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This is a DRAFT document which has been prepared for public discussion purposes and 

does not necessarily indicate the position of Council. Council will adopt this plan after 

consideration of all public submissions received and amendments have been made to 

address concerns where appropriate. 
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Public swimming pools are highly valued by the community; however they are also high cost 

assets to operate, maintain and build. The Bega Valley Shire Council (BVSC) has six public 

swimming pools built over the last 60 years. With two facilities due for renewal in the next ten 

years, as well as managing smaller cost asset renewals across the remaining four sites, Council 

has significant financial decisions to make.  

At the Council meeting on 22 November 2017, Council adopted the following goal: 

‘To have a fit for purpose six pool aquatic strategy that maximises opportunities for the 

community and visitors to participate and enjoy facilities that meet legislative and 

compliance requirements and have pools that are operating at modern standards.’   

The three elements to this goal are: 

 

 

 

Currently, the facilities do not meet this goal in terms of compliance, and modern standards. 

A lot has changed in the past 60 years since the first local pool was built in Bega. Modern 

swimming pool facilities come in a variety of shapes, sizes, designs and features. A swimming 

pools strategy aims to take into account changing needs, standards and facility trends, whilst 

also predicting what will be important in the future.  

To achieve the adopted goal, three challenges need to be met. They relate to works needed to 

meet compliance requirements, facility improvements to suit users and meet expectations, 

and funding the required operational and capital costs over the long-term lifecycle  

Using the feedback developed as part of our Swimming Pool Strategy Discussion Paper we 

have developed our Swimming Pool Strategy. This document will provide direction for the 

provision, planning, operation and funding of swimming pool facilities now and into the future. 

Council works on behalf of the community to provide and manage assets that are well used 

and provide value to the community. It is understood that in doing this there may be differing 

views and perspectives on Council priorities, which can create difficulty in achieving a 

consensus or common outcome. 

The use of ‘we’ throughout out this document refers to Council working with the community 
together in the effective planning and provision of facilities for the whole community.  

Decisions will need to be made and it is acknowledged that not everyone will be happy with all 

outcomes. Similarly, some concessions need to be made to deliver balanced outcomes for the 

community. 

 

  



 

 

A Swimming Pools Strategy is a planning document adopted to provide direction for the future 

provision, operation, management and decision making in regard to swimming pool facilities 

and how they meet the expectations of the community. 

Public swimming pools provide a variety of health and lifestyle benefits for the community.i 

However, there are significant costs involved in the construction, operation, staffing, 

maintenance and renewal of these assets and facilities.  

Developing a strategy to manage the six pools collectively is an important item in the six-pool 

goal adopted by Council. This acknowledges changes since the current pools were each built as 

individual projects and also that there are relationships between the facilities.  It will take into 

consideration what is known about our facilities, establishes what we’d like to provide and 

options on how we will provide this. Due to age, some pools do not meet current standards, 

regulations and expectations. The age of some facilities is also beginning to make operations 

more difficult and costly and this will begin to affect use.  

The key challenge is sourcing funding to renew (and upgrade where needed) facilities and 

assets to enable the BVSC six-pool goal to be met as well as continuing to fund operational and 

maintenance costs in the long term.  

A Swimming Pools Strategy will give direction on the best options to meet the challenges in 

providing public pools relating to compliance, meeting expectations, needs and funding.  It is 

also known that having adopted plans and strategies helps greatly in supporting future funding 

and grant applications.  



 

 

Over the past 60 years the six pools in the shire have been progressively built. Each of the 

pools were built as individual projects to service the needs of the towns and communities 

where they were built at the time. Since the pools were built, community expectations, 

legislation, standards, training and qualifications, employment conditions, risk management 

and industry best practice have evolved significantly.  

These are all changes that need to be considered in the context of the current and future 

management, operation, maintenance, renewal and upgrade of the six swimming pools. 

At some point, the current swimming pools will reach the end of their useful life and we need 

to plan what to do as that point approaches.  

Over the past few years Council has been gathering information on the use and associated 

operating costs of our swimming pools. We now know more about our facilities than ever 

before.  

Based on our current operating levels, the cost to operate swimming pools is double the cost 

to build over the facility life. 

We are also in a better position to align our facilities and services with current and future 

needs, expectations and industry trends to encourage more people of all ages to use the pools 

in a variety of ways. Further information is available in more detail in the report considered by 

Council on 22 November 2017.  

Meeting the six modern pool goal will have an effect on the overall cost of the pools to the 

community.  

While each of the six pools were built individually Council has now adopted a goal to develop a 

six-pool strategy. The future provision of public swimming pools will come with challenges 

relating to compliance; meeting expectations and needs and funding.   

Meeting the goal will require a planned and balanced approach to provision to see all pools 

well-used and providing good value to the community. 

Our community consultation program was developed from the Council resolution to 

encourage community input relating to our current situation and future direction of our pools 

in the shire. The consultation program included exhibition of the Swimming Pool Strategy 

Discussion Paper and proposed funding model; a Special Rate Variation, media and 

stakeholder briefings, a series of community meetings, information on Council’s website and 
as well as ‘Have Your Say’ for the community to provide input, and social media notifications.  

 

 

 



It is known that public swimming pools are a valued community asset. This is reflected through 

both the community’s involvement in the development of our pools, and the goals and 

activities in Council’s Community Strategic Plan 2040 and Operational Plans. 
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‘Asset management’ describes the combination of management, financial, economic, 
engineering and other practices applied to physical assets with the objective of providing the 

required level of service in the most cost-effective manner. Currently a number of swimming 

pool assets and facilities are beyond their best and are due for renewal.  

The adopted BVSC Leisure & Recreation Asset Management Plan 2017-2021 reflects these 

issues and gives direction to best manage current assets with resources available and to 

develop a Swimming Pools Strategy to guide future provision, levels of service and forecast 

renewals of high capital cost assets within the Swimming Pool Facilities asset category. As a 

consequence of this strategy, a draft Asset Management Plan for Swimming Pools has been 

developed by extracting relevant information form the overarching Leisure and Recreation 

Asset Management Plan 2017-2021. It is important to note that financial and budgetary 

information in this Swimming Pool Strategy is more current than the information in the draft 

https://www.begavalley.nsw.gov.au/cp_themes/default/page.asp?p=DOC-GNP-21-05-76


Asset Management Plan for swimming pools based on 2017 data. During the 2020/21 financial 

year a comprehensive review and update of all BVSC Asset Management Plans will be 

undertaken in line with Integrated Planning and Reporting requirements following a Council 

election. 
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‘Renewal’ is a key term in asset management and is regularly used in this document. Renewal 

of an asset means taking action to restart the useful life of an asset when it reaches the end of 

its useful life or fails. Renewal typically involves reconstructing the asset or on some occasions 

partially reusing part of the existing infrastructure and rehabilitating them where possible. 

Maintenance of assets between renewals is critical to ensure that the asset lasts as long as it 

was originally anticipated to. The ‘Facility’ renewal date is based on the expected life cycle of 
the most significant ‘asset’ at a facility being the pool shell. (The estimated pool shell lifecycle 

is 60 years; which also relates to a 60-year lifecycle also applied to buildings).  The renewal of 

the pool shell asset will impact most other assets in the ‘facility’ and trigger renewals of other 

assets at the same time such as toilet and change facilities. There are also ‘multi-generational’ 
minor assets within facilities (e.g. pumps, equipment, shade structures, building fit-outs etc.) 

that should be renewed multiple times within the facility life cycle to meet requirements, 

compliance and expectations. These minor assets may have typical useful lives of between 5-

20 years.  

The current forecast ‘Facility’ renewal years are Bega- 2023, Cobargo- 2029, Eden- 2040, 

Bemboka- 2041, Candelo- 2057, Sapphire Aquatic Centre- 2070 

Understanding the frequency and type of use at each pool is an important factor in planning 

for future pool provision. A number of factors affect how a facility is used. These include 

facility type, condition, features and services offered, population, demographics, weather, 

water temperature, location, distance to other pools and accessibility. 

We now have much better information about the numbers of pool users, what people use 

pools for, and times when people like to visit our pools including popular times and periods of 

lower use. Resources allocated to each facility should take into account usage information, the 

factors above and be related to the nature of the facility, the area it services and how it is 

managed.    



 

 

 

 



Modern swimming pool facilities come in a variety of shapes, sizes, designs and features. Over 

the last 60 years, changing legislation, facility requirements and community expectations have 

influenced the design of facilities which as a consequence has created a need for enhanced 

funding levels to upgrade facilities when they reach the end of their useful life. When looking 

forward we need to consider what facilities are needed now and acknowledge that public 

pools are long life assets. What is built now is projected to last 60 years, so it is important to 

keep in mind how uses, needs and expectations will change over that time.   

Modern facilities need to be: 

 

 

 

 

Modern swimming pool facility design looks to account for changes in standards and 

regulations, as well as better meeting the needs and expectations of the whole community.  

Below are examples of contemporary public pools and their key elements. 

 (Typically servicing a 

local catchment- Shorter season) 

 

 

 
 Source- Snowy Valleys Council: www.snowyvalleys.nsw.gov.au 

(Typically servicing a 

district catchment)

 

 

 

 

 

 

Source- Shire of Bridgetown-Greenbushes:  

https://www.bridgetown.wa.gov.au/community/bridgetown-

leisure-centre.aspx

(Typically servicing a 

large district catchment) 

 

 

 

 

 
Visit NSW:  https://www.visitnsw.com/destinations/country-

nsw/cowra-area/grenfell/attractions/grenfell-aquatic-centre 

http://www.snowyvalleys.nsw.gov.au/
https://www.bridgetown.wa.gov.au/community/bridgetown-leisure-centre.aspx
https://www.bridgetown.wa.gov.au/community/bridgetown-leisure-centre.aspx
https://www.visitnsw.com/destinations/country-nsw/cowra-area/grenfell/attractions/grenfell-aquatic-centre
https://www.visitnsw.com/destinations/country-nsw/cowra-area/grenfell/attractions/grenfell-aquatic-centre


 

Bega War Memorial Swimming Pool is the first of our six pools due for renewal. As Bega is in 

the centre area of the Shire and has high levels of use it is proposed to be upgraded to a 

district ‘extended seasonal’ (September to April) facility when due for renewal in 2023. This 

will present an example of a modern facility design considering current and future needs and 

uses of that site, with consideration of the other facilities in the Shire. Delivery will be 

dependent on funding availability. 

The below concept is an upgraded equivalent of the Seasonal 25m Pool example above as 

applied to the Bega site:

(Typically 

servicing a district catchment) 

 

 

 

 

 

 

 

 

 

Source: Facility Design Group, 2019. 

 



At present there are two operating models for public pools within the Bega Valley. The Bega 

and Cobargo Swimming Pools are operated by contractors, while the Bemboka, Candelo, Eden 

Swimming Pools and Sapphire Aquatic Centre are directly managed by Council.  

Under the current contractor model the Contractor is responsible for day to day management 

of the site, staffing (operational, supervision and programs) and retains all income for the site; 

with Council responsible for the operational, maintenance and asset renewal costs.  This is the 

reason the table in this document shows no income to Council for the Bega and Cobargo pools.  

Under the Council model, Council is responsible for the day to day management, staffing, 

operational, maintenance and asset renewal costs, and Council also retains all income 

generated from the site. 

‘Operating models will continue to be reviewed and assessed as required to deliver best use 

of the sites and value for the available resources, as required under contract and operating 

agreements.’ 

There are a number of elements and variables at play when looking at the cost of providing 

public swimming pools. Often, they are related and a change in one area can have flow on 

effects in another.  

The model and cost estimates on the following page have been put together for assessment, 

consideration and comparison between key cost areas and each site.  To do the comparison, it 

is important to have baseline or comparable figures, and for that to happen some assumptions 

need to be made and applied across the sites.   

 

 

 

 

 

 

 

 

 

 



This model is renewal of current facilities to compliance and modern standards. As Bega War Memorial Pool is in the middle of the Shire and has high levels of use 

the model includes costings for it to be upgraded to a district ‘extended seasonal’ (September to April) facility when due for renewal in 2023. Other facilities will be 
renewed to compliant modern standard when due for renewal.  

 

 

 



There will be significant costs involved in renewing six public swimming pools to modern standards and keeping 

them operating. While this will happen progressively as facilities become due for renewal, the current levels of 

funding will not be able to meet those costs now or into the future. A summary of current key cost areas is shown 

below. 

 

 

 

 

Based on the information above the total costs Council needs to fund on an annual basis to meet the six modern 

pool goal in the longer term is $2.028M year (in 2019 $). A breakdown of costs is shown in more detail in the table 

below. 

There is no question it costs a lot to build pools. However, it costs a lot more to operate them over their life cycle. 

While some operational costs are fixed, most operational costs are directly related to how often a pool is opened 

or used. Major operational costs are staffing (lifeguard supervision and programs), power costs, water costs, 

chemical costs, pool plant servicing and maintenance.  

Currently pools gross operating costs are approximately $2.031M per year. While fees are charged for admission, 

programs and memberships, this income accounts for $867k or about 40% of the operating costs, leaving a net 

operating deficit of $1.164M. This translates to a subsidy on top of current user fees of about $7 per visit to a 

public swimming pool (on a shire wide basis). This means every user who visits a pool would need to pay an 

additional $7 every time they visit whether they have a season pass, are a spectator, are participating in a 

program or pay casually to cover operational expenses. 

It should be noted the financial projections included in this document are reflective of current facilities and 

service standards. Should the mix of facilities or services change it is likely the operational costs will also change.  

Figure: Swimming Pool Operational Cost & Use Comparison (3-year average- 2016 to 2019) 

Site 

BVSC 

Operating           

Cost PA 

BVSC 

Operating 

Income PA 

Current Net 

Operating Cost 

PA Attendance 

Bega** $178k $0k $178k 
32,871 

Cobargo $104k $0k $104k 
13,626 

Eden $177k -$28k $149k 
9,115 

Bemboka $75k -$9k $66k 
3,059 

Candelo $127k -$28k $99k 
7,617 

SAC* $1.369M -$802k $567k 
99,331 

Total Costs $2.031M -$867k $1.164M 
165,503 

*Please Note: SAC operating costs account for the coordination, administrative and operational costs 

required to manage the 6 swimming pools that are not directly attributed to an individual site. 

 



 

As well as the identified facility renewal dates based on the major structural elements, there needs to be a series 

of minor asset renewals required over the life of the facilities to keep the pools operating. Some assets such as 

pool pumps, chemical dosing systems, pool liners, shade structures, water play items and general fixtures and 

fittings need to be replaced multiple times over the facility life. Based on Council’s adopted Recreation Asset 

Management Plan and the draft Swimming Pool Facilities AMP, Council has grouped and forecast these ‘minor 

asset’ renewals.  A breakdown of expected costs to renew the current minor assets is included in the table titled 

“BVSC Swimming Pool Facilities- Future Cost Estimate Model” earlier in this document. These minor asset renewal 

costs will generally be required regardless of how often a pool is opened or used. Levels of use may shift the 

timing of the works slightly but not the reality that the works will be needed.   

Based on our existing facilities’ construction and asset management planning the estimated costs to simply 
replace current facilities when they are due for renewal is $369k pa. However, it may not be possible to simply 

renew the current facilities. 

For example, current standards will require more space for accessibility and circulation for facilities and change 

rooms, and the installation of swimming pool access ramps. There are regulations that need to be met in terms of 

chemical handling and storage. Site layout is important in terms of managing facility entry and pool supervision. 

Another example is Bega pool, a 33yrd pool, which does not meet current industry standards or user 

expectations. 

Based on our existing facilities construction, asset management planning and industry comparisons, the 

estimated capital costs to upgrade current facilities to a modern equivalent at the forecast renewal date is 

$38.755 million over 60 years or $646k per year.   

 



 

There is no question pools are highly valued by the community. However, there is also no 

question, pools are long life assets and are expensive facilities to build and operate. How to 

fund these costs needs careful consideration. Choices that are made now will be paid for many 

years to come. Unless funding is available to Council the six-swimming pool goal will not be 

met.  

Due to age, condition of facilities and forecast asset renewals, Council cannot afford to meet 

its adopted goal to upgrade six pools to meet modern standards and expectations and 

continue to operate and maintain them through the general fund and existing pool income. 

A Special Rate Variation (SRV) is an additional rate increase added to the income raised 

through general rates. Council notified IPART in November 2019 of its intention to apply for a 

Special Rate Variation.  The proposed SRV would be applied specifically for the purpose of 

funding our swimming pools. SRVs typically raise revenue from all rate payers to deliver 

facilities or services to meet changing needs, requirements and increasing expectations of the 

community.   

Grant funding and availability varies and not all applications are successful. A reliance on 

grants mean projects will only progress on the condition of successful funding applications. If 

funding is not successful, projects will be deferred or cancelled, and facilities may be closed if 

there is failure of a major asset i.e. pool shell.    

Having an adopted strategy and plans will assist greatly in supporting any grant applications 

and promoting the value and benefits that projects will deliver to the broader community.  

User fees contribute some income to offset operational costs associated with at the facilities; 

however, this is not enough to cover the amount required. Pool use across the Shire is 

currently subsidised by the broader community at an average of approximately $7 per visit to 

cover operational costs only.  This means every person who visits a pool would need to pay an 

additional $7 every time they visit whether they have a season pass, pay for swimming lessons, 

are spectators or pay casually. 



Based on the existing subsidy per visit, facility use, Shire population size and forecast 

population growth, funding the current operation through a ‘user pays system’ is not 
achievable. This would not fund the significant works needed to meet the six modern pool goal 

now or into the future. Funding the six-pool goal based on a user pays system will see the 

facilities inaccessible due to the cost of entry fees. 



 

Based on the community consultation period held between 5th September and 20th October 

2019, information was collected on what the community thought of the Draft Swimming Pools 

Strategy Discussion Paper, our public swimming pools and the proposed SRV through online 

and hard copy surveys, community information sessions, independent deliberative survey and 

community submissions. 

We received 658 responses to Council’s survey, 14 separate submissions to Council, and 403 

responses to the independent deliberative survey conducted. 

Of those respondents, 32.92% had not used public pools in the last 12 months 

Both surveys had similarities in the feedback we received about the adopted goal: 

 

 

However, considering the above, we received the following in relation to funding: 

 

 

 

In summary, the feedback indicates that: 

 

 

The issues are significant in that: 

 

The key challenge will be that without putting aside additional funds each year to fund capital 

renewals and building of new facilities at the end of their asset life, asset failure will lead to 

extended and/or permanent closures of facilities. 



Council adopted the following goal to direct the future of our swimming pools: 

‘To have a fit for purpose six pool Swimming Pool strategy that maximises opportunities for 

the community and visitors to participate and enjoy facilities that meet legislative and 

compliance requirements and have pools that are operating at modern standards.’   

As this strategy is looking at the long-term future of the swimming pools, the following 

objectives have been developed. The outcome of each of these objectives will have an impact 

on the future of the swimming pools goal and strategy. 

 

A secure funding source is required to meet the operating, maintenance and renewal costs as 

a result of the goal and the strategy. Without securing funding for the long term, the goal 

cannot be met, and the strategy will need to be deferred or reviewed. 

Action Target date 

1.1 Lodge and secure an SRV for pools In accordance with IPART 

guidelines prior to the end of 

the 19/20 financial year 

1.2 Establish a 6 pools reserve to fund asset upgrades 

and renewals and “ring-fence” SRV income plus interest 
on the invested income 

Prior to end of 19/20 financial 

year 

1.3 Apply the SRV annually to pools operations, 

maintenance, minor and major renewals and transfer 

balance to reserve for future year renewals plus interest 

on the invested income 

Prior to 1 July each financial 

year 

1.4 If the SRV is unsuccessful, Council review the strategy 

and identify alternate action plan 

Upon notification of SRV 

application assessment by IPART 

 

 

Council will continue to meet our legislative and compliance requirements and plan for future 

renewals. Council will focus on ensuring facilities are fit for purpose into the future to meet 

expected uses and asset life. 

Action  Target Date 

2.1. Review and adhere to all current applicable 

legislation and compliance requirements for 

public swimming pools 

On an annual basis and 

additionally as legislative 

requirements change 

2.2. Review and update Facility Management Plans 

for each site 

Annually  



2.3. Develop and implement a program to meet 

identified legislative and compliance 

requirements 

 

By December 2020 and 

reviewed annually  

2.4. Review facility condition reporting and 

maintenance works program 

 

30 June 2020 and reviewed 

annually  

2.5. Review Swimming Pool Facilities Asset 

Management Plan and forecast capital works 

program 

 

By end of December annually 

2.6. Plan and fund renewals and works as identified Annually  

 

 

 

Council will look to identify opportunities to work with the community to maximise use of our 

facilities. 

Action  Target Date 

3.1. Review opportunities to align opening hours 

with community needs using attendance data 

collected, community feedback and 

consultation 

 

August 2020 

3.2. Identify opportunities for community events 

and work with community to implement 

 

June 2020 

3.3. Continue to review and develop in water 

programs and methods to deliver them.  

 

Ongoing 

3.4. Continue to work on improving shire wide 

access to facilities across the sites (Shire wide 

passes or memberships), noting this action has 

potential contractual implications  

 

Review to occur by December 

2020 with recommendations  

3.5. Work with local stakeholder groups to promote 

facilities 

Ongoing  

 



 

Modern standards will be achieved through facility renewals (60-year facility life). Where 

possible, we will work with community to identify projects that could be implemented and 

funded in the short term. 

Action  Target Date 

4.1. Progress concept design for Bega War Memorial 

Pool 

 

Current and ongoing 

4.2. Work with community and stakeholder groups 

to identify necessary projects to meet modern 

standards prior to facility renewals 

 

October 2021 (Subject to funding 

confirmation) 

4.3. Cost and secure suitable funding sources for the 

identified projects (i.e grants, fundraising) 

 

Ongoing 

4.4. Progress individual facility concept plans and 

community engagement as projects develop.  

 

Ongoing as per Swimming pools 

AMP and available funding. 

 

The pyramid below provides a visual representation of our strategic direction. Each objective is 

related and decisions we make in regard to one, will have an effect on our other objectives. 

The fundamental requirements form the base and foundations of the pyramid. These are 

critical and will have a marked impact on the top tiers.  

By building a strong resource base relative to the scope of assets and facilities we will be 

better able to deliver the adopted six-pool goal for our community into the future.  

 



 

 

4.Modern 
Facilities

3.Maximise 
Asset Use

2.Compliance & Fit 
for Purpose

1.Resourcing
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