 
support and funding integrates these improvements with a new indoor pool based on 
the 2014 Master Plan consultation process. 

1.1.3 Overview 

The new Council was formed in 2016 with a merger of the Tumut Shire and 
Tumbarumba Shire with a population of 14,953 and an area of 8,960 square 
kilometres.  A new Council was elected in September 2017 and a new General 
Manager appointed.  The Mission Statement for the new Council is “Leading, 
engaging and supporting strong and vibrant communities”. 

Swimming pools are located at Tumbarumba, Batlow, Khancoban, Adelong and 
Tumut. Council has solar heating at the Adelong, Tumut and Khancoban pools with 
the Batlow pool having solar heating from solar panels on an adjacent forestry 
building.  However, discussions with staff indicated that the pool temperatures at 
both Tumut and Adelong were still well below the comfortable lap swimming 
temperature of 26 degrees C for most of the season.  To operate a learn-to-swim 
program for schools in Term 1 and Term 4 and learn to swim and aqua classes in 
the summer holidays requires at least 26 deg. C and preferably between 28 and 30 
degrees C. 

Towns in the area without pools but with small populations include Grahamstown, 
Jingellic, Brungle, Laurel Hill, Rosewood, Talbingo, Tooma and Wondalga.  
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1.1.4 Improving the current opportunities 

 Modification of the current 50m pool at Tumut (largest town in the council 
area) to extend the season. 

The 50m Olympic Pool at Tumut has a number of limitations.  The most 
important and possibly the one that can be addressed relatively easily is the 
pool water temperature.  The pool does not need to be emptied each season 
and filled with very cold water prior to opening in October.  Instead, additional 
solar panels with a gas boiler back-up could be installed and the pool water 
super chlorinated in winter with pool pumps and heating system activated in 
time for a September opening each year. 

The pool water temperature is the single most important aspect of the ability 
of the pool to attract regular users and improve the quality of programs.  The 
schools using the pool in Term 4 and Term 1 currently experience cold water 
that is not conducive to a positive learning experience.   

Equally the development of a learn-to-swim program relies on water 
temperatures that should not be below 26 degrees C and ideally 30 deg C or 
higher for pre-school age children.  Lap swimmers and squad swimmers can 
enjoy water temperatures of 23 – 24 deg. C due to the intensity of their 
exercise.  However recreational swimmers and young children require 26 deg. 
C as a minimum.   

Solar heating alone will not be able to deliver 26 deg. C at the beginning of 
Term 4 in October and the end of Term 1 in April.  To ensure that the pool is 
at 26 deg C or higher when the pool opens a gas boiler would need to be 
installed to boost the temperature when there was not enough heat from solar 
collectors.  There is additional energy cost in using gas boilers to achieve 
required temperatures in the “shoulder” season and without significant 
participation in programs that generate revenue and increased attendances 
the operational deficit or “subsidy per swim” will rise.  

To reduce the heating cost and operating costs it would be very important to 
use the pool covers whenever the pool was not open to the public and 
consider the hours the pool is open each season.  If an indoor 25m and 
Program Pool is built the 50m pool may not be required to open until 
November and could close in March.  This would reduce staff costs and still 
provide lap swimming in the indoor 25m pool and programs in warm water all 
year.  The decision to reduce the operating hours and length of the season for 
the 50m pool may also require the Council to provide additional capital 
funding to enable the indoor 25m pool to operate at 26 deg C and Program 
and Splash Pool to be heated to 33 deg C requiring two pools rather than an 
integrated pool operating at 30 deg. C. 

The rationale for additional heating to be installed and increased operating 
costs incurred is that the Tumut Pool is operating with a high subsidy at 
present and still not providing a reliable and quality swimming experience for 
residents and visitors.   

Additional cost in both capital (possibly $90,000 for additional solar collectors 
and $60,000 for a gas boiler and heat exchanger) and in recurrent cost would 
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not be totally met from additional revenue even though attendances would 
increase.   

The current decision to have “free” entry to all Snowy Valley pools would 
increase the projected deficit significantly.  The impact of “free” entry on 
income from programs and café would need to be reviewed in any financial 
forecast.  Additional visits would be expected but without significant additional 
revenue the subsidy per swim would increase. 

1.1.5 Capital Cost Considerations  

The heating of the proposed indoor pool could utilize the gas boiler with 
separate heat exchangers for the indoor pools and outdoor 50m pool.  A 
capital saving of around $400,000 is possible if the Program Pool and 
Leisure/Splash Pool are combined as one pool with the indoor 25m pool. 

As discussed previously, the ability to have two temperatures with two 
separate indoor pools, meets the greatest range of user needs and provides 
the greatest benefit to users with different requirements. Despite the 
additional capital cost the long term operational outcomes that result from an 
indoor 25m pool operating at 26 deg C and Program Pool at 33 deg C should 
be considered.   

The elderly and those with a need for warm water exercise as well as those 
with asthma, pre-school children and babies learning to swim would be better 
catered for and those wanting to do laps or train in the 25m pool would prefer 
a lower temperature. However, there are many pools operating at 30 deg C 
with 25m pool and Program Pools and swimmers train and classes operate 
successfully in these pools.  It can work and does involve less capital cost in 
construction and only one balance tank and heating filter/pump/dosing 
system. 

Constructing the indoor pools as part of the new entry and change rooms as a 
single stage is the most cost-effective way to proceed.  Staging the 
development with the Program Pool and Splash Pool as Stage 1 and then 
building the indoor 25m pool as Stage 2 of the Master Plan would increase 
construction and capital cost significantly. 

A decision to build the integrated indoor pools (see architect’s Concept Plan) 
at the same time as the new entry and change rooms with café and 
associated multi-use areas at the Tumut Olympic Pool would result in the 
lowest capital cost. It would enable the heating system for both 50m and 
indoor pools and the change rooms to be integrated with one entry and café 
serving both indoor and outdoor as well as Pioneer Park users. 

The current amenities are no longer “fit-for-purpose” and the opportunity to 
develop a new entry and amenities as part of a Master Plan for upgrading the 
Tumut Swimming Pool in conjunction with: 

a) heating the 50m pool and providing a guaranteed temperature, 
b) building a new indoor 25m Pool and Program Pool with a Splash Pool  
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is in line with Council’s vision for “Leading, engaging and supporting strong 
and vibrant communities”. 

Stephen Johannsen FACILITY DESIGN GROUP – ARCHITECTS has 
estimated the Project Cost to be $5,949,850.  This figure has allowances for 
preliminaries, fees and contingencies of $1,222,000.   

The architect has completed many pools in country regions including the 
Cootamundra Pool and the Lithgow Indoor Pool.  The estimated cost provided 
are a guide and may be reduced or increased depending on the outcome of 
community consultation, design review, method of construction and materials.  
It is assumed that as a Council building it will be low maintenance and of a 
quality that will reduce lifecycle costs and a design to reduce recurrent costs. 

The provision of heating could allow the Tumut Olympic Pool to open in 
September and close at the end of April (or on Easter Monday) but these 
“shoulder seasons” are significantly more challenging financially due to the 
temperatures experienced in September and to a lesser extend April.  The 
additional cost of heating, as it would be assumed that solar would need 
significant assistance to elevate the water temperature in the 50m pool to 26 
deg. C, would need to be evaluated against the benefits and the number of 
actual swimmers.  Use of solar to generate electricity into the grid with “credit” 
for the electricity generated contributing to a reduction in operating costs 
could also be considered. 

Tumut Olympic Pool could open at the commencement of public school term 
4 to allow schools and parents to program their swim lessons and programs in 
this 10-week period if the pool water is “guaranteed” to be warm.  However, 
the heating of the outdoor 50m pool at Tumut due to the volume of water and 
greater surface area exposed to the elements will be very expensive 
compared to the proposed indoor pool that would enable schools to program 
attendances for arrange of programs throughout the year.  

1.1.6 Heating Snowy Valley Council’s outdoor pools 

The capital cost of adding additional solar collectors to heat the pools to 26 
deg. C needs to be considered at Adelong, Khancoban and Batlow.  The ideal 
scenario is to have 1.5 times the area of pool water in solar collectors for 
effective heating. The solar heating is not effective without pool blankets to 
retain the heat and is dependent on the water temperature at the start of the 
heating process and the sun and weather conditions.  Although the sun is a 
“free” energy source, the pool operations require pool pumps to circulate the 
water through the solar collectors well before the pool reaches the required 
temperature. 

The location of solar collectors can be difficult and may need to be resolved 
with capital works to provide structures to support the collectors adjacent to 
the pools and plant rooms.  It is noted that Batlow Pool has solar collectors on 
an adjacent Forestry Commission building, presumably because there was no 
suitable structure within the pool enclosure.   

As Tumbarumba Pool has no solar collectors it would seem that the 
installation of a solar system or a “heat pump” would improve the amenity of 
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the pool for local residents and visitors.  The operation of local pools without a 
temperature conducive to swimming and school programs is not a 
recommended cost/benefit scenario.   

Reduced hours and length of season with water temperatures of 26 deg. C is 
preferable to water temperatures of 21 – 23 deg C and the additional issues of 
wind chill making the experience for users unpleasant except for those 
training or lap swimming. 

The reduction in depth of existing pools is expensive and provides a low 
return on investment if the cost is compared to construction of a new shallow 
pool with adequate heating and a prefabricated structure to extend the season 
and use of the pool.  Randwick Council has adopted this approach to increase 
the use of an outdoor shallow water pool and has found it to be very 
successful at Heffron Park with a large population generating over 2000 
swimming lessons per week.   

The cost/benefit of “polycarbonate-covered steel or aluminium structures” for 
heated pools in cold climates requires further investigation.  These structures 
are limited in their span (maximum is 18m) and would not be able to enclose 
the new Adelong Pool for example due to the size of the 25m pool and leisure 
pool.  Meeting BCA (Building Code of Australia) requirements for mechanical 
heating and air change over in these structures is also costly. 

In towns with small populations the cost of the enclosure and the heating over 
the extended season is difficult to justify and if the pools are competing with 
each other the population base is too small to anticipate any outcome other 
than a significant financial subsidy by Council per swimmer.   In suburban 
areas with dense population the revenue generated by learn-to-swim and 
exercise programs off-sets the recurrent cost and even the capital cost in 
some cases. 

1.1.7 Changing the pool profile 

The cost effectiveness of measures to extend the current swimming pool 
season, such as reducing the depth of the pool at the deep end, alternative 
methods of heating, cost and estimated extension to the season have been 
considered. Conclusions drawn from this brief overview of the pools in the 
Snowy Valley LGA can be extended to all pools across the council area, 
based on individual design/length/depth specifications for each of the pools. 
 
The change to the Khancoban Pool to upgrade to a 25m pool with a flush 
deck is noted.  The pool temperature will be the key factor that determines the 
use and enjoyment of this pool throughout the season.  Research has shown 
that the biggest attraction for users in public pools is “leisure water” which is 
usually shallow, has a number of water features and in larger population 
centres can include wave pools and “lazy rivers”. 
 
The upgraded Adelong Pool as a result of flood damage to the original pool 
has also resulted in a shallow Program and Leisure Pool, a zero-depth splash 
pad and a 25m pool with a deep end of 1.6m and a new location for the 
complex. The feedback from residents is that the pool requires solar heating 
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as the pool temperature needs to increase and a longer season with a pool 
temperature of 26 deg. C is required.   
 
Change to the Tumut Olympic Pool to reduce the depth would be expensive 
and not warranted as a cost saving measure or as a way of generating more 
revenue. A separate study could look at options for heating and modifying the 
depth of the 50m and Toddler’s Pool if Council were not going to develop an 
indoor 25m and Program Pool.  The enclosure of a redeveloped or new 
Toddler’s/Program Pool could also be considered.  The current Master Plan 
with the integration of a new Program and Leisure Pool is considered the 
option that best meets the needs of the whole community. 
 
In other pools such as Tumbarumba it would be more cost-effective to build a 
small program pool that could be easily heated with solar and covered with 
pool blankets than to change the profile of the existing pool.  If a pool fails due 
to age it is a consideration that a new ‘tank’ could be constructed inside the 
old failed tank with a different depth profile to facilitate more programs.  
Khancoban Pool has recently worked through this option. 
 
Extending the season at the pools is dependent on weather, patronage and 
cost. The staff component of operational cost is significant.  If a strategy to 
train local community members as volunteer lifeguards and equip them with 
other qualifications such as first aid and CPR then the cost of extending the 
season from the labour perspective would be significantly reduced. Programs 
involving senior high school students in gaining lifeguard and Austswim 
qualifications, training in hospitality for work in a café and training in child care 
for work in a children’s program and/or creche are other initiatives worth 
considering. 
 
It is critical when designing a new indoor pool to ensure that the depth profile 
allows a range of programs to operate.   However, designing a 25m or 50m 
pool for a community where the focus is on deep water at both ends to allow 
diving from both ends (as may be ideal in relay races) is not a reflecting the 
needs of the majority of the community who like to be able to stand and to 
walk for a distance at one end of the pool.  Typically, a 50m or 25m pool 
would be 1.1m at the shallow end and 1.6m at the deep end. The depth profile 
would only be to have 1.6m for 5m from the diving block end of the pool and 
to have as much water at 1.1 to 1.25 as possible. 
 

1.1.8 Adelong Pool – future development 

 

Consideration has been given to the opportunity to enclose the recently constructed 
Adelong Pool.  The capital cost of enclosing and heating Adelong Pool is likely to be 
significant.  The 25m pool is a 6-lane pool with an adjoining program and leisure pool 
and mini Splash Pad.  This configuration means that both pools operate at the same 
temperature unless a new balance tank and separate plant is installed to allow the 
two pools to operate at different temperatures.   
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The current depth profile in the 25m pool and the program pool is not seen as a 
limitation but the pool would need to operate at the same temperature as there is 
one body of water and one balance tank. 

The capital cost of enclosing the Adelong 25m pool and program/leisure compared 
to construction of a new 25m pool and Program/Leisure Pool as part of a 
redeveloped Tumut Olympic Pool has some initial attraction as a cheaper option.  

However, the construction of an indoor pool complex assumes it will be open all year 
and that there is sufficient population within the primary catchment of the pool to 
justify the capital and recurrent cost.  

In the 2016 Census Adelong had a population of 943. The projected subsidy in 
2016/17 for the Adelong Pool (before the “free entry” decision was taken) was 
$223,371.  This is an annual subsidy per resident of $236:90.   

Adelong has currently two primary schools, the Adelong Public School and St 
Joseph’s Catholic School.  Adelong is 20km from Tumut which has a population of 
6,230 (2016 Census data) and is the main township of the recently amalgamated 
Snowy Valley Council region.   

To warrant the capital cost of enclosing and upgrading the 25m and program/leisure 
pools at Adelong there would need to be significant support from the Tumut and 
Adelong residents.  Developing a regional aquatic centre incorporating an outdoor 
heated 50 pool and indoor 25m pool and program/leisure pool is part of the Master 
Plan for the Tumut Olympic Pool site.  Tumut is the only town with a 50m pool. 

Adelong is unlikely to attract regular patronage from Tumut and other towns in the 
Snowy Valley LGA due to a) the travel time and b) the small township without the 
services that Tumut provides and without the additional attraction that visitors staying 
in Tumut or passing through would bring.  The range of visitor accommodation, 
schools and offices, including Snowy Valley Council in Tumut are other significant 
factors . 
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1.1.9 Adelong Pool Plan 

 

 

There would be a saving in the construction cost compared to the estimated capital 
cost of the new indoor 25m and program pool at Tumut because the Adelong Pool 
has already been constructed.  However, a new entry with new change rooms and 
café is already planned for Tumut. Based on the Cost Plan prepared by G J Seib Pty 
Ltd for the Stage 1 and Stage 2 development at Tumut Olympic Pool and providing 
the existing change rooms could be used without additional facilities added the 
enclosure of Adelong Pool could be completed for around $3.5M.  

As the G.J. Seib estimate was based on a Master Plan developed by Bob 
Collingridge that was estimated to cost $7.8M compared to the Johannsen estimate 
of $5,949.850 for the current scheme under consideration it is recommended that 
Council engage Stephen Johannsen to provide an estimate of costs for enclosing the 
Adelong Pool.  (Stephen Johannsen was the architect for the Cootamundra Indoor 
Pool) 

The capital cost of an indoor aquatic centre is not as important for Council in 
reviewing its financial position as the recurrent cost of operations.  The recurrent cost 
of operating an indoor pool at Adelong would not be offset to the same extent as an 
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indoor pool at Tumut due to smaller population base, lower visitation and revenue 
generated by programs.  The main disadvantage to the community would be the lack 
of proximity to the largest population in the Snowy Valley and the expenditure 
required on the Tumut Olympic Pool. It would be reasonable to anticipate pressure in 
the future for an indoor pool at Tumut even if the Adelong Pool was enclosed.  

Details of the current income and expenditure for all the pools in the new Snowy 
Valley Council over the past 3 years has been examined by RMP and a number of 
issues regarding the operations have been identified.  The current 2017/18 Income 
and Expenditure projections by Council show an expected income of $165,900 and 
expenditure of $1.018,622 resulting in a deficit for the year of $852,722* 

*the income figures were based on the 2016 fees and charges 

1.1.10 Financial Considerations 

The Cootamundra Shire constructed an Indoor 25m Pool in 2014 as part of the 
redevelopment of the town’s 50m pool.  The Shire adopted a very tight financial 
approach to construction and using very basic materials and Council’s own project 
management completed the new indoor 25m pool on budget.  The project did not 
include a separate program pool area or leisure pool space in the design.   

The heating was a combination of solar and gas and the hours of operation during 
the 9 months outside the December/January/February summer season were 
restricted with an increase in entry fees to offset the additional heating and staffing 
costs.   

Council was not expecting to operate the pool without subsidy but to set fees and 
charges and promote the programs and use of the pool throughout the year to 
enable the deficit that was previously associated with the operation of the seasonal 
outdoor 50m pool to be similar to that of the all year operation.  

The Tables below indicate the visits for the 12 months July 2015 to June 2016.  The 
income and expenditure for this period indicates the source of revenue and the 
categories of expenditure. It should be noted that $76,045 was entry fee revenue. 

The design and presentation of the facility is very basic the 25m pool temperature is 
also cool.  The temperature is related to heating costs and lower than would be 
recommended for pre-school LTS and swimming lessons for those who are 
beginners and not actively swimming in a stroke correction class or participating in a 
strenuous aqua class. 

The deficit for the 2015 /16 financial year was $223,371 which is similar to the 
projected deficit for Adelong if fees were charged.  The projected deficit for the 
Tumut Olympic Pool in 2017/18 was $218,219.   

The projected Base Case for the indoor Pools in the new Master Plan based on the 
Concept Plans developed by Stephen Johannsen (see Attachment) is a deficit of 
$301.000 (Base Case) or with a 20% reduction in projected income a deficit of 
$435,000. If the 50m pool season was reduced with the new indoor 25m pool 
operational in the “shoulder” season this deficit could be reduced providing entry 
fees are charged.   
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It should be noted that the visits to the Cootamundra Pool for the entire year were 
22,775 compared with the Tumut Pool in 2015/16 of 25,512 for 6 months of outdoor 
seasonal operation in a 50m pool.  Revenue from Tumut Olympic Pool was $88,264 
for the season compared to the full year at Cootamundra of $105,089.   

The proposed design of the Tumut Indoor Pool and amenities building is aimed at 
meeting the needs of all age groups and ability levels in the community.  The heated 
program and leisure pool provides and attraction with a range of benefits for families, 
children, youth, sporting groups, those with fitness or health needs and integrates a 
social dynamic.  The adjacent Pioneer Park, the indoor/outdoor café, community 
room and Program and Leisure Pool offer residents and visitors a meeting place and 
a community ‘hub’. The impact on other facilities such as the racecourse café is not 
known but it is not anticipated to be significant. 

The Cootamundra population is 5,579 and the table of attendances for 2015/16 and 
to December 2016 show the monthly totals.  It is anticipated there would be higher 
monthly visits at the Tumut Indoor Pool with the added attractions of a “dry” program, 
the outdoor café and adjacent Pioneer Park as well as the Program and Splash Pool. 

Junee (population 6,230) has an Indoor Program and Leisure Pool operating at a 
temperature of 31 deg. C all year and it offers a range of programs for all ages 
including gentle exercise and learn-to-swim.  The leisure section has water fountains 
and water rapids.  Rather than an indoor 25m pool the Junee 50m pool is partially 
covered but outdoor during the summer and in the winter a removable boom is 
placed in the pool and a winter curtain is used to create a heated indoor 25m pool.   

1.1.11 Centre Undeveloped 

The first model is based on a Status Quo approach to the Tumut Olympic Pool 
where Council defers capital works for 5 years and continues to operate the pool as 
it has in the past and leaves the centre without a new indoor pool or additional 
facilities.   
 
The rationale is that if the Council is unable to afford to commence the revised 
Master Plan in 2017/18 then delaying the capital expenditure and planning to 
complete the complete project, including new entry, change rooms and cafe at the 
same time as the new indoor pools when it has the funds over the next 5 years will 
enable more detailed planning to be completed.  It is also the most cost effective 
approach to building the new facilities as one project. 
 
Delaying construction could include undertaking an Aquatic Strategy to determine 
the best way to reduce the cost of operation of the existing swimming pools.  It would 
also enable a budget to be prepared to upgrade the solar heating for all pools to 
enable more enjoyable water temperatures to be experienced at all pools when they 
are open. 
 
It is acknowledged there is a cost in undertaking the construction of new facilities at 
Tumut in two stages.  However, the existing entry and change rooms are in need of 
replacement so even without funds to complete the indoor pools these works should 
go ahead on the basis that the design is consistent with the addition of the indoor 
pools at a later date without incurring the costs associated with a design that doesn’t 
contemplate the additional facilities.   
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A new entry and change rooms and a new kiosk with access from a new car park 
that allows Pioneer Park users access to a café and toilets and with additional 
heating for the 50m pool is the minimum level of refurbishment Council should 
consider.  The old entry has significant access issues and provides poor quality 
amenities.   
 
If as recommended in this report the proposed new indoor pools and plant room are 
constructed at the same time there would be efficiencies in construction.  The new 
indoor pool is designed to enable the new indoor aquatic development to have the 
same entry and change rooms as the current 50m pool. 
 
If new change rooms and entry/cafe with a new car park is the extent of the upgrade 
to Tumut Olympic Pool it will not impact the current operational deficit.  Without 
additional pools or programs to attract a wider customer base all year and increase 
revenue opportunities the visits and revenue are unlikely to change significantly.  A 
new café and the creation of a facility for Pioneer Park users with public toilets and 
access to a deck and café will generate some additional revenue but as a seasonal 
café it is not anticipated the operation will significantly impact the current deficit. 
 

1.1.12 The Centre Developed – Base Case 

The Centre Developed means construction of the indoor 25m and Program Pools 
open all year supported by a café and community room and a range of new “wet” 
and “dry” programs.   

Visits to the pool are expected to more than double and income from fees and 
charges (if the “free” access policy is reversed when evaluated at the end of the 
2017/18 season) as well as revenue from programs such as learn-to-swim and aqua 
and a range of classes will reduce the Council subsidy per visit.  The range of 
programs and benefits provided to all age groups in the community and the visitors 
to Tumut will generate a “buzz” and provide a social meeting place for the 
community.  The demographics support the projected participation in a range of 
classes and activities.   

The Junee Aquatic Centre has demonstrated that a population of 6,230 can generate 
significant revenue and visits if the programs are relevant to the community’s needs 
and new facilities are provided.  Junee Aquatic & Recreation Centre had 53,508 
visits in 2015/16 with an adult entry of $6 and child/concession entry of $4.  There 
were 18,286 casual swims and 3,304 Direct Debit fortnightly swim member visits.  
The centre has a small fitness area and there were over 12000 visits by members on 
fortnightly Direct Debit contracts who pay for Gym and Swim.   

The proposed multi-purpose room in the Tumut Concept Design could be fitted out 
as a small gym with the existing Swim Club room upgraded and used for a range of 
classes in association with fitness activities such as dance, aerobics, yoga and the 
range of Les Mills style classes found at commercial fitness centres. A wide variety 
of community programs, workshops and courses could also be offered at the centre. 
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1.1.13 Tumut Pool Expansion Sensitivity Analysis 

 2017/18 2018/19 2019/20 2020/21 2021/22 

 $’000 $’000 $’000 $’000 $’000 

Centre Undeveloped      

Total revenue 114 117 120 123 126 

Total direct expenses (206) (211) (216) (222) (227) 

Centre Net Profit/(Loss) (92) (94) (97) (99) (102) 

Council Overheads & 
Depreciation 

(140) (142) (144) (146) (149) 

Net Council Result (232) (237) (241) (246) (250) 

      
Developed Centre Base Case      

Total revenue 114 670 687 704 722 

Total direct expenses (206) (729) (741) (759) (778) 

Centre Net Profit/(Loss) (92) (58) (54) (55) (57) 

Council Overheads & 
Depreciation 

(140) (243) (245) (247) (249) 

Net Council Result (232) (301) (299) (302) (306) 

      
Developed Centre Mid Case 
(Revenue 90% of base case) 

     

Total revenue 102 603 618 634 649 

Total direct expenses (206) (729) (741) (759) (778) 

Centre Net Profit/(Loss) (103) (125) (122) (126) (129) 

Council Overheads & 
Depreciation 

(140) (243) (245) (247) (249) 

Net Council Result (244) (368) (368) (373) (378) 

      
Developed Centre Low Case 
(Revenue 80% of base case) 

     

Total revenue 91 536 549 563 577 

Total direct expenses (206) (729) (741) (759) (778) 

Centre Net Profit/(Loss) (115) (192) (191) (196) (201) 
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Council Overheads & 
Depreciation 

(140) (243) (245 (247) (249) 

Net Council Result (255) (435) (436) (443) (450) 

      
NB: Sourced from RMP & Associates Pty Ltd Excel Worksheet – Amounts rounded 
to nearest $’000 and include entry fees (see attached Excel Spreadsheet) 

The above tables show the totals for expected income and expenditure in each 
scenario.  Examining the Excel Spreadsheets reveals the basis for the income and 
expenditure by category.  The Centre Undeveloped is the result of careful analysis of 
the existing cost of operation of the Tumut Olympic Pool and the assumptions for 
revenue are based on the available data prior to the Council decision to allow “free 
entry”. 

In the short time available to the consultants it was not possible to be sure that 
accurate information about the revenue generated by Wets Aqua from Learn-to-swim 
and aqua classes and other programs run at Tumut, Batlow and Adelong was 
provided.  The management and operation of the pools requires further investigation.   

Establishing a Community Management Committee for Tumut Olympic Pool and 
possibly the other pools should be given consideration. 

Recommendations  

1. That Council resolve to seek funding for the redevelopment of Tumut 
Memorial Olympic Swimming Pool to undertake the construction of the 
facilities outlined in the latest Master Plan being: 

 

 Construct a new car park adjacent to Pioneer Park and an accessible 
ramp from the car park to the level of the existing 50m pool concourse 

 Construct a new entry and reception building incorporating a café with 
office and first aid room and a community room 

 Construct a new male and female change and a unisex disabled change 
room with shower and toilet (10m2) for use by patrons of all pools 

 Construct a deck adjacent to the new entry and café servery overlooking 
Pioneer Park and two adjacent unisex public accessible toilets  

 Decommission the current entry and change rooms  

 Upgrade the Swim Club room and adjacent outdoor area 

 Council undertake community consultation and design development to 
finalize the design of the proposed new entry/café/change rooms 
supporting and indoor 25m and Program Pool with Splash Pool and new 
plant room, storage and supporting fit-out and water features. 

 Council actively pursue funds from STATE AND Federal Government and 
Vissy to complete the Master Plan as a single stage development. 
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2. Council not proceed with plans to enclose the Adelong Pool recognizing 
the likely high recurrent cost and lack of use due to the small local 
catchment population and travel time from Tumut and other towns. 

3. Council review the management and operations of all pools and implement 
measures to reduce staff costs, increase the information on visitation by 
category and seek to involve the local communities in a volunteer lifeguard 
program. 

4. Actively pursue grants to fund solar heating at all pools and where 
required pool covers and wind breaks.   

5. Consider making Adelong Pool the highest priority for increased solar 
heating.   

6. Plan to complete the Master Plan for Tumut Pool within 5 years. 
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2. Background and Project Requirements 

2.1 Project Aim  

To provide Council with a clear conclusion on the financial implications of building 
and operating an indoor pool comprising a 25m and Program Pool at Tumut or 
enclosing the Adelong pool. 

To achieve the aim of the project requires an understanding of Council’s future 
management approach.  It is the recurrent cost rather than the capital cost that will 
impact on Council’s cash flow in the future.  

The Master Plan for Tumut Olympic Pool would enable Council to provide a range of 
aquatic opportunities to residents and visitors all year with an indoor pool and create 
a community “hub” or meeting place.  The facilities and the staffing and ongoing 
maintenance and refurbishment has a cost to Council and ultimately to ratepayers.  
The use of fees and charges rather than a free service embodies what is usually 
called a “user pays’ approach because the Council pays for the capital cost and an 
agreed level of subsidy from its rates and other grants and income sources but the 
user pays for general admission, for “value-added” programs such as learn-to-swim, 
squad, hydrotherapy, aqua-aerobics and fitness and lifestyle classes such as yoga, 
dance and Pilates to reduce the subsidy provided by all residents through their rates.  
Other services such as the cafe would operate on a commercial basis to cross 
subsidize the services provided. 

2.2 Financial Issues 

The setting of fees by Council is for those elected to determine.  The recurrent cost 
of the pools is principally the cost of staff, energy, chemicals and maintenance.  
Under “direct” management where all staff are employed on a permanent, part-time 
or casual basis by Council and paid under an ‘award’ as Council employees there is 
little opportunity for volunteers to undertake some of the tasks performed by 
employees.  A community management committee could operate with a more 
flexible approach using a “mix” of people to undertake tasks and provide services, 
with some being paid, some volunteers and some in training or undertaking work 
experience. The Council or the management committee would need to set a policy 
that has a defined target or benchmark for cost recovery and a tight budget for 
expenditure.   Hours of operation and staffing levels would be critical. 

A summary has been provided that attempts to capture income and expenditure for 
the new entry and reception with change rooms and indoor pools.  There are 
assumptions underlying these figures.  An experienced aquatic centre manager with 
a proven track record of developing and operating programs that cross subsidize the 
cost of staff and energy is critical for success.  The involvement of the community 
with volunteers, training programs for young people and community members 
seeking qualifications as well an integrated promotion of the Aquatic centre to 
residents and visitors is required.  The aquatic centre should be seen as a small 
business enterprise rather than a fully subsidized Council community service in order 
to minimize the cost to ratepayers and optimize opportunities for residents and 
visitors. 
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The Royal Life Saving Society - Australia has just released a report on the economic 
impact that aquatic centres have in the community. 

“Research shows that every visit to a public swimming pool creates health benefits 
worth $26.39, meaning that the average aquatic facility creates improved health 
outcomes worth $2.72 million each year to Australian society.”  

The report, titled Economic Benefits of Australia’s Public Aquatic Facilities, outlines 
the economic burden of physical inactivity in Australia, which costs the health system 
$3.7 billion each year and leads to death and disability costing $48 billion – 
accounting for 5% of the overall burden of death and disability in Australia. 

Data on Australians’ exercise habits shows that nearly 40% of the population is 
currently classified as “physically inactive” by World Health Organization standards, 
as they manage less than 60 minutes of vigorous exercise each week - leading to 
increased risk of Type II Diabetes, heart disease and cancer.   

Economic analysis carried out by Royal Life Saving Society – Australia shows that 
an additional weekly visit to a public swimming pool would be enough to lift most 
Australians out of the “physically inactive” category, leading to improved health 
outcomes, reduced health system costs and better attendance at work.  

Based on the dollar value of these improved health outcomes, the report shows that 
an extra swimming pool visit by a randomly selected Australian is worth, on average, 
$26.39, meaning that Australia’s aquatic facilities produce $2.8 billion in health 
benefits each year, over and above their value as sources of recreation, community 
and aquatic education. 

The report underlines the importance of providing all Australians with access to safe, 
high quality aquatic facilities, not just for much-needed recreation and to help them 
learn about water safety, but to help them remain active and healthy as well.  

Dr. Paul Barnsley, the study’s author, says “we knew going in, that swimming was a 
great way of keeping active, but we were shocked to find out just how effective even 
a single weekly swimming pool visit can be in cutting the costs of physical inactivity. 
Now we need to make sure that everyone is in a position to take advantage of those 
benefits – if we don’t find the money for pools we’ll end up paying for it via the health 
system.” 

“We want to encourage all Australians to make full use of their local public swimming 
pool, not only this summer, but throughout the year, and to enjoy the health benefits 
of swimming” says Justin Scarr, CEO Royal Life Saving Society – Australia. 

2.2.1 Tumut Pool Expansion – Indoor heated pools - Assumptions for 
Operating Budget 

 

Learn-to-Swim Income. 

Based on 180 lessons/week over 4 x 10w-eek periods @$16 for LTS.  This would be 
offered Mon – Sat 9.30 am to 11.30am (approximately 90 lessons) and Monday – 
Friday afternoon 4.00pm – 6.00pm (approximately. 90 lessons) with squad of 25 in 
the afternoon Mon-Friday 4.30 – 6.30 (2 x 1-hour sessions) over 40 weeks.   
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The Tumut Pool has offered Learn to Swim in 2016/17 on the following basis: 
The LTS program ran 

 Term 4, November 21-December 16th, Mon-Fri from 3pm 

 January 2017 from Tues 3rd for 3 weeks 

 Term 1 January 30th –February 24th  Mon-Fri from 3pm 

Wets Aqua (a private operator) Monday 21st November 2016 – (3 x week) Thursday 
March 16th (no lessons were offered between 23.12.16 – 3.1.17) 

Schools income for LTS and programs hard to estimate over the year.  Currently the 
following schools have used Tumut Pool: 

Tumut High School – Year 8 Swimming Lessons 

McAuley Catholic School – Swimming Lessons 

Franklin Public School – Swimming Lessons 

McAuley Catholic School –High School - PE Lessons – regular attendance 
throughout the season 

Tumut Public School – Swimming Lessons 

Tumut High School – End Year Celebration 

McAuley Catholic School – End Year Celebration 

Tumut Public School – Swimming Carnival 

McAuley Catholic School – Swimming Carnival 

Franklin Public School – Swimming Carnival 

Talbingo Public School – Swimming Lessons 

Tumut High School – Swimming Carnival 

Highlands (Primary School) Swimming Carnival 

Highlands (High School) – Swimming Carnival 

Aqua classes 

Projected that 5 per week each 45 mins with 10 per class average over 40 weeks. 

Fitness classes 8 per week with 12 on average in a class over 40 weeks.  (50 % of 
classes would be concession fees which would be same as child fee or $12:50) 

Café income based on a net return after staff and cost of goods. 

Income from hire say $10,000 p.a. No income from a small fitness centre has been 
included.  However, the opportunity exists to integrate a fitness studio into the 
development with Gym and Swim Memberships offered and Swim Club members 
gaining the benefit of weights and gym work as part of their training. 
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The projected 70,000 annual visits to the Tumut Aquatic and Leisure centre with 
adults paying $4 in the summer and $6 in the winter (9 months) and 
children/concession entries $3 in the summer and $4 in the winter (9 months) may 
be optimistic and “best case”. An estimate of 50,000 or double the current seasonal 
attendance may be a more conservative estimate. The “model” has a Sensitivity 
Analysis with the results if there is a reduction in estimated revenue of 10% and 20% 

This summer/winter fee approach has been adopted by Cootamundra who currently 
charge $3 for adults in summer and $2 for child/concession in winter (3mths) and $5 
and $3 in the winter (9mths) increasing annually.  (Junee currently $6 and $4).  
Those using the pool and paying for programs such as Learn-to-Swim or aqua-
aerobics would have “free” entry as it would be included in the program fee.  Those 
suffering financial hardship could apply to Council for a special pass to allow them to 
have entry to all programs for $2 and free entry to the pools. This prevents those 
with the capacity to pay being subsidized by Council. 

The argument against enclosing Adelong and operating it all year is that Tumut 
residents would be unwilling to travel to Adelong to utilise an indoor facility.  It is also 
reasonable to assume that only a small percentage of Tumbarumba residents would 
travel to Tumut to utilise the pool on a regular basis. Similarly, residents of other 
towns in the region in the winter when it is cold and wet and roads are foggy/icy will 
probably not be regular users. Families with young children and adults seeking warm 
water exercise or classes might visit regularly (between once a week and once per 
month) and others will only go to Tumut as a special outing.  It is hoped that the 
development of a regional indoor pool and leisure centre in Tumut would make it 
more attractive to visit Tumut for shopping, doctor’s appointments and so on rather 
than Wagga Wagga. 

2.3 Management Issues 

The operation of the Tumbarumba and Khancoban Pools has been by the former 
Tumbarumba Shire Council and the Tumut, Adelong and Batlow Pools by the Tumut 
Shire.  The investigation as part of the Feasibility Study into the charges identified as 
Internal Recharge and overheads in the Crowe Horwath Report on Swimming Pool 
Operations has raised a number of questions about the actual cost of operating the 
Tumut, Batlow and Adelong Pools. 

The income from admission fees has also been reviewed to identify what the actual 
income has been from season passes and individual adult and child entries.  This 
has been very difficult to accurately assess.  The projected income in the models 
produced in this report to review the cost to Council of not redeveloping the Tumut 
Pool and the expected revenue and cost of a redeveloped indoor Aquatic Centre 
have been based on actual entries for 2016/17 provided by the Financial Controller 
at Tumut.   

Revenue is largely made up of entries based on the current fees and charges.  
These are currently set at $3 for adults and $2 for children and concession.  A family 
pays $10 and there are adult and child season tickets.  At the Tumut Olympic Pool in 
2015/16 the reported deficit was $276,923 based on 25,512 visits. 
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2.3.1 2015/16 Attendances at Adelong Batlow and Tumut Pools 

TSC 
FACILITY      (ope
n from) 

ADELONG         (12.10.1
5) 

BATLOW        (9.11.1
5) 

TUMUT 

   (12.10.15
) 

ENTRY-ADULT 1862 498 2453 

ENTRY-CHILD 2365 936 4534 

ENTRY-
SPECTATOR 

620 311 1483 

ENTRY-
CONCESSION 

375 33 542 

ENTRY-
PASSES    (not 
inclusive Access 
System) 

7350 4041 11772 

ENTRY-
SCHOOLS 

675 359 1184 

ENTRY- 

ACCESS CARD 
1502 196 3293 

AUSTRALIA DAY- 

FREE ENTRY 
186 138 251 

TOTAL ENTRIES 14935 6512 25512 

2014/15 SEASON 14590 6437 24068 

2013/14 SEASON 12333 5430 23232 

 

2.3.2 Recent data for attendances at Khancoban and Tumbarumba Pool 

Pool attendance data is as follows for 2016/17: 

   

Adult:                      351 

Child:                     1227 

Under 5:                    55 

Family:                        7 

Season tickets 
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Adult:                           1 

Family:                       48 

Child:                           3 

Khancoban 

Adult:                       359 

Child:                       465 

Family:                      45 

Under 5:                    83 

Season tickets 

Adult:                          2 

Family:                        8 

Child:                          1 

Pensioner:                  1 

 

After discussion with the Pool Manager it would seem that there may be more visits 
to the Tumut Pool than has been documented.  It has been difficult to identify if 
adults or children or concession entries are rising or falling, what percentage are 
school children, elderly, families and so on. 

Information from the former Tumbarumba Shire indicate visitor numbers are 
recorded manually and no reconciliation is made between, for example, cash takings 
and entries by category. Recorded numbers would be haphazard at best, particularly 
in relation to season ticket holders. 

2.3.3 Summary of Pool Attendances for Existing Pools  

The former Tumut Shire swimming pools were managed by Snowy Works and 
Services (business/works unit of Council) and all costs associated with pools came 
back to the Tumut Shire financials as internal recoveries.  

Swipe card access to the pool is given three weeks before and after attended 
season (roughly - after season was restricted to swimming club and specific users).  

Seasonal employees are used to staff the pools with one Full Time manager 
employed to oversee Tumut, Adelong and Batlow pools. The 2017/18 season 
provides Council with the opportunity to review current staffing, opening hours and 
programs to determine actual attendances and subsidy per visit throughout the hours 
each pool is open.  
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Season Adelong  Batlow  Tumut  Tumbarumba  Khancoban  

2015/16 Season 
(Number Of 
Patrons) 

14,935 6,512 25,512 1170 638 

Patron/Net 
Result 
subsidization $ 

(14) (18) (11) (36) (98) 

      

 

Software 

A new Indoor Pool would need a software management system to monitor who was 
using the pool, for what purpose, how often and when as well as providing feedback 
to management on promotions for classes, learn-to-swim, holiday programs and so 
on. It would usually be linked to a swipe cars system for memberships and pool 
entry. 

Software also allows the centre management to communicate with users and for 
users to book on line and to use social media for promotion and communication.  
There is a significant difference between a centre operating on a seasonal basis that 
is weather-dependent and an indoor aquatic and leisure centre operating all year.  
The quality of the experience can be controlled and a sense of community 
established between staff and the community and regular users and groups.   

2.3.4 External Providers 

The Tumut, Adelong and Batlow Pools have an association with a private firm, Wets 
Aqua who offer an aerobics program at all pools.  Pool staff employed by Council 
take expressions of interest from the public for these programs. 

The enrolments for Learn to Swim lessons which are offered for both children and 
adults are also taken at the pools. Stroke correction sessions are also available by 
appointment. 

The former Tumut Shire has invested in inflatables and these are popular.  The two 
inflatables are used on rotation at the three pools and users can pay $2 for half an 
hour on these inflatables across the season. 

The existing use and operation and the performance of external providers needs to 
be assessed.  User feedback from patrons at all pools should be collected before the 
end of the 2017/18 season.  This information is valuable in determining what the 
community values, what is working and why and what is not and why.  It also gives 
Council an evaluation from the various users who comprise the “market” for various 
programs and patterns of use (for example lap swimmers, schools and learn-to-swim 
clients) as well as feedback about the use of the inflatables and the way school 
holiday programs and activities are run. 
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The Tumbarumba Pool provides opportunity for children to participate in the 
Department of Sport and Recreation’s summer Swim and Survive courses in 
January each year.  These are offered for a fee of $70 for school age children and 
$50 for preschool age children. 

2.4 Current operational overview 

The existing pools at Tumut, Adelong, Batlow, Tumbarumba and Khancoban are all 
Council-owned assets that represent a significant expenditure allocation (currently 
an anticipated deficit in excess of $852,722 in 2017/18) with a reasonably high level 
of operating risk.   

Tumut Olympic Pool if redeveloped has the opportunity to become a regional aquatic 
and leisure centre providing a high-profile facility for the new Snowy Valley Council.  
The design and construction should reflect quality in presentation, services and 
programs offered and a focus on “universal” access that would be incorporated in the 
location and the design of the entry and internal layout.   

When Councils agree to fees and charges it is important to ensure the community 
views the experience offered as “value-for-money” and that entry fees are not a 
deterrent to using the facility.  Marketing as well as location should ensure the 
proposed redeveloped Tumut Olympic Pool is highly visible to the community and to 
visitors. 

RMP and Aquatic Projects have reviewed the current Tumut Olympic Pool and would 
make the following observations: 
 

1. There needs to be a strategic approach to the provision of aquatic facilities 
in the new amalgamated Council that accepts the need for “all year” 
swimming in an attractive and safe aquatic environment, accessible to all.   

2. Pools are assets and strategically they exist to deliver the Corporate 
objectives of Council in meeting its obligations under the Local 
Government Act to provide a range of benefits that meet identified needs 
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of the residents of the Snowy Valley Council.  Modern aquatic centres can 
also encourage tourism, recognize environmentally sustainable principles, 
and contribute to the physical, mental and social wellbeing of the 
community as highlighted in the RLSS Economic Benefits Study. 

3. The Tumut Olympic Pool and adjoining parkland can become a regional 
aquatic and leisure facility for all residents of the former Tumut and 
Tumbarumba Shires.  Developing all-year round indoor pools supporting a 
heated seasonal outdoor 50m competition and lap pool is not enough.  
The other aspects of the redeveloped centre involve a mix of ‘wet’ and dry’ 
activity spaces. These include a modern café, a range of classes and 
education programs in the pools and in the multi-purpose studio and Swim 
Club Room.  An outdoor deck with access to the café and public toilets will 
encourage park users and visitors to the ‘dry’ playground precinct and with 
aquatic centre users create a community “hub” and a destination, a place 
to go. 

4. The redevelopment needs to be energy efficient and staff efficient as well 
as low maintenance with as many “value-added” components as possible.   

5. The design and operation must be attractive and the café and terrace 
overlooking the park with adjacent public toilets needs to be a high-quality 
place where residents and visitors will want to come for a coffee or a light 
meal and more importantly to socialize all year. 

6. Opportunities abound for the integration of other “value-added” services 
including a “training room” for running courses and multi-purpose spaces 
for classes that will add another revenue stream to the complex.  A small 
fitness centre with equipment for cardio and weight training is a possible 
option.   

7. The refurbishment of the Swim Club Room to enable it to be used as a 
studio as well as a clubroom and the continued use of the existing plant 
room and plant for the 50m pool is economical and responsible. 

8. Two indoor pools can operate at one temperature and provide the current 
and future population with LTS, aqua-aerobics and hydrotherapy all year.  
The inclusion of a “leisure component” to the program pool with “beach 
access” and water play structures has been captured in the proposed 
“Splash Pool”.  The inclusion of the Splash Pool as an indoor heated 
shallow leisure water with water features is consistent with the “regional 
approach” and trends in aquatic centre design. 

9. A new entry and a safe well-lit car park adjacent to the new entry and 
pools is critical for success.  The change in levels presents a small 
challenge and a potential cost in ramps that can be minimized by clever 
design.   

10. Opportunities for funding from other sources that can be integrated with 
the new indoor facilities should be explored and a design that optimizes 
the funds and the outcomes sought from the various funding bodies 
finalized.  A modern regional aquatic and leisure centre provides 
opportunities for training in various areas including hospitality (food 
preparation and serving, barista training, running events including birthday 
parties, and providing catering for clubs, businesses, Council and the 
private sector).  The pool can offer training in pool water treatment and 
pool management through RLSS and include junior and senior lifeguard 
qualifications, the opportunity to complete Bronze Medallion, CPR and 
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First Aid courses and to undertake theory and practical training in teaching 
swimming (Austswim or Swim Australia) and Level 1 Swim Coaching.  
Partnering with local high schools, TAFE and other training agencies can 
provide employment opportunities as well as courses that can be part of a 
student curriculum. 

11. The existing Memorial Olympic Pool at Tumut does not meet current 
community expectations in providing change rooms and entry/café 
facilities.  The shallow pool is part of the water circulation and treatment 
system for the 50m pool and it is unlikely that it meets current NSW Health 
Department Guidelines for water turnover given its depth.  The current 
‘toddler’s pool is “not-fit-for-purpose” for school or learn-to-swim programs 
as the solar heating cannot guarantee adequate temperatures.   

12. The proposed design has one temperature for all pools.  The additional 
capital cost associated with two pools with separate plant and different 
temperatures must be considered.  The additional cost would mean the 
estimated capital cost would be $6.4M rather than $6M.  A new modern 
indoor program pool heated to 33 degrees C in addition to an indoor 
heated 25m pool heated to 26. degrees Centigrade for lap swimming and 
exercise all year will potentially increase use and provide temperatures 
targeted at different user groups.  This would increase the attractiveness 
of the complex for all residents regardless of age or the reason for 
participation.  The older population and the pre-school age population 
require water heated to at least 30 degrees C (the proposed temperature 
for an integrated pool) and if possible to hydrotherapy temperature (33.5 
degrees C) to allow gentle exercise required for arthritis, back pain and 
sports injuries and rehabilitation from operations such as hip and knee 
replacement.  Swimming for exercise and training for swimming 
competition can be done in 30 deg. C but ideally the temperature is 26 
deg. C.  Increasingly the benefits of walking as well as swimming in heated 
water are being discovered and the Program Pool can become a strong 
revenue source if it is also complemented by quality change rooms, a 
great café, great instructors and opportunities for all family members. 

13. Classes are also an important revenue source for small regional pools if 
there are ‘studios’ provided that can be used for Pilates, yoga, stretch 
classes, a range of cardio classes (step, pump, Zumba, dance and so on) 
and these can be multi-use rooms such as club rooms or training rooms.  
The social aspect of the regional aquatic and leisure centre cannot be 
over-emphasized if visitation is to be increased and retained all year.   

14. Pricing is a key ingredient to cost recovery and ongoing viability.  The aim 
is not to put up fees and charges to very high levels but to attract regular 
users with a membership or a book of tickets for classes and pre-paid 
course for Learn-to-swim and aqua-aerobics.  The amalgamation requires 
a new strategy for fees and charges for swimming pools and the Junee 
Aquatic Centre is a good benchmark to consider for the proposed indoor 
pool at Tumut. 

15. The pools at Khancoban (in the process of an upgrade) and at Batlow, 
Adelong and Tumbarumba need to be part of a strategic plan for aquatic 
services and Council’s responsibility for staffing these pools reviewed.  
The Council is responsible for the asset and for chemicals and energy 
costs but consideration needs to be given to the introduction of “swipe 



 

 

 

RMP & Associates Snowy Valley Aquatic centres Feasibility Study 2017      29 | P a g e  

 

card access” in conjunction with establishing local Management 
Committees under the Local Government Act to manage these pools.  
Training local community members as lifeguards with first aid and CPR 
skills can provide a tea of volunteers for supervision.  This could result in 
longer hours of operation. A plan for developing programs with local 
schools and clubs and running training for life guards, swim instructors, 
pool water treatment and first aid should be considered as a high priority.   

16. Funds for the upgrade of the park at Tumut including toilets and car park 
as well as savings on current operations at Tumut and other pools need to 
be assessed in conjunction with the all-year operation of the proposed new 
indoor pools.  Hours of operation and staff structure is critical.  The indoor 
25m pool at Cootamundra was opened in May 2014 and the strategy was 
to ensure costs of operation were no greater than 20% of the cost of 
operation of the unheated pool before the indoor pool was opened.  This 
has been achieved and the forecast energy costs have also been reduced 
due to energy efficient technology that includes a combination of gas 
heating with solar heating.  This is also the recommended approach for the 
indoor pools at Tumut if the Master Plan is funded.   

17. Demolition of the existing entry, change rooms and plant room at Tumut 
has a cost and the landscaping of the site is also expensive.  Demolition is 
not a necessity and leaving the existing change rooms could be a benefit 
to schools when using the 50m pool in summer.  Demolition and 
landscaping could be funded at a later stage.  Decommissioning the 
toddler’s pool could be done with little cost and benefits for circulation and 
heating of the 50m pool would be achieved.   The shade structure over the 
shallow pool could be re-located or the shallow pool filled in and the area 
used as a marshalling area for schools and Swim Club. 

2.4.1  Management & Operational practices  

Swimming pools are located at Tumbarumba, Batlow, Khancoban, Adelong and 
Tumut.  In addition to these towns the area includes Grahamstown, Jingellic, 
Brungle, Laurel Hill, Rosewood, Talbingo, Tooma and Wondalga.  

Details of the current income and expenditure for all the pools in the new Snowy 
Valley Council over the past 3 years has been examined by RMP and a number of 
issues regarding the operations have been identified.  These issues include lack of 
transparency in the revenue attributable to each pool under the previous system and 
no apparent formal agreement between Council and private operators providing 
services such as learn-to-swim and aqua classes.  

 There is also some doubt as to the accuracy of the attendances recorded for each 
pool and revenue from season tickets and family passes are not always attributable 
to a specific pool nor do they provide information about the user or frequency of use 
by category, for example child entry, adult male/female entry.   Following further 
investigation of past practice it seems the former Tumbarumba shire visitor numbers 
are recorded manually and no reconciliation is made between, for example, cash 
takings and entries by category.   

As the pools are currently heavily subsidized this information is helpful to determine 
who is receiving the subsidy.  The report from Crowe Horwath was used as a basis 
to seek further information from Council’s Financial Controller who explained the 
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Swipe Cards are issued without a charge to season pass holders and those who 
purchase 20 tickets.  They allow access through the “after-hours” gate when the pool 
is not staffed.  At other times the access is through the staffed main entry.  There is 
some uncertainty as to the way the system is policed by staff and whether staff 
record the 20x entry pass visits. 

Currently the Tumut, Adelong and Batlow Pools are staffed from beginning of 
October until the end of March.  The Tumut Pool is open and staffed 12.00pm – 
6.00pm (M/F0 and 11.00am – 6.00pm (Sat/Sun) and 11.00am – 7.00pm (except 
Fridays) in the school holidays.   

Batlow and Adelong Pools are staffed 3.00pm – 7.00pm (M/F) and 12.00 -7.00pm 
(sat/Sun) with school holiday opening hours extended to 12.00 – 7.00pm.    

The Tumbarumba and Khancoban Pools are staffed between mid-November and 
mid-March. Operating hours for the Tumbarumba Pool are 11.00am – 6.00pm (M-F) 
and 12.00 – 6.00pm (Sat/Sun).  The Khancoban Pool, with a new tiled 25m pool and 
new concourse open in 2017/18 has previously opened 3.00pm -6.00pm (M/F) and 
12.00 -6.00pm (Sat/Sun). 

3. Strategic Context 

The Strategic context is the Tumut War Memorial Olympic Swimming Pool is well 
placed to become a Regional Aquatic and Leisure Centre is as an asset of Snowy 
Valley Council.  It is the only heated 50m pool with tiered spectator seating and the 
existing entry and change rooms building is at the end of its life cycle.  No other town 
apart from Wagga Wagga has an indoor heated pool for all year lap swimming, 
training and a Program Pool and Leisure Pool for all ages and ability levels. Any 
investment in both capital and recurrent operational subsidy and maintenance must 
be linked to meeting defined outcomes for the wider community.   

These outcomes are linked to the health of the community, the provision of 
swimming and programs that target all ages and ability levels within the community 
and provision of a community centre with strong social and physical benefits.   

In terms of asset management this must be done within acceptable risk parameters 
and within a financial context that seeks to meet cost of operation from revenue 
generated. 

The review of the Snowy Valley outdoor pools undertaken by RMP & Associates has 
looked at whether the current operation and service delivery reflect Council’s Vision, 
Values and stated Objectives.  There are some significant concerns in relation to the 
sustainability of the Tumut Olympic Pool as an asset and the extent to which it 
engages with the community, is accountable to the community and contributes to 
creating a happy, healthy community. 
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4. Demographic & Trends Analysis 

An analysis of Tumut’s demographics was conducted to gauge any trends or facts 
that are relevant to the planning and provision of indoor year-round aquatic facilities 
and services, in summary the following findings were evident. 

4.1 Population Data 

Tumut Market Analysis 

The total market for the youth swimming market within a 60 minute drive time 
catchment of Tumut is 3743 based on the 2016 Australian Bureau of Statistics 
Census data.  This comprises 849 children in the 0-4 year old learn to swim 
category, 970 in the extended learn to swim 5-9 year old and 1924 in the recreational 
youth swimming market. 

Using a reduced 30-minute drive time category excludes regional feeder towns 
including Tumblong and Batlow. It reduces the total youth swim market by about 
46% to 2022 comprising: 

• 446 in the 0-4 year old segment 

• 564 in the 5-9 year old segment 

• 1012 in the 10-18 year old segment 

-Interestingly the over 55 year old presents a target market segment in both the 30 
minute and 60 minute drive time market catchments with a total of 5503 falling into 
this age group compared to 3743 in the youth market. This older segment 
comprises: 

• 2865 residents within 30-minutes drive 

• 2638 within the 30 to 60-minute drive time band 

Analysis of the Tumut region family income profile shows that it largely mimics the 
pattern for all regional NSW areas with some minor variation in the middle income 
segments.   

The two biggest sections for both areas is in the $104,000 to $130,000pa income 
band and the $33,800 to $41,600pa bands. These two segments account for 11% 
and 14% of the families in Tumut region.  

Of note is that almost 50% of the families in the region earn between $80,000 and 
$160,000pa. Comparisons of the family income patterns in the Tumut region 
compared to regional NSW is provided in the following charts. 

4.1.1 Catchment Population 

This is based on 30 and 60 minute drive for the ages and at SA2 for the regional 
income profile (you can filter it back to just Tumut if you want) ... the larger 60 min 
area takes in Batlow. 
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The age and income profiles are interesting with the biggest segment is the over 55- 
year group and there is a gap in the income profiles with lots of family incomes in the 
lower part then a dip in the middle and then a jump in families on moderate incomes 
before falling away. It is however in line with the overall regional NSW income 
profiles.  The large number of lower income agricultural workers may provide an 
explanation. What is not shown but is evident from analysis of the data using filters is 
the very large numbers of income not stated/not applicable that suggest this would 
be farm owners. 
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Drive Time Analysis of Target Markets 

The Snowy Valley Council is comprised of the towns that made up the former Shires 
of Tumut and Tumbarumba.  If the Tumut Olympic Swimming Pool is developed as a 
regional aquatic leisure centre it would compete with Wagga Wagga in the off-
season and impact on the pools at Tumbarumba, Batlow and Adelong during the 
summer months.  The community of Khancoban with a new 25m solar heated pool 
and a considerable travel distance from Tumut may not be affected as much by such 
a development. 

The following graphic shows the travel time from Tumut and the longer the travel 
time the less often the residents of smaller towns are likely to regularly travel to 
Tumut to use the indoor pools if provided. However, there would be some regular 
use by residents in these towns if there was a specific benefit that the indoor pools 
offered.  This could be a health benefit or a social or fitness benefit.  The visit to 
Tumut could also be integrated with other activities that Tumut provides and that are 
not available in smaller towns.  The indoor pools could attract visits from these towns 
that might otherwise have seen residents drive to Wagga Wagga. 
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4.2 Business and Industry 

The Snowy Valley Council embraces a vibrant timber industry and is a tourism 
destination.  The Council is committed to strengthen ties with local industry including 
the Vissy manufacturing Company, agricultural businesses and food producers, 
mines and local businesses.  The development of housing and facilities for those 
over 55 years and the promotion of the Snowy Valley as a place to retire are part of 
the ongoing development of the region. 

Council is focused on promoting the Snowy Valley region as a place to invest and to 
live and to visit.  It has strong links to the National Parks Association, Tourism Snowy 
Mountains and has invested in tourism infrastructure including the provision of 
community and visitor services.  The Council actively supports indigenous cultural 
activities and projects as well as promoting cultural diversity through festivals and 
events. 

4.3 Climate 

Tumut temperatures are represented in the Graph below. 

 

The temperatures are highest on average in February, at around 22.7 °C. July is the coldest month, 
with temperatures averaging 7.0 °C. 

The variation in the precipitation between the driest and wettest months is 49 mm. Throughout the 
year, temperatures vary by 15.7 °C. 
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4.4 Aquatic and Leisure Implication 

The demographics support a modern indoor pool complex with supporting facilities 
such as a studio and cafe.  

Managing a multi-million dollar business, particularly a service business like an 
Aquatic and Leisure Centre in a competitive environment is extremely challenging.  
The following picture shows the different “stakeholders” management must 
recognize in its program and interface with the community. 

 

 

Figure 1  Aquatic Provision ‘Stakeholders’ 

 

The significant cost to the Snowy Valley Council of operating the existing swimming 
centres at Tumut, Adelong, Batlow, Tumbarumba and Khancoban is a key factor in 
any decision to invest in an indoor pool facility.    

When considering the current pools improved efficiency of operation would be a 
significant achievement.  The opportunities presented by outdoor seasonal pools 
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compared to an indoor centre are limited.  In an indoor aquatic centre such as 
proposed at Tumut in Stage 2, efficiency can be achieved by having a greater output 
(say number of lessons taught in a learn-to-swim program or financial members and 
casual users) for a given level of inputs (cost of staff, marketing costs and associated 
inputs required to achieve the number of lessons taught, memberships sold and 
casual attendances).   

It may also be less input for a given level of output (such as the cost of operating the 
pool, reception and creche being significantly less compared to the same or greater 
number of public swimmers than is currently achieved and extended hours of 
operation).  This may not be due to reduced services but to a change in staff culture, 
extended hours of operation, enhanced marketing and reputation provided by the 
Centre Manager and staff.  The perception of the swimming centre and the access to 
programs, services or just a change in perception of the pool as a destination for a 
visit, lunch, coffee or swim may change with a different approach to management.    

Service quality is another key aspect of operation, particularly with services such as 
aquatic centres.  The perception by the public of the aquatic centre is a key 
determinant in the choices individuals and families make in attending the centre and 
enjoying the amenities or partaking in programs such as aqua-aerobics or learn-to-
swim.  The experience has value and it is possible to quantify this perceived value to 
clients as service quality.   

Service quality is a measure of how well the level of service matches customer 
expectation and doing so on a consistent basis.  In Australia and New Zealand the 
Centre for Environment and Recreation Management (CERM) has offered LGA’s 
and other organizations a survey tool that measures service quality. 

To some degree the asset quality affects service quality as the experience is 
intangible and so clients rely on the tangible to make a judgement about the quality 
of the services offered.  The appearance, presentation, age, appearance of staff, 
equipment used, the marketing material and other customers all contribute to the 
expectation of service quality.    

Where an asset is old and poorly presented and material promoting programs and 
access is not attractive and engaging Council may need to budget for expenditure on 
improving these aspects of the facilities. 

 In summary, the key elements of quality of service are responsiveness and speed of 
service, readily available information, simplicity of systems such as bookings, staff 
who are respectful and show empathy to the customer, accessibility (which includes 
the location, time, price and physical access) and perceived value for money.  When 
dealing with the public in providing a service that is also available from a range of 
other providers the quality of service and the degree to which management can be 
flexible is critical to retaining and increasing clients. 

The ABS data on Australian business reveals the importance of quality. Service 
industries such as accommodation and food were those whose highest focus was on 
quality. Cost of staff and the inflexibility that arises from a high percentage of staff 
who are full time or permanent part time staff employed by Council cannot be 
addressed by employing casual staff to fill instructor and reception positions.   
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To some extent the employment of casual staff reduces inflexibility but the high cost 
of staff due to local authority wages and conditions and the bureaucracy affecting 
fast decision making and daily financial monitoring and response nullifies the 
flexibility of casual staff.  If key managers are permanent and they are under-
performing then it is difficult to effect short term change.   

The delivery of aquatic services by local government is mandated by the Local 
Government Act as part of its role in providing recreation and open space 
opportunities.  However, there is no “core competency” that local government has in 
the provision of these services relating to skills, knowledge or attributes without 
which the services could not be provided.   

The private sector and not-for-profit sector has developed skills and knowledge in 
the provision of aquatic services and associated programs as “core business” for 
these organizations.  Developing a formal relationship with a provider of services 
such as learn-to-swim and a range of classes and programs must have a financial 
benefit to Council and not increase Council’s risk. 
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5. Benchmarking Analysis 

5.1 Best Practice Aquatic Facility Provision 

Industry trends indicate that the majority of current indoor stand-alone aquatic 
facilities are not profitable.  Losses range from $100,000 to $500,000 plus per 
annum depending on factors such as the facility location, type, size and elements.  
The limited numbers of Centres that are meeting their operating costs show minimal 
return on capital investment. 

A review of the most successful centres shows that the following occurs: 

 High visits per square metre 

 High expense recovery ability including capital repayment 

 High operating profits per visit 

 Excellent program range returns and attendances 

 High secondary spend returns 

 High range of attendance types 

 Draws users from a large catchment area 

 High revenue returns from health and fitness 
 

To ensure financial viability and attract potential interest from capital investors, any 
future facility development must be designed with the above business aims in mind. 

This supports usually recommend activity area components that can: 

 Provide a mix of shallow leisure/recreation water with programmable 
water areas. 

 Provide high revenue generating complementary service areas such as 
spas, saunas, and food and beverage services. 

 Are located in a high traffic/visitation area. 

 Are located as part of other leisure facility development. 
 

Traditionally, commercial investment in aquatic facilities has been in specialist pools 
such as learn-to-swim or as additions to health and fitness clubs. The high capital 
cost and limited financial returns have contributed to this situation.   
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5.2 Value Adding and Cross Subsidising 

As previously stated public aquatic facilities in particular outdoor aquatic facilities are 
in the vast majority of cases, heavily subsidised by their owners which typically is 
local government.  Some however perform better than others and local government 
is prepared to accept the need to provide a significant subsidy on the basis that the 
community is provided with benefits such as health, fitness, community 
development, learning to swim and social interaction.  The efficient operation of 
aquatic facilities and the minimisation of this subsidisation should still be a goal as 
improved efficiency not only produces savings it often results in environmental 
benefits through reduced utility consumption. 

Health + Fitness Activity Areas 

Industry trends indicate that users of aquatic facilities are also significant users of 
health and fitness facilities. Location of each of these activity components at the one 
site improves financial viability. 

Health and fitness has the capacity to record much higher expense recovery returns 
than aquatic centres. Traditionally these returns can also attract commercial 
investors and operators to health and fitness facilities. Locating these facilities at 
aquatic centres increases the potential of cross-selling and spin-off use. It also 
improves the membership/program user and casual user ratio. 

Ancillary Services +Activity Areas 

In recent years, in addition to health and fitness areas there has been a trend to 
develop a range of complementary businesses in conjunction with aquatic leisure 
facilities. 

These include: 

Wellness Centres: There is an emerging trend of adding in an area for specialist 
wellness activities, services and merchandising. The key services found at 
successful wellness centres include massage, beauty therapy treatments, gentle 
exercise classes and relaxation and time out activities. 

Inclusion of such facilities offers a broader range of activities to a larger age profile of 
people. The massage and beauty therapy are high yield sales activities and also can 
have high linked merchandising product sales. 

It is essential in developing such areas that they are located with good views, away 
from general public noise and viewing areas and have very good finishes and 
fittings. Provision should be made for a lounge for relaxation after treatment or 
classes. 

Sports Medicine: Development of consulting rooms, with patient access to health 
and fitness and pools are revenue generators. 

Health and Therapeutic Services: Health consultancies, weight loss and 
therapeutic services linking in worker and accident rehabilitation patients to use the 
range of facilities with centre memberships paid by relevant authorities. 
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Health and Beauty Services: Leased areas to services such as beauticians, hair 
salons and body toning. 

Multi-Use Compared With Specialist Use 

The aquatic facility development trend that is most prevalent in Australia is the 
development of larger more multi-use indoor/outdoor facilities than the 1960s to 
1990s where there was strong pressure to build limited 50 Metre competition and 
training facilities. 

In recent years there has been a strong shift away from developing 50 metre pools 
(indoor or outdoor) outside major metropolitan areas across Australia due to: 

 High cost of provision 

 Limited use and flexibility of this large activity space 

 High cost of operations and maintenance 

 Limited market of fitness and competition swimmers 

 Ability of short course pools to meet many of the specialist needs traditionally 
met by 50 metre pools. 

 Design flexibility and new features that allows for moveable floors and 
changing lane widths and moveable booms to maximise use of water areas. 

 

Figure 2 Typical modern aquatic facility design including 25m pool, program pool and leisure 
water   
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5.3 CERM Performance Indicators 

The Centre for Environment and Recreation Management (CERM) conduct an 
annual survey throughout Australia of a large number of aquatic and recreation 
centres regarding their performance in a wide range of areas including financial, 
services, marketing, staffing, facility management and utilities usage.  . 

 

5.3.1 Key Indicators 

 

Indicator CERM 2010 Group 7 Public Aquatic 
Centres <3000m2 (N42) 

Expense Recovery 84% 

Fees per visit $6.79 

Secondary Spend/visit $0.37 

Gross Receipts $1,342,791  

Gross Expenditure $1,467,895 

Surplus (subsidy per visit) $1.22 

 

 

Customer Service Quality Gaps (34 Aquatic Centres) 

 

CSQ Attributes Expectations Performance CSQ Gap 

Pool water cleanliness 5.6 4.5 -1.1 

Facility cleanliness 5.5 4.3 -1.2 

Staff friendliness 5.4 4.9 -0.5 

Value for money 5.3 4.5 -0.8 

Staff presentation 5.3 5.0 -0.3 

Food & Drink 4.8 4.2 -0.6 

Child minding 4.4 3.9 -0.5 
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Other Centres 

The indoor aquatic centre that is closest to Tumut geographically is the Oasis at 
Wagga Wagga and it provides a benchmark for the presentation of the facility and 
the operation of the swim school.  The entry fee for an adult is $6.00 and for a 
child/pensioner/concession $3:50. 

Entry Fees and Charges for 2016/17 are $6:50 for an adult and $4.00 for a child or 
concession or student entry. 

1. LTS Term booking - where a payment is made up-front for the 10 lessons 

2. Perpetual booking - this booking is a guaranteed enrolment into swimming 

lessons FOREVER unless stipulated otherwise by the parent in writing. The payment 

for lessons on this option is taken every month from your nominated bank account or 

credit card account. The amount due per month is generated on the NUMBER OF 

CLASSES WINTHIN THE MONTH using the above rates per class. 

The Council does not operate a Fitness centre as part of the Oasis complex.  
Workout Wagga is one of about 8 fitness centres of various types in Wagga Wagga 
and it is located a short distance from the Oasis in Morgan Street Wagga Wagga.  
The Oasis Aquatic Centre has an outdoor 50m pool in addition to the indoor pools 
and is heavily subsidized by Council who directly manage the facility.  However, the 
number of visits each year are in excess of 400,000 reducing the cost per visit 
significantly compared to pools with similar operating deficits and low use. 
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6. Appendices 

1, Excel Spreadsheet of Forecast Income and Expenditure with Sensitivity Analysis 

2. Concept Plan prepared by Stephan Johannsen Architect for Master Plan of Tumut 
Olympic Memorial Pool 

3. Estimated Schedule of Cost for the Concept Plan (prepared by Stephen 
Johannsen Architect) 


