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EXECUTIVE SUMMARY
Visitor Solutions Limited was commissioned to undertake a feasibility study to explore options for a
replacement to the Lions Pool that was devastated in the Kaikoura earthquake in November 2016. The
previous pool was a seasonal, uncovered pool which attracted 5,000-7,000 visitors per season.
The Kaikoura community has identified the development of a new pool as the number one priority in a
community wide survey. The wider community has been engaged during workshops, one on one
interviews, and online surveys. Feedback form the community during this process was the desire to
replace the old pool with a covered, all-year-round pool. A large number of groups have indicated
regular, ongoing use of a new pool.
There is an inherent challenge in developing a year-round pool in a community the size of Kaikoura.
Firstly, the capital cost of a covered community pool is considerably higher than a seasonal pool.
However, usage rates are also significantly higher, so there is an argument that the additional benefits of
an indoor pool outweigh the costs.
The Kaikoura community is relatively isolated, with Blenheim offering the closest public swimming pool
and associated aquatic programmes. This further strengthens the case for Kaikoura to develop a new
pool. A new, all-year-round would have the ability to offer learn to swim lessons for children (and adults)
along with targeted activities for other population groups (including aquatic activities for older adults).
With an ageing population it is important that any new pool development takes into account the needs
of older adults. The recommended pool configuration within this report highlights the need for warm
water for older adults and rehabilitative purposes. It is proposed this water space is combined with a
learn to swim area to optimise space and minimise ongoing operating costs.
Several sites were assessed to determine where a new pool could be ideally located. The preferred site is
the Takahanga Domain for the following reasons:
• The proximity to other sport and recreation assets, and the wider township
• The ability to co-locate with a possible new multi-sport/cultural hub
• The potential to re-purpose the Memorial Hall space, Fire Station area and the old Council
Administration area into a wider cultural/sporting hub
The concept of developing the new Aquatics facility as part of a wider sport and cultural hub has been
floated by some members of the community. This would potentially be seen as a unique facility to
Kaikoura and see efficiencies gained through ongoing operational cost savings that should be explored.
During this study a preliminary schedule of spaces was developed that identified the following water
areas for the preferred pool:
1. 25 metre pool (12.5m wide with depth ranging from 1.3m – 1.8m)
2. Multi-Use, warm water pool (Learn to Swim / Hydrotherapy) (12.5m*6m)
3. Toddlers pool/ splash pad (Small area for water exploration)
A preliminary sketch plan has been developed that provides a starting point for the design process (p34).
Using an Independent Quantity Surveyor, a preliminary capital cost estimate for the preferred pool
option has indicated a range of $10.8m-$13.2m. Given this price range may be higher than community
expectations, some further options are presented in the report for reducing this capital cost. Price
reduction strategies can include re-defining the required pool spaces, considering a staged approach
and exploring a Design and Build procurement approach.
The ongoing sustainability of the proposed pool is a critical element that is often overlooked as initially the
focus is on the upfront, capital cost. The proposed pool is likely to require an annual operational subsidy
of circa $260,000-$270,000 based on the business model outlined in this report.
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Kaikoura has the opportunity to generate some additional revenue from the large tourist numbers that
visit the district. It will be important that the pool operator works closely with tourism operators to maximise
non-residential use of the pool. Gaining the service workers required for the Tourism sector is becoming
increasingly competitive. The provision of a range of “lifestyle” choices, including quality sport and
recreation assets, is a critical component when attracting service workers.
A significant opportunity is presented because of the earthquake. Other sport/recreation and cultural
facilities have been damaged and or require replacing. Operational efficiencies can be gained through
clustering (or “hubbing”) these facilities together. Complementary activities are discussed in this report
including the clustering of a health and fitness provider, a new indoor court and future spa/sauna
facilities. There are a number of ways of incorporating these activities, from ownership and management
through to leasing space to other providers.

The feasibility study concluded that:
• To meet the needs of the Kaikoura community (and develop a year-round pool) a non-traditional
approach to designing, constructing and operating the proposed facility is likely to be required.
This is primarily driven by the fact that capital development budgets are likely to be tight.
• Any proposed pool needs to be attractive to a wider group of participants on an ongoing basis,
given the operational subsidy identified is modest.
• Incorporating other facilities with the pool will provide the opportunity for ongoing operational
efficiencies.
• Design and build can be used to get the greatest value for money, provided the specifications for
the project are confirmed, detailed and tested. The client entity needs to be far more proactive in
safeguarding its interests in such a development approach (such as with the use of an independent
project manager and detailed peer reviews of the design).

The feasibility study recommends that:
1. The Kaikoura District Council continues to work with Rununga to confirm a preferred site.
2. The Kaikoura District Council undertake a Design and Build procurement method under the
guidance of an experienced Aquatic Facilities Expert (and with the necessary project safeguards
in place).
3. The proposed facility is developed and owned by Kaikoura District Council while the day to day
management is contracted out to a third party.
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1.0 INTRODUCTION
1.1

Purpose of Report/Feasibility Study

The Kaikoura Pool was destroyed in the November 2016 earthquake event that struck the Hurunui and
Kaikoura communities. The pool was opened in 1970 and the community is looking to understand what is
a feasible replacement solution. The previous pool was used for local swimming requirements and was a
focal point in this geographically isolated community that resides by the sea.
This report looks at a series of options available to the community and identifies a preferred site and pool
configuration.
A feasibility study is designed to test whether a community can sustain the preferred option, not only from
an initial development cost, but also from an ongoing operating cost perspective.
Operating an aquatic centre usually requires a commitment from council to an ongoing subsidy of the
facility. This study explores the capital and operating costs to provide some guidance on the level of
subsidy that may be required should Kaikoura District Council develop the proposed facility.

1.2

Scope and Methodology

The methodology for the feasibility study involved the following components:
•
•
•
•
•
•
•
•
•
•

Collation of user group feedback via an online survey, one-on-one sessions and workshops with
targeted groups
Initial Site inspections
Analysis of existing data
Review of demographic and participation data within the Kaikoura community
Benchmarking with similar populations within NZ
Development of options for various configurations
Selecting a preferred component mix for the pool
Preliminary sketches to assist in size and scale discussions
A preliminary, independent, capital estimate was gained to understand costs
An indicative operating model

During the development of this study the authors were mindful of the size and scale of the Kaikoura
community. Kaikoura is a community that is reasonably isolated from other communities1 and therefore the
requirement to have a level of community provision is high (residents cannot easily access community
facilities across boundaries like they could in some other regions). As such the feasibility study looks for a
sustainable solution to replace the previous Lions Pool.
The earthquake events that led to Kaikoura requiring replacing their Aquatic Centre are not a new
phenomenon in New Zealand. Where possible, lessons from the Canterbury earthquake recovery process
have been used in guiding this feasibility analysis.

1

Blenheim is the closest provincial town (when SH1 is open). This Is a drive of approximately 1.5hours.
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2.0 NEEDS ANALYSIS
Section Summary
There is a clear and identified need for a replacement public swimming pool in
Kaikoura. A wide range of user groups have indicated ongoing use of the proposed
new facility.

2.1

Introduction

When developing a new facility, it is important to understand the needs and requirements of the
community to ensure the right facility is developed. During one-on-one and group interviews, workshops
along with an online survey, the following information was gathered that is relevant to the community’s
desire for a new pool.

2.2

Summary of Community Feedback

This section briefly summarises the survey responses from sports and recreation groups related to their
potential for future hypothetical use of a new pool facility.

2.2.1 Kaikoura Swimming Club
•

•
•

•

The Swimming Club was a key user of the previous pool, utilising the pool two nights per week
(after 5pm) and some weekend day carnivals. The Club also offered learn to swim lessons for two
weeks every January, attracting approximately 40 children, aged 4-10 years old.2
The Swimming Club estimate approximately 15 families were regularly travelling to Blenheim for
training when the Kaikoura Lion Pool was not open.
The Swimming Club would like a 25m x eight land pool, an associated ramp with appropriate
depth for swimming training and meets3. They believe a Therapeutic pool and / or a Spa would
be attractive to residents.
Sufficient pool-side storage would be required for lane ropes, boards, flippers and other club
gear.

2.2.2 Schools
•

•
•

2
3

Kaikoura Primary School and Kaikoura Suburban School have their own pools, and both indicated
their participation had been increasing, as did Kaikoura High School (who did not have their own
pool)
Both these current school pools were small (14x5m); only one was covered; both had limited or no
heating; and both were consequently only summer-seasonal pools
Kaikoura Suburban School’s pool was closed and they indicated they would use any new
community pool extensively if theirs wasn’t repaired, and still quite regularly even if it was (subject
to size and heating)

Interview notes with Kaikoura Swim Club officials
FINA minimum pool depth for competition pools is 1.3m
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2.2.4 Medical Centre
•
•

•
•

Kaikoura Physiotherapy – specialist rehabilitation pool with hoist and ramp access, heated,
possible onsite physio capability
The Kaikoura Medical Centre believe there are limited opportunities for Green Prescription
patients4. Some aquatic based programmes are currently held at the Dusky Lodge venue, but this
is privately owned and under-sized. There are a variety of other groups that the Medical Centre
believe would benefit from warm water.
The Medical Centre believes the location of the pool is important to ensure it is an accessible
environment, particularly for the elderly.
Many referral clients are likely to be in the older demographic cohort. It is recognised this older
cohort is going to increase over time. There will also be some “return to work” programme
attendees that will be referred to and encouraged to use the pool for physical activity.

2.2.5 Other Feedback from Survey
Other specific information to pools and pool-based user groups is recorded below:
•

Bluestone Swim School indicated their membership/participation had been increasing prior to the
earthquake, but that they had limited options now.

•

10 groups indicated they would actively use a new pool (some quite often), while the remaining 9
groups indicated that while they normally wouldn’t use a pool as a group (due to their activity
types), they were sure that some of their individual members would do so independently as
members of the public.

•

A number of groups indicated specifically that they would use a new pool extensively - subject to
size, location and heating (i.e. Kaikoura Physiotherapy, St Joseph’s School, Kaikoura High School,
Bluestones Swim School).

•

10 groups indicated that their activity memberships/participation levels have been increasing
over the last 5 years, 7 that they were staying at around the same levels, and 2 that they were
decreasing a little. Overall there appears to be a general increase in reported
membership/participation in sport and recreation activities.

•

However, it is important to acknowledge the relatively small scale of any membership/
participation changes in terms of the modest base numbers of the current groups. Large gains in
participation numbers are not anticipated with the status quo of the club and facility network.

•

It was noted that when a temporary (“pop-up) pool had been provided over the 2016-17 summer
it had received good use by the public; holiday programme users; schools and swim clubs. Sport
Tasman reported a summer attendance of approximately 4,000 participations5

•

Some responses indicated that new pool facilities should be associated with more general multisport facilities (which was in line with the previous Kaikoura community survey).

4

Green Prescription is a national initiative overseen by the Ministry of Health where patients are given a subscription to
increase their amount of physical activity for health gains.
5
Temporary pool opened on the 4th of January. Approximately 1,000 users during the summer school holidays, school use of
just under 2,000 and additional swim club, public use, parent/toddler and aqua jogger groups adding another 1,000 (approx.)
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3.0 PREVIOUS POOL USAGE
Section Summary
The Previous Pool had usage levels that were relatively consistent with smaller,
provincial seasonal pools. Over the past seven seasons, usage was in the range of
5,000-7,000.

The Kaikoura Lions Pool had been available for community use via a facility management
agreement with Sport Tasman. Swimmers paid an entry fee for public sessions, or via their
membership fee if they were part of an organised group.
The following table outlines pool user numbers in recent years. It highlights that pool usage was
relatively stable and was in the vicinity of 6-7,000 participations during the summer season.
Figure 3.1.: Kaikoura Lions Pool User Numbers in recent years

Source: Kaikoura Lions Pool Annual Report 2014-2015

3.1

Population and Activity participation

Past participation
Recent user statistics (Figure 3.1) indicate that usage of the pool over recent years up until the 2016
earthquake had been relatively stable. Variations in 2009-2010 and 2011-12 were attributed to the following
factors:
•
•
•

bad seasonal weather affecting the days the pool was open
whether swim club counts were fully included or not
the use by tourists (also related to the weather).

Another feature of these counts was the balance between youth (0-18yrs) and adult (18yrs+) users. The
youth sector consistently represented around 66% of all monthly users across the typical November to
Kaikoura Pool Feasibility Study Report September 2017
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March Season, with numbers peaking significantly in January 6. This is an important factor when it comes to
developing forecasts for future use and revenue.
The Swimming Club was a key user of the previous pool, utilising the pool four nights per week (3:30pm 6:30 pm) and some weekend day carnivals. The Club also offered learn to swim lessons for two weeks
every January, attracting approximately 40 children, aged 4-10 years old.7
The Swimming Club estimate approximately 15 families were regularly travelling to Blenheim for training
when the Kaikoura Lion Pool was not open.

Future Participation
As noted in the age-group tables in Section 4.3, the younger age groups so prevalent among current pool
users are those projected to show relative decline in numbers over time. Overall, most success in facility
utilisation and sustainability will not be generated by natural population growth. Rather it can be
generated by applying and improving initiatives for facilities and programmes that generate greater
capture of sport/recreation market share. This can be particularly enhanced if more adult and olderperson’s forms of participation can be generated, while enhancing more new-entry and ongoing
participation levels among higher proportions of younger people. More focus on older participants (18+yrs)
will also relate more directly to any future growth in tourism numbers.
Also at present, there is great scope to enhance facility-based activity participation from the current
population. Based on current activity participation levels for the Kaikoura District 8, those activities currently
engaged in which have a high dependence on community sport and recreation facilities have generally
low levels of overall population participation. Some examples are listed below:
• The top facility-based activities were Swimming (15%); Golf (13%); Dance (11%); Aerobics step/circuit (11%); Tennis (8%); Pilates/Yoga at gym/class (8%).
• These were followed by Rugby, Netball (outdoor), Basketball, and Football (outdoor) at 5% each,
• There were also under 5% levels for Touch Rugby; Aquarobics (aqua/water jogging); Callesthenics;
Exercise classes/going to the gym; Cricket (outdoors); Netball (Indoor); Horse Riding/Equestrian;
Football (indoor); Gymnastics; Cheerleading; Trampolining; Bowls (outdoor); Squash; Table Tennis;
Athletics; Diving; Shooting
While these activity participation levels may appear low, they are largely consistent with the corresponding
population participation percentages for the wider Canterbury Region and New Zealand overall. Given
the generally low participation levels for virtually all active sport and recreation activities9, there is
considerable scope, based on overall population numbers, for implementation of the right facilities and
programmes to achieve considerable increases in activity participation levels.
Particular note also needs to be made of potential future facility use by non-residents, with a particular
focus on Tourist visitors (domestic and overseas). While tourist numbers and local facility uses will be currently
down due to the November 2016 earthquake they have been significant in the past, with the average
daily accommodation capacity in Kaikoura previously having been for 1,334 people each day 10. While this
capacity will have declined after the 2016 earthquake, it still represents a considerable added population
to that of Kaikoura residents (approx. 2000). This moving pool of ‘temporary residents’ can provide an
additional user market for local community sport and recreation facilities, in a comparable way to which
6

Based on monthly age-group figures recorded in the Kaikoura Lions Pool Annual Report 2014-2015

7

Interview notes with Kaikoura Swim Club officials

8

Based on data extracted from the Sport New Zealand ‘Insights’ Tool, from activities engaged in during the last year

9

Data from the Sports NZ ‘Insights’ Tool indicates Walking (60%), Gardening (57%), Cycling (33%); Mountain biking (21%) and
Jogging/Running (18%) are the top 5 physical sport and recreation activities in Kaikoura District (and New Zealand)
10
Sourced from ‘Key tourism statistics for Kaikoura and Hurunui districts’, Ministry of Business, Innovation and Technology. Average
accommodation capacity per night for the YE July 2016. Later data for Kaikoura District is not available.
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they currently make use of the local utility facilities. While only a small minority may use local community
recreation facilities during their short tourism stays, they do represent a potential added-user market for
local sport and recreation facilities. Such uses may not come from a high proportion of non-resident visitors,
but even a small proportion of their large overall numbers could represent significant added facility uselevels if suitable facility opportunities and accessibilities are activated.
Future Pool Network
Many school pools in New Zealand have closed in the last decade. Around 156 school pools have closed
in the past six years and a further 130 nationwide are at risk of being shut down permanently 11.
Kaikoura currently has three school pools 12. Looking forward 10, 20 or more years it is likely that there will be
less school pools operating in the Kaikoura community, as the sustainability of these assets becomes
increasingly challenging. As with other regions, this will place an increased emphasis on a community pool
as it serves the increasing needs of the school/s.

Image: Old Kaikoura Lions Pool

11
12

Water Safety NZ Website – Save our Pools page.
Hapuku, Suburban and Kaikoura Primary School.
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4.0 DEMOGRAPHIC ANALYSIS
Section Summary
Kaikoura’s population is projected to stay relatively stable for the next 30 years. It is
likely there will be changes in the age composition of the community, with a greater
proportion of older adults (65 years plus) and a more ethnically diverse community.

4.1

Introduction

The main demographic features investigated here were the current and projected populations of Kaikoura
District, with a distinction included between the town and its surrounding region. These areas were
represented respectively by the Statistics New Zealand Area Units of ’Kaikoura Township’ and ‘Kaikoura
Rural’. The main variables reported here are population numbers and age-group breakdowns (current and
projected). Other demographic features were investigated briefly, but none were noted that were
considered sufficiently unique or relevant for influencing future sport and recreation facility use. Summary
findings on population and age-group change are briefly noted below.

4.2

Recent and Projected Population Change

The recent population trends in the Kaikoura District are summarised in Table 4.1. These shows trends of only
very minor change in overall population over the last 13 years. The main feature is not change, but the
overall stability in population numbers. This is reflected in the relatively stable electoral roll numbers
between 2013 (2,700) and 2016 (2,720) (Source: Local Authority Electoral Statistics, Department of Internal Affairs).
Table 4.1: Recent Population Change (2001-2013)
change

%

2001-2013

change

1,971

-132

-6

1,449

1,581

204

15

3,621

3,552

69

2

58,005

12

2001

2006

2013

Kaikoura Township

2,103

2,175

Kaikoura Rural

1,377

Kaikoura District

3,483

Canterbury Region

481,431 521,832 539,436

Source: Statistics NZ Census Counts, 2001-2013

Looking forward over the next 30 years (Table 4.2), it is apparent that this population stability is largely
projected to continue at current levels by Statistics New Zealand.
Table 4.2: Projected Future Population Change (2013-2043)
change

%

2013-2043

change

1,810

-200

-10

1,800

1,800

180

11

3,680

3,610

-30

-1

204,400

36

2013

2018

2023

2028

2033

2038

2043

Kaikoura Township

2,010

2,010

2,000

1,970

1,930

1,880

Kaikoura Rural

1,620

1,680

1,730

1,770

1,790

Kaikoura District

3,640

3,690

3,720

3,740

3,720

Canterbury Region

562,900 623,200 664,200 694,300 721,700 745,800 767,300

Source: Source: Statistics New Zealand Subnational Population Projections: medium series
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Taking account of post-quake conditions, it is possible that there may be short term fluctuations in
population13 due to negative impacts on tourism activities and businesses, and the positive impacts from
reconstruction-related activities14. Longer term implications are yet to be determined 15, but it would
appear reasonable to anticipate that the longer-term Statistics NZ projections for population numbers are
likely to remain applicable16, although the business and employment focus may temporarily shift from
tourism to reconstruction. Of more significance for community facility provision than overall population
numbers may be changing population composition, particularly with respect to age groups.

4.3

Future Age-group Projections

Looking ahead over the next 30 years, Table 4.3 and Figure 4.1 show the projected numbers and changes
in age groups for Kaikoura District. Overall the main feature here is an aging of the overall population, with
the only growth area in the 65+ age group (83%), while younger age groups show decreases. The 65+ agegroup is projected to increase from around 20% to 36% of the total population. This effect is stronger in the
‘Kaikoura Rural’ area, with the 65+ age group projected to increase by 165%, compared with only 44% in
‘Kaikoura Township’.
Table 4.3: Projected Age Group Numbers and Change: Kaikoura District
Change

%

2013-2043

change

530

-100

-16

770

760

-150

-16

1,110

1,070

1,020

-360

-26

1,130

1,230

1,290

1,300

590

83

3,740

3,720

3,680

3,610

-20

-1

.

2013

2018

2023

2028

2033

2038

2043

0-14 years

630

640

630

600

580

550

15-39 years

910

860

860

840

800

40-64 years

1,380

1,350

1,240

1,170

710

840

990

3,630

3,690

3,720

65+ years
Total

Source: Statistics NZ Subnational Population Age-Group Projections

Figure 4.1: Projected Age Group Numbers and Change: Kaikoura District

13

The analyst company Infometrics have suggested in a 2016 report titled ‘Rebuilding Kaikoura’, that a population decrease of up
to16% could occur in the short term.
14
As noted by NZ Treasury in its ‘Monthly Economic Indicators Report - November 2016: Special Topic: Implications of Kaikoura
Earthquakes for the New Zealand economy’.
15
A ‘Kaikoura: Tourist Travel Behaviour and Recovery Framework’ report prepared for Ministry of Business, Innovation and
Employment in December 2016 suggests tourism can recover, but in new forms that may represent unique development
opportunities. In the shorter term, domestic visits and uses in particular are key drivers of both the tourism and general community
recovery.
16

This is reinforced by population changes in Canterbury post the 2010-11 earthquakes
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4.4

Population Ethnicity

Another feature of the Kaikoura District shown in Table 4.4 is its high proportion of Maori residents (18%)
compared with Canterbury overall (8%). The proportion is slightly higher in Kaikoura township (20%).
Table 4.4: Population ethnicities17
European

Māori

Pacific

Asian

Other
ethnicity

Total

Kaikoura Township

86

20

1

3

3

1,884

Kaikoura Rural

90

15

1

2

2

1,479

Kaikoura District

88

18

1

2

3

3,363

Canterbury Region

87

8

2

7

3

516,360

Source: Statistics NZ Census Counts 2013 (and Ethnicity Projections)

Looking forward, Table 4.5 shows that the relatively high proportion of Maori in Kaikoura District is projected
to increase in coming years. It is projected to increase from its current 18% to around 27% in 2038. At the
same time that proportion in the whole Canterbury Region is only projected to increase from 8% to 13%. In
addition, Figure 4.2 shows that while Asian and Pacific numbers increase a lot by percentage, their low
base numbers mean the numeric gain is minimal overall. Drowning statistics by ethnic group are found in
Appendix four.
Table 4.5: Projected Population ethnicities
2013

2018

2023

2028

2033

2038

change
2013-2038

%
change

3,240

3,280

3,310

3,320

3,310

3,270

30

1

Maori

650

720

780

850

920

1,000

350

54

Asian

90

130

170

200

240

280

190

211

Pacific

40

40

50

60

70

80

40

100

Total

3,640

3,690

3,720

3,740

3,720

3,680

40

1

European

Source: Statistics NZ Census Counts 2013 (and Ethnicity Projections)

Figure 4.2: Projected Population ethnicities

17

Note that ethnicity totals can exceed 100% as an individual may specify multiple ethnicities
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4.5 Demographic Conclusions
Kaikoura has a similar profile to many parts of New Zealand with an aging population and a decrease in
the number of residents of working age. The ageing population in the district places additional emphasis
on the type of pool infrastructure that should be developed in Kaikoura. A growing trend in New Zealand
is the addition of “warmer water” pools that are appealing to older adults given the relatively gentle
impact activities that can be undertaken in a pool (e.g. aqua jogging, aqua exercises).
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5.0 SITE CONTEXT

Section Summary
From a purely sport and recreation perspective, and all other factors being equal, the
preferred site of a new pool would be the Takahanga Domain. The location lends itself
to good road frontage, access and proximity, along with complementary activities. It
would galvanise the Takahanga Domain as the primary sports hub in Kaikoura and
there is ample space for expansion and other activities.

5.1

Introduction

The previous Kaikoura Lions Pool was located on the Esplanade and was destroyed by the November 2016
earthquakes. The pool was opened in March of 1970 and serviced the township of Kaikoura and
surrounding districts.
The previous pool complex consisted of:
•
•
•
•
•
•
•

A main pool that measured 33 yards long had a depth range.
A small learners pool that
Bleacher seating for spectators
Changing rooms
Office and administration area
Plant Room area
Chemical and other storage areas

In total the pool site was approximately 2,000m2. Total pool surface area was approximately 270m2
The Lions Pool operated for approximately 110 days per year, was uncovered and managed by a third
party on behalf of Kaikoura District Council.
The following section investigate possible site options for the proposed facility.

5.2 Site Considerations
There are several important factors that should be considered when determining a preferred site location
for the new Kaikoura Pool. These include:
1.

Road frontage
The pool needs to be visible from the road by the wider community and visitors. A new pool will
need to encourage use by visitors to maximise revenue streams.

2. Land Ownership and Management
Who owns the land is a critical factor in determining a preferred site. There are significant cost
implications if the land is privately owned. At the same time should Council prefer a site that is on
Crown land not under their control, then additional partnership complexities can significantly slow
down the project. Land ownership can often dictate who the likely manager will be (e.g. school
land means it needs to be a school managed facility generally, or that the school has a role in a
facility governance entity). In this site assessment Council owned land is preferred.

Kaikoura Pool Feasibility Study Report September 2017
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3. Proximity to Key Users
Any sport and recreation facility that is developed to serve a community should be located in a
reasonable proximity to these key users. Given the Kaikoura community is relatively small there are
few locations that would not be considered generally acceptable. In this instance consideration
has been given to access by school groups and other target markets such as older adults (where
topography of land is an important factor). Walking and driving times to sites have been
considered.
4. Location suited for Commercial Opportunities
Revenue generation is a key requirement of a new pool. Generally, the costs to run a pool cannot
be met by pool user fees alone. Therefore, complementary revenue generating activities should
be encouraged and for this to happen the preferred site needs to also meet the needs of any
potential partner. This would relate to not only road frontage but location in context of other
commercial (in particular tourist) activities. The aesthetics of the location need to reflect the nature
of the services offered by an aquatic centre.
5. Proximity to Complementary Facilities
Many newer sport and recreation facility developments consider the advantages of co-locating
with other similar facilities (e.g. it is common practice to develop indoor courts adjacent to aquatic
facilities). This co-locating (or “hubbing”) can be beneficial in reducing duplication of resources
through shared administration and other spaces.
6. Space to Accommodate Facility
A critical consideration is available space to accommodate the proposed facility. This would
include space for car parking, a safe assembly area outside the facility for groups and ancillary
buildings if they are not part of the main pool complex (chemical room, plant room etc).
7. Space to Expand
It is important that any development considers the ability to expand and change over time. There
are discussions in Kaikoura at present regarding the development of a multi-purpose sporting
facility. Further, a location next to the new pool has been identified as one option.
8. Cost to Occupy Land
The cost to purchase the amount of land required for this scale of facility can be prohibitive, as can
any long-term land lease costs. Care should be taken to understand the implications on the Capital
and Operating costs of the project.
9. Cultural Significance
There are some sites that have greater significance to Tangata Whenua. Meaningful engagement
and partnership with relevant Rununga should be a priority for these sites (and in the development
of any other sport and recreation facilities).
10. Prone to Natural Disasters / Site Hazards
What is the potential for natural disasters to impact on the proposed sites? Floods, earthquakes,
tsunami threats etc. need to be considered, Mitigation strategies need to be costed and factored
in to any assessment. Climate change also needs to be considered given Kaikoura’s proximity to
the sea.
There may be manmade site hazards left by previous developments (land fill sites, asbestos remains
etc.) that have a cost to remove or contain. Removal needs to be costed and factored in to any
assessment.

Kaikoura Pool Feasibility Study Report September 2017
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Assessment Process
During the process of developing this feasibility report several sites were identified as worthy of
consideration18. All sites that were known, available spaces, large enough (greater than approximately
2,000 m2) to be considered. Land owners were not contacted regarding this assessment, rather it was a
desk top exercise to consider options. Further work will be required before the design stage to confirm the
preferred site.
There are some gateway criteria that a potential site needs to align with before any further criteria are
used to determine the preferred site. These gateway criteria are “go or no go” criteria and are:
1.
2.

Space to accommodate facility
Space to expand (either additional pool space or community/commercial partnerships)

18

Kaikoura DC staff and elected officials were emailed a request and responses were collated and used to determine a
starting point for sites. Runanga also provided input.
Kaikoura Pool Feasibility Study Report September 2017
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5.3 Site Options Assessment19
The following high-level assessment assesses each of the site options against a set of agreed criteria. In this process, if a site cannot meet
the gateway criteria it is dismissed for any further assessment.

Gateway Criteria
Option
One:

Option
Two:

Option
Three:

Option
Four:

Option
Five:

Option Six:

Behind
IWK
on
Peninsula

Tar Depot
Site

Snushall
Land

Kaikoura
High
School

Kaikoura
Primary
School

Available space for
Pool (min. 2,000m2)20

Yes

Yes

Yes

Yes

Not
on
Yarmouth
St site

Yes

Space to expand
(other pool space or
complementary
assets)21

Yes

Yes

Yes

Yes

Unlikely

Yes

Takahang
a Domain

Option
Seven:

Option
Eight:

Option
Nine:

Option
Ten:

Old
Site

Old Blue
Hotel Site

Beach
Road Site

South Bay

Yes

Yes

Yes

Racecours
e area

Yes

Limited
ability for
expansion

Yes

Yes – some
shape
limitations

Yes

Marginal

Pool

Option
Eleven:
Churchill St
(Scenic
Circle site)

As a result of the gateway assessment one site (Option Seven: The Old Pool site) has been ruled out, given that its size (and arguably its shape) inhibits
the development of complementary activities, or further aquatic expansions.

19

pending any geo-technical analysis which sits outside the scope of this report

20

Note: This is the approximate size of the previous site and would be considered the minimum requirement

21

would need another 2,000m2 approx. excluding car parking

Additional Criteria
Each site which has met the gateway criteria has also been assessed against the following additional criteria.

Land
Ownership,
therefore cost
implications

Road Frontage

Option
One:
Behind IWK
on
Peninsula

Option
Two:
Tar Depot
Site

Council = 10
Crown = 5
Private = 1

Council

Council

30

300

300

Poor
existing
access

Good
road
access

20

200

Good = 10
Mod = 5 Poor
=1
20

Proximity
Users

to

Good = 10
Mod = 5 Poor
=1
15

Moderate
75

Moderate
75

Option
Three:
Snushall
Land

Option
Four:
Kaikoura
High
School

Option Five:
Kaikoura
Primary
School

Private

MoE

MoE

30

150

150

Two road
fronts
200
Poor
15

Good
road
access
200
Moderate
75

Good
200
Good
150

Option
Nine:
Beach
Road Site

Council

Private

Private

Crown

Private

300

30

30

150

30

Good

Good

Good
200

35

175

175

35

175

350

350

Total Raw
Score

Max 1000

570

750

280

600

850

1000

Percentage

57%

75%

28%

60%

85%

Rank

7

3

10

6

2

Moderate

Good

Good

150

Weighting (%)

Poor

200

Good

Good = 10
Mod = 5 Poor
=1

Moderate

Option
Eleven:
Churchill
St
(Scenic
Circle
site)

Option
Eight:
Old Blue
Hotel Site

Option Six:
Takahanga
Domain

Proximity
to
other facilities
(school/s, other
community
assets,
businesses)

Moderate

Option
Seven:
Old
Pool
Site

150

Good

Good

Option Ten:
South Bay

Moderate

200
Moderate
75

Moderate

100
Poor

Good
200
Good

15

Moderate

150

Good

350

175

175

350

0

730

480

440

730

100%

0%

73%

48%

44%

73%

1

11

4

8

9

4

5.4 Key Considerations
There are some critical factors that need to be considered for any site selected for the development of a new pool, that may have
additional cultural, recreation and sport activities located along side.
a. The cultural history of the area needs to be respected and acknowledged. Each site identified has some level of cultural
significance.22 With the possibility of disturbing ancestral archaeology. Any further design work would be predicated on liaison
between Runanga and the Kaikoura community. Kaikoura District Council will need to work closely with Runanga to ensure the
preferred site acknowledges the significance of the areas and embraces the opportunities this presents.
b. The coastal, low lying land that a large area of the township of Kaikoura is located on is potentially prone to natural hazards.
Aside from the earthquakes that have damaged the area, the threat of sea level rise is real, as are Tsunami threats. The Kaikoura
District Council need to ensure any facility development is protected from these future threats.
The following table provides a summary of these key considerations for each site:

Cultural
Significance

Preferred

Identified Natural
Hazards

Further
analysis
required

Preferred

Significant
creek (Te
Wai
o
Pātiki)

Old river
bed and
swamp

Earthworks
will
disturb
ancestral
archaeology

Earthworks
will
disturb
ancestral
archaeology

Further
analysis
required

Coastal
site

Flood
Plain

Coastal site

Coastal site

Preferred

Coastal
site

Coastal
site

Preferred

Coastal site

Further
analysis
required

Note: Runanga feedback indicates earthworks may be a concern on all sites with a possibility to disturb ancestral archaeology of Maori origin.
Runanga has also highlighted Climate Change issues that may impact on coastal areas. This is noted in the second level assessment but further work
will need to be undertaken by KDC.

22

See Appendix 5 for Iwi feedback on the long list of sites

5.5 Shortlist of Preferred Sites
Following an assessment against the second level criteria the top five sites were identified as:
Rank

Site

1

Option Six: Takahanga Domain

2

Option Five: Kaikoura Primary School

3

Option Three: TAR Depot Site

4=

Option Eight: Blue Hotel Site
Option Eleven: Churchill Street

5.6 Recommended Site
From purely a sport and recreation perspective, and all other factors being equal, the preferred site of a new pool would be the
Takahanga Domain. The location lends itself to good road frontage, access and proximity, along with complementary activities. It would
galvanise the Takahanga Domain as the primary sports hub in Kaikoura and there is ample space for expansion and other activities.
Should the preferred site not be suitable due to the key considerations of cultural significance and/or identified natural hazards then it
is likely the second highest ranked option (Kaikoura Primary School) would also be ruled out. Therefore, the preferred site would then be
Option Three: the TAR depot site.

6.0 COMPARING OTHER POOLS
It is useful to look for similar sized catchment areas to gain an understanding of relative admissions, revenue and expenditure. The Sport New Zealand
National Benchmarking Tool has been available to use for two full years, with the latest available data being the 2015/16 year. The following table
outlines outdoor aquatic facilities that operate in smaller communities that have submitted data to the National Benchmarking Tool.

Table 6.1 Benchmark Date from Seasonal, Outdoor Pools

Population

Aquatics
Admission

Aquatics
Revenue

Aquatics
Cost

Energy Cost

Staff Cost

Tirau Pools

800

2760

$2,751

$42,767

$5,397

$21,678

Ngatea Community Swimming Pool

1245

9105

$9,105

$202,500

$53,000

$62,900

Martinborough Summer Pools

1470

7148

$11,964

$111,052

$2,809

$71,973

Oxford Community Pool

2140

10528

$25,600

$146,200

$56,000

$73,700

Greytown Summer Pools

2202

8317

$11,964

$111,052

$2,809

$71,973

Featherston Summer Pools

2250

2897

$6,974

$133,115

$4,569

$71,973

Putāruru War Memorial Pools

3777

7742

$8,825

$42,767

$8,788

$35,986

Tony Richards Paeroa Swimming Pool

3900

8624

$8,624

$202,500

$52,300

$62,900

Waihi College Community Pool

4527

3041

$5,115

$202,500

$78,000

$63,000

3,640

6,639

$13,650

$59,000

$5,750

$35,500

Facility Name23

Kaikoura Lions Pool (Average over last
four years)

23

Sport NZ National Benchmarking Tool: Data is for 2015/16 year.

Further analysis of the available facilities data highlights some important information that can be used to guide future facility developments.

1. Across this cohort of pools Aquatic Admissions averaged 7,325 (a similar number to the Kaikoura Lions Pool annual
admissions)
2. The average frequency of attendance across these pools is 3.4 visits/head of population (of the primary catchment24) during
the season (higher than Kaikoura’s 1.87 visits/head)
3. Revenue averaged $10,102 (the median revenue being $8,825)
4. The Total Annual Operating Costs average is $132,717 (median $133,115)
5. Staff costs averaged $59,565 (median $63,000)
6. Energy Costs averaged $29,297
While these are only benchmarks (and there are a number of other comparable size pools and catchment populations in New Zealand) this
information provides some guidance in helping determine the ongoing commitment that the Kaikoura District Council will require, unless other forms
of revenue are gained from complementary activities.

24

The primary catchments referred to as those residents who would see this facility as their closest aquatic facility.

Feedback from some segments of the community is for a new pool to be developed that can operate year-round. Table 6.2 highlights data
sourced from the Sport New Zealand National Benchmarking Tool that shows a comparison of year-round pools that have submitted information on
their revenue, costs and admissions.

Table 6.2 Benchmark Data from Year-Round Pools (Areas with Population under 20,000)

Facility Name
Turtle Pool
(Turangi)
Swimzone Te
Aroha
TSB Pool
Complex
(Stratford)
Kaiapoi
Aquatic
Centre
South Waikato
Indoor Pools

Pool Space
(m2)

Population

Aquatics
Admission

Aquatics
Revenue

Aquatics Cost

590.00

3500

33388

$68,000

$204,000

180.00

4109

34088

$184,523

$510,000

509.64

8991

43460

$138,383

$532,000

400.00

10200

90908

$475,000

$985,000

643.00

14000

72774

$186,400

$733,500

1. Aquatic Admissions across this cohort of pools averaged 54,923 (based on an average population of 8,160)
2. The average frequency of attendance across these pools is 6.73 visits/head of population
3. Revenue averaged $210,461 (the median revenue being $145,523)
4. The Total Annual Operating Costs average is $592,900 (median $532,000)
5. The Average Operating Loss is $382,436 (Median $393,617)

7.0 POOL OPTIONS ASSESSMENT

Section Summary
Three broad options for a replacement facility have been explored. Each option has a 25
metre pool as the cornerstone facility item. Options are then outlined that would see additional
water space for learn to swim, toddlers play, hydrotherapy and spa facilities.

The following section provides a preliminary view on options to replace the Kaikoura Pool. These options
are based on feedback from sport and community user groups and serve to demonstrate the differences
the options bring. It is probable that variants exist within each option that may be explored once a
preferred option is determined.
The following series of tables and diagrams outline the three high-level options25 considered that could be
either covered or uncovered. Uncovered options could be open for approximately 120 days per year while
covered options would be able to be open year-round. This would lead to different operating models that
are outlined below. Should the facility be covered it would be proposed that the toddlers water area is
located outside alongside a family seating and picnicking area.
Some key user groups, including the Kaikoura Swimming Club and Bluestones Swim School 26, have
suggested a 25 metres pool would meet the needs of the learn to swim and competitive swimming
community. Given this, the options are variants of width and depth of the 25m pool, along with any
complementary water spaces that could be developed to meet the needs of a wider group of users. A
key complementary facility is a separate LTS pool.

Option One: 25 metre pool with integrated LTS area in the same pool area (25m length) plus small toddlers’
pool
Option Two: 25 metre pool with separate LTS pool plus small toddlers’ pool
Option Three: 25 metre pool with separate LTS pool plus small toddlers’ pool, spa and hydrotherapy pool.

25

A fourth option was initially considered and dismissed; that being the expansion and re-development of the Kaikoura
Primary School pool. Based on best practice School-Community partnership facilities, unless it was moved to a road frontage,
the pool would be perceived to be a school pool first and foremost and community participation would be low.
26
A private Learn to Swim company that ran LTS from the Kaikoura Lions Pool prior to the 2016 earthquakes.
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7.1 Option One - Outdoor 25 metre pool with integrated LTS area in the same pool area (25m
length) plus small toddlers’ pool

Space

Size

Notes

Pool area (25m *11.25m).
Plus ramp or hoist – (size tbd)

25 x 11.25
= 281.25m2

• 5 x 2.25m lanes (or alternatively 6 x 1.875m)
• Integrated LTS end would be 6m x pool width
(approximately 69m2)

plus ramp if

developed
Main Pool Depth

Toddlers Area

Total Water Area

variable

8m2

• (700-900mm deep27), Flat for 6-8 metres at
shallow end, then gradual sloping with a deep
end of 1.3m – 1.8m (no more than 1:15 gradient
as per NZS4441)
• Note: This depth does not meet the FINA
regulations for minimum depth and diving at
the shallow end would need to be prohibited.
An alternative exists where a temporary
platform can be inserted in to a shallow end or
– say 1.3m, to raise it to 800mm (or thereabouts)
for LTS
• Small area for introduction to water play. Shape
to be determined at design stage, with water
feature/s

289.25 m2

Concourse

Concrete surrounds on all sides.

Change Area

• Male/Female/Accessible cubicle

Entry Area / Foyer
Admin Area
Chemical Storage

As required
As required – desk space for 2-3 (minimal
requirements)
Minimum space required

Pump Room
Equipment Storage

Minimum space required
Minimum space required

Car Parking

Requirements to be determined

27

NZS4441 specifies depths for LTS pools of between 700-900mm. Pools for teaching babies to swim often have a bench recessed in to a wall of the pool at
up to 300mm below water level in a section of a pool that is 1.200mm deep. This can be used to allow an instructor/carer to stand in the water and
encourage the baby to swim off the bench.
Kaikoura Pool Feasibility Study Report September 2017
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Summary of Pros and Cons – Option One
Pros
•

Lower capital and operating costs than
other options

Cons
•
•

•

Less flexibility in programming
space
Pool
temperature
between
competitive swimmer requirements
and learn to swim is significant and
would be both difficult and costly to
manage
Shallow main pool, inhibiting diving
at one end and potential hand
touches on pool floor – a potential
health and safety issue

Kaikoura Pool Feasibility Study Report September 2017
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7.2 Option Two - Outdoor 25 metre pool with additional learn to swim and toddlers’ areas

Space

Size

Main Pool area (25m x 15m)
Plus ramp or hoist

375m2

Learn to Swim Pool (12.5 x 6)

75m2

Toddlers’ Area

8 m2

Total Water Area

Notes
• Same dimensions as Option One main pool,
however, minimum depth in shallow end is 1.3m
for a minimum of 6-8 metres (FINA regulations)
and with a sloping gradient to a deep end of no
more than 1.8m
• (between 700-900mm deep28). Ability to lane off
areas for separate lessons.
• An alternative depth range may be considered
if the pool is to be also used for hydrotherapy
• Small area for introduction to water play. Could
be zero depth beach end to 300mm approx.
with water feature/s

458.25
m2

Concourse

Surrounding pools, with enough space for
two/three tiers of seating on one side of pool for
spectators

Entry Area / Foyer
Change Area
Chemical Storage
Pump Room
Equipment Storage

As required
As required – desk space for 2-3 (minimal
requirements)
Minimum space required
Minimum space required
Minimum space required

Car Parking

Requirements to be determined

Summary of Pros and Cons – Option Two
Pros

Cons

• More programming flexibility as separate •
water spaces
• Correct depth/temperature profile for •
competitive swimming
• Easier to maintain attention of LTS
participants in separate space – better
lesson outcomes and parent satisfaction
• Relatively cheaper to operate than
Option Three

Higher Capital and Operating costs
than Option One
Does not provide for a “Hydrotherpy”
Pool which can attract a different
group of users

28

NZS4441 specifies depths for LTS pools of between 700-900mm. Pools for teaching babies to swim often have a bench recessed in to a wall of the pool at
up to 300mm below water level in a section of a pool that is 1.200mm deep. This can be used to allow an instructor/carer to stand in the water and
encourage the baby to swim off the bench.
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7.3 Option Three - 25 Metre pool with additional learn to swim, toddlers’ areas, spa pool and
option for hydrotherapy pool and water slide

Space

Size

Main Pool area (25m x 15m)
Plus ramp or hoist

375m2

Learn to Swim Pool (12.5 x 6)
Toddlers Pool (4m x 3m)

75m2
8m2

Spa Pool
Hydrotherapy Pool (11.5 x 8)

20m2
92m2

Hydroslide Area

Notes
• As in Option One, however, minimum depth in
shallow end is 1.3m (FINA regulations) and with
a sloping gradient to a deep end of no more
than 1.8m
• As per Option Two.
• Small area for introduction to water play with
water feature/s
•
Hot water, relaxation area
• Warmer water (approx. 34 degrees)
• Wheelchair and walk in access ways
• Accessible change areas
• Dimensions may vary
Have excluded this in all options, but could be
considered as an add on if a willing partner was
interested

Total Water Area
Circulation Areas
Entry Area / Foyer
Ancillary Areas
Reception/Admin spaces
Change Area

570m2
As required

As required
• As required – desk space for 2-3 (minimal
requirements)
• Minimum space required
• Minimum space required
• Minimum space required
Requirements to be determined

Chemical Storage
Pump Room
Equipment Storage
Car Parking

Note: All options should consider space adjacent to development for future additions.
Summary of Pros and Cons – Option Three
Pros
•

•

•

Separate Main Pool and Learn to Swim
Areas with small toddlers’ area (that
could be “zero depth” or shallow water
play space)
Additional Spa and Hydrotherapy
spaces
Space held for future hydroslide / water
feature

Cons
Higher Capital and Operating costs than
other options

Kaikoura Pool Feasibility Study Report September 2017
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7.4 Covered or Uncovered
These options can be considered as uncovered, seasonal pools; or covered, all-year-round pools. The
main trade-off is hours of availability versus cost of operation. The uncovered pools benchmarking data
above shows that the admissions in covered pools are greater per head of population (8.18
admissions/head of population for covered versus 3.4 admissions/head of population for a seasonal
pool).

The following table highlights some key statistics and the overall pros and cons of uncovered versus
covered pools29
Table 7.4 Covered and Uncovered Aquatic Centre Summary

Averages

Seasonal/Uncovered Pool

Covered Pool

3.4

6.73

Average Total Admissions

6,684

54,923

Average Population

2,480

8,160

Average Operating Revenue

$10,000

$210,000

Average Operating Costs

$132,000

$593,000

Average Operating Deficit

$122,000

$382,000

$18.25

$6.96

Lower annual operating costs

Higher levels of use (as can be
open year-round)

Admissions per head of
population

Average Subsidy per Admission
Pros

Lower capital cost

Facility and participants are
protected from environment
Lower subsidy per user
Cons

Lower level of use

Higher annual operating costs

Only open in summer

Higher capital cost

Note: This benchmarking data should only be used as a guide. The small sample size of covered pools
with a small population means it is difficult to get a direct comparison between the uncovered/seasonal
pools and covered options. The primary catchment areas are also generally much larger (averaging
over 8,000 compared with 2,480 for the seasonal pools), which is reflected in admission numbers that are
comparatively higher.

29

Sport New Zealand national Benchmarking Tool data (2016 data set)
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8.0 PREFERRED POOL OPTION
Section Summary
The preferred option is identified as a 25m pool, an additional learn to swim pool and
toddlers’ water play area
Any new development will need to consider the risks associated with further seismic
events, therefore it is recommended alternative construction methods are considered,
such as a stainless-steel tank.
When considering a preferred option for the Kaikoura Pool the following factors have been considered
including the:
• needs of the Kaikoura community, including the key users of the pool
• projected population rates and participation in sport and recreation
• ability to stage a larger development over time should needs, population rates or participation
habits change
• predicted sustainability of the distinct options should participation rates stay as projected
Given all these factors Option Two is recommended as the preferred option as it provides some flexibility
in the pools proposed and space to expand over time should needs change.
Option Two is a 25 metre pool with separate learn to swim pool, plus a small toddlers’ pool for water
exploration.

8.1

Preliminary Schedule of Spaces

The following table confirms the schedule of spaces that has been used to guide the development of the
Preliminary Floor Plan Sketch options that have then be used to provide a preliminary capital cost estimate.
Table 8.1: Preferred Schedule of Spaces

Space

Size

Notes

Main Pool area (25m x 12.5m)
Plus ramp or hoist

312.5m2

• Same dimensions as Option One main pool,
however, minimum depth in shallow end is 1.3m
for a minimum of 6-8 metres (FINA regulations)
and with a sloping gradient to a deep end of no
more than 1.8m
• (between 700-900mm deep30). Ability to lane off
areas for separate lessons.
• An alternative depth range may be considered
if the pool is to be also used for hydrotherapy

Programme / Learn to Swim Pool
(12.5 x 6)

75m2

Toddlers Pool

8 m2

• Small area for introduction to water play. Could
be zero depth, wet play area with beach end to
300mm approx.

30

NZS4441 specifies depths for LTS pools of between 700-900mm. Pools for teaching babies to swim often have a bench recessed in to a wall of the pool at
up to 300mm below water level in a section of a pool that is 1.200mm deep. This can be used to allow an instructor/carer to stand in the water and
encourage the baby to swim off the bench.
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Total Water Area

395.5 m2

Concourse

Chemical Storage
Pump Room
Equipment Storage

Surrounding pools, with enough space for two tiers
of seating on one side of pool for spectators
As required
As required – desk space for 2-3 (minimal
requirements)
Minimum space required
Minimum space required
Minimum space required

Car Parking

Requirements to be determined

Entry Area / Foyer
Change Area

Taking the listed spatial requirements Pacific Environment Architects has developed three solutions that
could be developed. The following sketch outlines the type of facility that could be constructed in
Kaikoura. Further sketches are found in Appendix 6.

Note: The main pool Is sketched as a 5-lane pool. The width of this pool is 12.5m (excluding the proposed
ramp). This represents lane widths of 2.5m. Equally six lanes of just over 2 metres each could be developed
in the same space. It is our understanding the existing Lions Pool had a lane width of less than 2 metres.
Note: The Learn to Swim Pool can be developed at a depth that meets both the needs of LTS and those
of a Hydrotherapy pool if the minimum depth of the pool is approximately 900mm (which is at the maximum
end of the guidelines for LTS pools)

8.2 Developing for Future Seismic Events
Learning from the Canterbury earthquake events in 2010 and 2011 has meant new pool developments are
investigating pool construction options to mitigate the risk of future seismic events. Historically, pools have
been constructed using a concrete based tank (either sprayed or tiled). These methods are not very
resilient during seismic events.
A newer method of constructing pool tanks is the use of stainless steel for the primary tank surface. It would
be wise for Kaikoura District Council to investigate the use of stainless steel in the construction of a new
pool.
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9.0 PRELIMINARY CAPITAL COST ESTIMATE
Section Summary
The preliminary estimate of capital cost provides a range of $11m-$13.2m for the
preferred option identified in Section 8.
Alternative solutions for a lower cost option are identified in Section 10. Lower cost options
should be investigated by Kaikoura District Council
The following capital costs are based on current construction costs using a traditional procurement
strategy. They have been developed by an independent Quantity Surveyor. See Appendix One for
further breakdowns.
The table below represents the preliminary estimated capital cost range for Generic Sketch Plan Layout
Option C (above)31. This range is based on different specification levels for the proposed venue (low and
high specification).

Table 9.1 Preliminary Capital Cost Estimates
Preferred Option Price Estimate Range
Gross Floor Area
Price Ranges (Low to High
Specifications)

1,386m2
Low Specs

High Specs

Pool areas, including seating, HVAC,
store, plant and admin spaces

$5.007m

$7.264m

Provision for Wet Play, BBQ area,
landscaping, car parking

$1.210m

$1.600m

Provision for Service Infrastructure

$1.000m

$1.500m

Sub Total

$8.516m

$10.363m

Professional Fees (15%)

$1.278m

$1.555m

Consent Fees

$0.050m

$0.055m

Contingency (10%)

$0.985m

$1.198m

Total

$10.829m

$13.171m

Note: Estimated prices exclude future space for commercial or community use, any demolition of
existing infrastructure, geotechnical services, loose furniture and fittings, development contributions (if
any), land, finance and legal costs. This estimate is based on 3rd quarter 2017 costs and does not allow
any escalation costs. All costs are GST exclusive.
This table demonstrates that the development of the preferred option using a traditional procurement
process would incur a capital investment in the range of $11m - $13.2m.

31

Option A and B are larger scale facilities that were initially used as a reference point, but ultimately ruled out of
consideration due to its size and cost being inappropriate for the Kaikoura community. These sketch plans can be found in
Appendix Six.
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10.0 ALTERNATIVE SOLUTIONS
Section Summary
There are several options for reducing the capital cost of this development.
Value engineering can be undertaken to reduce sizes and specifications for various
components of the facility with an associated reduction in capital cost.
A staged approach to the development could occur, with an uncovered pool being
developed initially that could be covered over time.
Alternative procurement strategies such as design and build can also be explored for
reduced capital costs.

As mentioned earlier, the cost of developing Aquatic facilities is perceived to be high when compared
with other infrastructure development. The specialist nature of the machinery, fittings and surfaces along
with the operations makes this a reality.
The Kaikoura District Council may wish to consider some options for a lower capital cost development.
These options could include:

Value Engineering
The Preferred option could be reduced in size. This would have an impact on capital and operating costs.
This option would need to be careful to not impact on the delivery of the core pool components identified
by the community for a new pool facility. Areas of the complex such as reception, office and change
areas could be reduced in size, provided there is an understanding of the operating outcome of these
reductions. A common example of this size reduction is to provide less storage than requested. This is usually
then substituted for by placement of shipping containers or like outside the facility.
Another value engineering option could be to reduce the quality of some fittings, noting that the estimate
provided has given a quality range already. There is a trade-off between the quality of the development
and the ongoing requirement for cleaning, repairs and maintenance of the facility. Lower quality solutions
often cost more to maintain over the life of the facility.

Staged Approach
There is an option to develop an uncovered pool that can then be covered over time. While this is not the
ideal it provides a pool option for the summer season. This would be a lower capital cost model that would
also have lower operational costs as it would only be open for a limited season (say 5-6 months). Care
would need to be used during the planning of this option to ensure there is the required space to develop
the building over time. Often a staged approach is proposed as a solution and the project never gets past
the first stage.
A high level preliminary estimate for the development of an uncovered pool, with similar specifications to
those in the preliminary sketch drawings for layout C would be in the range of $6.5-$8.0m
Therefore, the difference in the capital cost of a covered pool versus uncovered pool would be in the
vicinity of $4-$5 million.
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Procurement Strategy
In recent times, some aquatic facility developments have been undertaken using a design and build
approach, as opposed to the traditional procurement approach. A table in Appendix Two highlights the
potential advantages and disadvantages of the two approaches. While there are alternatives to these
two methods, they are the generally accepted approaches in most projects of this nature (with some
variations).
A design and Build approach can potentially gain savings through the reduction in design fees and other
professional services. Care should be taken to understand the quality specifications of any development,
but in particular D&B options as the contractor specifies what is used rather than the client through the
design process. Should D&B be the preferred procurement strategy then several key points should be
observed, which include:
1. Seeking independent legal and project management advice in developing a detailed tender brief
that can be released to a selected number of D&B companies to confirm total project costs
(including an undisclosed contingency).
2. A skilled, experienced Aquatics Project Manager is engaged as the client representative for this
development, from tender brief to construction and commissioning.
3. Once the procurement process has been undertaken and a selected contractor identified the
obligations of each party should be clearly agreed in a contract.
The following table highlights some Aquatic D&B projects that have been developed in New Zealand in
recent years. Care needs to be taken when comparing facilities with the Kaikoura Pool quotes received
as specifications and exclusions will vary hugely.

Table 10.1 Recent Design and Build Aquatic Facilities
Pool Name

Pool Components

Capital Cost

Notes

Tuapeka Pool

25 Metre Lane Pool

Approx. $2.0 - $2.5m

(Lawrence)

Combined
Learners
and Toddlers areas

Seasonal
pool.
No
significant mechanical
HVAC (with associated
condensation issues).
Low specification of
components.
Community fundraised.

Canterbury
School pool

Swim

Approx
(2012)

25 Metre Pool
Learn to Swim Pool

(Christchurch)

$3.0

-

$3.6m

Developed 5 plus years
ago.

No toddlers Pool

Privately owned
operated

No additional spaces
such as BBQ area

Low specification
Approx.
today

Anonymous
(contract not signed)

Pool

25 metre x 6 lane
Learn
to
swim
Hydrotherapy Pool

Approx. $8m
/

$5m

if

and

built

Option of additional spa
and hydrotherapy pool
estimated to cost $11m

Toddlers/Splash Pool

Given the size and scale of this project we would recommend a Design and Build procurement method
(or variant of) be considered. This is likely to offer the best value for money solution given likely capital
development fundraising budgets. However, we believe it is essential that the client has an independent
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project manager and has the design peer reviewed at least twice during the process (approximately at
concept stage and at the detailed design stage) prior to construction.
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11.0 POTENTIAL REVENUE GENERATING ACTIVITIES
Based on available data on the previous Lions Pool and comparison facilities across New Zealand, it is
inevitable a community pool will run at an annual operating loss. The level of this loss can vary considerably
depending on several factors, including but not limited to the size of pool, hours of operation, patronage,
admission fees, energy saving devices and proactive management of the available spaces.
A recurring theme received from the Kaikoura community is to develop revenue generating activities or
facilities that will help offset the annual operating cost. The following section outlines some of the key areas
that could be undertaken.

Pool Pricing
The previous Lions Pool charged a nominal admission rate ($3 adult and $2 child). There have been
concession and/or seasonal passes sold previously that provide a price incentive for regular users.
Generally, pool admission prices are higher than the previous Kaikoura fees. Nationally admission charges
for similar facilities sit in the following ranges:
•
•
•
•

Adult entry $5 - $8
Child entry (16 years and under) $3-$5
Senior citizen or those with community services cards $4-$6
Family Passes (up to three children and two adults) $13 - $18

This feasibility study recommends increasing the fees for casual swimming to be in line with the national
averages.
Preferential pricing for locals has also been identified as a way of increasing revenue. As previously noted,
Kaikoura has many visitors to the district on an annual basis and there is some feedback that non-residents
and non-ratepayers pay a higher price to access the community facility. A similar system is in place in some
areas that have high visitor numbers. Ratepayers and/or residents are asked to provide evidence of their
entitlement to a discount on standard entry charges.
Careful consideration is required to determine whether this pricing differential can be implemented
effectively in Kaikoura. Any price differential scheme requires a higher level of administrative servicing and
subsequent costs. The additional revenue created from a differentiated pricing system would need to
significantly outweigh the administrative time and cost to be worthwhile.

Increasing Pool Admissions
Another way of reducing operating costs is increasing the number of people accessing the pool. A review
of the past six years of pool admissions shows that the average admissions ratio in Kaikoura is 1.87 visits per
head of population. This Is compared to a national benchmark of approximately 3.4 visits per head of
population for seasonal, outdoor pools. The lower ratio could be due to a number of factors, however if
Kaikoura was to get a visitation rate on par with the national average then this would see visitations
increase from approx. 6,500 to approximately 12,000 visits for an uncovered pool.
There are several opportunities to increase the admission rate in Kaikoura that include:
•
•
•

A wider range of activities that can occur in the pool spaces for community users
A wider range of users taking advantage of the facilities available
The pool complex could be used for introduction to aquatic experiences for tourism operators. 32

32

A local tourism operator has identified the need to screen participants in their water based experiential tourism business.
The pool would provide an ideally located, safe environment for operators to confirm participants aquatic skills before they
enter the ocean environment.
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Increasing Learn to Swim
Learn to Swim is seen as a revenue generating activity in the majority of community pools in New Zealand.
The learn to swim cost centre returns a surplus to offset the costs of other swimming pool activities.
An opportunity exists for the new Kaikoura Pool to increase the promotion and instruction of learn to swim.

Complementary Facilities
Depending on the agreed location for a new community pool there may be opportunities to have
complementary facilities that could generate revenue to offset operating losses from the pool. At the very
least complementary facilities generate foot traffic which can be capitalised on. Some options include:

Health and Fitness Studio
Often, health and fitness studios are developed alongside aquatic centres. Residents and visitors alike see
the value in the “hubbing” of aquatic facilities and health and fitness activities. It is important to note that
the current Community Fitness Centre relies on third party funding to operate, so it is unrealistic to expect
a H&F centre to return significant surpluses in the short term. This may change over time if participation
patterns change.
Indoor Court / Cultural Space
The development of indoor court / cultural space alongside the pool is an opportunity that has been
highlighted in community feedback on facility developments in Kaikoura. There are some efficiencies that
can be gained through shared services such as reception area and other administrative space. However
indoor court space itself will not generate a surplus to offset the operating costs of a pool.
Should the space serve as a cultural centre then the opportunity for additional revenue potentially exists
(leveraging of the cultural and marine history of the area).
Spa/Sauna
There have been previous studies undertaken in Kaikoura to develop a spa facility that would potentially
attract significant visitors with the expectation that the revenue generated from this would off-set the
operating costs of an indoor community swimming pool.
While community size spa and sauna components could be added at some stage we have not
incorporated a commercial spa facility as part of this project. The key reasons for this are as follows.
•
•

We do not consider such a development would work financially in the regional spa environment
(proximity to locations such as Hanmer Springs that have an advantage of geothermal),
The capital cost of a spa development could outweigh the potential benefits.

Space for Lease
Another option identified by some community business leaders is the development of space that is
available to lease for complementary activities. This space could be leased out to other interests with the
rental income being used to offset some of the pool operating deficit.
During consultation, there was some interest expressed to lease space next to the proposed aquatic
centre. Potential tenants identified could include:
•
•
•

Health and Fitness Studio
Food and Beverage (various levels)
Allied health practice (Physio etc.)

Lease costs for this space would be highly dependent upon the confirmed location. It is anticipated that
a lease rate in the range of $120-$220m2 depending on site, size, quality and potential operation.
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It is recommended that any development of additional space would require further analysis to determine
financial viability. Consideration needs to be given to additional capital costs to develop space and the
actual return generated from this space.

Conclusion
Any, or all, of the above options can be implemented to potentially reduce ongoing operating costs. Given
the operating environment in Kaikoura the preferred short-term option would be to increase the range of
people using the pool to increase revenue. Further exploration of space available for lease should also be
factored in to the project, possibly in a staged approach with any multi-sport complex development that
could be located adjacent to the pool.
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12.0 PRELIMINARY OPERATIONAL MODEL
Section Summary
The preliminary operating model identifies a number of revenue streams totalling
$167,000 in year one.
Operating costs in year one will total $427,000, leaving an operating loss of
approximately $260,000.

A high-level preliminary operational model has been developed to provide a starting point for future
operational planning for Kaikoura District Council.

12.1 Key Assumptions
A series of key assumptions have been made to assist with the development of the preliminary operational
model (section 12.5). These are as follows:
General Base Assumptions
1. The model is based on a facility that is operated year round
2. The hours of operation equate to an average of 73 hours per week.
3. The facility would be contracted out to an experienced facility operator

4. An annual operating grant (or subsidy) would be required by the Kaikoura District Council.

12.2 Revenue Assumptions – Year One
We would expect admissions to be slightly higher than national averages reflecting the additional foot
traffic coming from visitors. (based on previous pool use, national benchmarking data and considering the
newness of the facility. This is made up from the following:
It is assumed 2/3s of these visits will be children and 1/3 adults.
There is an assumption that the Pool Operator will promote the programmes on offer at the new pool. The
new pool would need to be far more proactive than the previous Lions Pool which was essentially a venue
for hire or casual use.

Learn to Swim
Learn to Swim is a potential area where revenue can be increased for the Kaikoura Pool. LTS fees range,
depending on ratio of swimmers to instructors, time of lesson and the level at which the lesson is targeted.
A comprehensive LTS programme will be developed over time with participants encouraged to move
through the various skill dependent stages. There are national programmes that can be used to guide the
quality of provision
Lesson fees in other public pools range significantly from $80--$180 for a 10 week block (with the time of
each lesson and ratio of students per instructor varying depending on age and stage). An average 10
week block has been costed at $100 which is at the lower end of what Is being charged nationally but
reflects regional fees. LTS can be run either in block course style (generally during holiday times) or as a
one (or two) lesson per week programme.
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The Learn to Swim instructor/s will run learn to swim for 48 weeks per year.
Children (Learn to swim) will have an average programme fee of $100 for 10 sessions. In year one a total
of 300 programmes will be sold (75 participants per quarter).

Swimming Club Hire
The Swimming Club will be a cornerstone user of the pool. An agreed hire rate needs to be negotiated
with the swim club that reflects the level of use and patronage the club brings. For the purposes of this
initial operating estimate the swim club will hire the venue for an average of four hours per week for 46
weeks of the year. The hourly rate of hire will be initially set at $35/hour for the main pool ($6,440 per annum
which equates to approx. $54 per swimmer if the club retains 120 swimmers).
The club may hire the entire venue for competition events. A hire rate will need to be agreed. For the
purposes of this initial estimate a daily rate of $300/day.
Aquatic Tourism Operator – Skills Based Entry33
Aquatic operators will pre-test and screen those who swim in the open water in the pool first. Taking
conservative approach these entries will only be 50 per week initially. Normal pool entry fee applies.

12.3 Revenue Assumptions
1. Most external revenue will be generated via entry fees. The previous pool records indicate child
and adult swims at a ratio of 2:1. This ratio has been carried over to the proposed new facility.
These fees will be set at the following rates and attract the following levels of patronage:
Programmes
a.
Children (Learn to swim) will have an average programme fee of $100 for 10 sessions. In
year one a total of 300 programmes will be sold. A year on year increase of 2.5% between
years 1-4 is assumed, years 5-10 are assumed to be constant.
b.

Adult (various programmes) have been added to the preliminary model. It is likely there is a
market for adult learn to swim, or other instructed aquatic classes. For the purposes of this
preliminary model we have allowed Aquarobic classes to be held four times weekly for 46
weeks per year, attracting 60 participations per week. A nominal fee above pool entry could
be charged to cover some costs.

Aquatics Tourism Operator – Screening Programme
An opportunity exists for the pool to be used to familiarise customers of aquatic tourism ventures
before they go out on the ocean. An introduction to snorkelling programme can be offered by the
tourism operators at the pool. Pool hire fees will be $5.00 per visitor. Gear would be provided by the
operators but could be securely stored at the venue. Allow 50 entries per week for this purpose in
the first instance (2,600). Growing by 10% annually.
Casual User Fees
a.
Adult casual fees will be set at $5 per visit and generate 5,000 visits in year one. A year on
year increase of 2.5% between years.

33

Feedback stated from Aquatic Tourism Operator.
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b.

Children’s casual fees will be set at $3.50 per visit and generate 18,000 visits in year one. A
year on year increase of 2.5% between years.

c.

Senior/beneficiary casual fees will be set at $4 per visit and generate 5,000 visits in year one.
A year on year increase of 2.5% between years 1-4 is assumed, years 5-10 are assumed to
be constant.

School / Community Group Entries
a.
A significant additional discount will be offered to school groups that undertake block
bookings to encourage day time use of the facility.
b.
A per swim fee of $1.50 will be charged for school time swimming. It is unlikely the schools
that have their own pools will use the proposed facility regularly. Therefore allowing for St
Josephs and the High School for 10 swims per year per student would give admissions of
approximately 3,000 swims at this discounted rate. This would generate revenue of $4,500.

Lease Spaces
2. Third party lease spaces are not factored into the preliminary operational model.
Retail (small aquatics gear kiosk in reception and some snack sales)
3. Retail revenue will be $5,000 in year one. Subsequent years will increase by 2% p.a.
Naming Rights
4. Naming rights will be secured for $10,000 p.a. for each year.
Less Cost of Sales
5. Cost of retail sales is assumed to be approx. 30%.

12.4 Expenditure Assumptions
6. Inflation will be accounted for with an assumed CPI of 2% year on year. This is applied to staff
costs, overheads, utilities and repairs and maintenance.
7. The aquatics facility will have a salary envelope of approximately $263,000 pa in year one
($30,000 in old pool). These staff will include:
a. Facility manger x 1 at $60,000 p.a.
b. Marketing and Customer Service Co-ordinator 1 at $45,000 p.a.
c. Fulltime/Part-time and Casual Lifeguards $136,656 pa (two lifeguards for each hour of
operation @ $18/hour)
d. Learn to Swim Instructors $21,120 (48 weeks at an average of 20 hours instruction per week
($22/hour))
8. The facility will have the following communication expenses:
a. Telephone costs of $2,400 p.a. ($1,200 old pool)
b. Internet $1,800 p.a. (no budget, old pool)
c. Postage, Stationary etc $500 p.a. (no budget)
d. Computer Software $1,000 p.a. (no budget)
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9. The facility will be required to market itself both within the residential catchment area and to
external visitors to Kaikoura. Marketing / advertising (including design, production and delivery)
will be $5,000 p.a. ($500 old pool)
10. The facility will have a range of administrative and facility costs that will be:
a. Bank/Eftpos Charges $1,500 p.a. (not shown in previous budget)
b. ACC Levy and Kiwisaver $13,000 pa (tbc - based on staff structure assumed
above),
c. Health and Safety
d. Accounting/Audit Fees (undertaken within Council)
e. Legal Fees (undertaken by Council)
f.
Insurance - Contents (based on $100k value) Provisional Sum $2,500 p.a.
g. Insurance – Building (based on $10 million asset value) Provisional Sum $30,000 p.a.
h. Consumables (cleaning, sanitary etc) will cost $2,400 pa.
11. Utilities will be a significant cost area for the facility. These costs will be:
a. Electricity and gas will be $50,000 p.a. ($4,000 old pool)
b. Waste Management will be minimal but still required $1,200 p.a. (zero in old pool)
c. Water (there is no charge for water at this point in time)
12. Repairs and Maintenance
a. Cleaning of the facility will be undertaken via a contract with an independent
organisation. This is on top of general lifeguard duties that involve regular proactive
cleaning. This contract will be worth $10,000 p.a.
b. R&M - Building interior maintenance will increase over time. A provisional sum of $8,000
average per year is allowed for
c. R&M - Building Exterior maintenance will increase over time. A provisional sum is allowed of
$5,000 average per year.
d. R&M - Plant (Filtration etc) will be as follows:
i. Pumps and general plant will be $12,000 p.a.
ii. Filters and cleaning of air handling plant will be $3,000 p.a.
iii. Chemicals will be $15,000 p.a. ($3,800 old pool)
iv. Every 2 years changing sensor dosing filters will cost $2,000.
v. Every 4 years changing the filter sand will cost $4,000.
Therefore estimated plant costs will be:
• $ $30,000 in years 1, 3, 5.
• $32,000 in year 2.
• $34,000 in year 4.
Exclusions at this point in time include depreciation on the asset, legal and accounting fees, security
services and grounds maintenance.
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12.5 Preliminary Operational Model
Base Year
Entry Fees
Programmes
Children (Learn to swim - 10
sessions)
Casual User Fees
Swimming Club
Aquatic Tourism Screening
Discounted School Entries
Total Entry Fees
Lease Spaces
Retail
Retail revenue
Naming Rights
Naming rights
TOTAL REVENUE
Less Cost of Sales
Cost of Sales - Retail
Staff Costs
Facility Manager
Marketing / Customer Co-ordinator
Lifeguards
Learn to Swim
Total Cost of Sales
GROSS PROFIT

Year 2

Year 3

Year 4

Year 5

$30,000

$30,750

$31,519

$32,307

$33,114

$97,500
$7,040
$13,000
$4,500
$152,040

$99,938
$7,040

$102,436
$7,040

$104,997
$7,040

$107,622
$7,040

$14,300
$4,500
$156,528

$15,730
$4,500
$161,225

$17,303
$4,500
$166,147

$19,033
$4,500
$171,309

n/a

n/a

n/a

n/a

n/a

$5,000

$5,100

$5,202

$5,306

$5,412

$10,000

$10,000

$10,000

$10,000

$10,000

$167,040

$171,628

$176,427

$181,453

$186,722

$1,500

$1,530

$1,561

$1,592

$1,624

$60,000
$45,000
$137,000
$21,120
$263,120

$60,900
$45,675
$139,055
$21,437
$267,067

$61,814
$46,360
$141,141
$21,758
$271,073

$62,741
$47,056
$143,258
$22,085
$275,139

$63,682
$47,761
$145,407
$22,416
$279,266

-$96,080

-$95,439

-$94,646

-$93,686

-$92,544

$2,400
$1,800

$2,448
$1,836

$2,497
$1,873

$2,547
$1,910

$2,598
$1,948

$500

$510

$520

$531

$541

$1,000

$1,020

$1,040

$1,061

$1,082

$5,000

$5,100

$5,202

$5,306

$5,412

$1,500
$13,000
$0
$0

$1,530
$13,260
$0
$0

$1,561
$13,525
$0
$0

$1,592
$13,796
$0
$0

$1,624
$14,072
$0
$0

Less Overheads
Communication Expenses
Telephone
Internet
Postage, Stationary etc
Computer Software
Marketing Expenses
Advertising
Other Administrative/Facility Costs
Bank/Eftpos Charges
ACC Levy and Kiwisaver (tbc)
Accounting/Audit Fees
Legal Fees

Kaikoura Pool Feasibility Study Report September 2017

47

Insurance - Contents
Insurance - Building
Consumables
Utilities & Gas
Electricity and Gas
Waste Management
Repairs and Maintenance
Cleaning Contracts

$50,000
$1,200

$2,550
$30,600
$2,448
$0
$51,000
$1,224

$2,601
$31,212
$2,497
$0
$52,020
$1,248

$2,653
$31,836
$2,547
$0
$53,060
$1,273

$2,706
$32,473
$2,598
$0
$54,122
$1,299

$10,000

$10,200

$10,404

$10,612

$10,824

R&M - Building Interior

$8,000

$8,160

$8,323

$8,490

$8,659

R&M - Building Exterior

$5,000

$5,100

$5,202

$5,306

$5,412

$0

$0

$0

$0

$0

$30,000

$32,000

$30,000

$34,000

$30,000

$164,300

$168,986

$169,726

$176,520

$175,371

-$260,380

-$264,425

-$264,372

-$270,207

-$267,915

R&M - Grounds Maintenance
R&M - Plant (Filtration etc)
Depreciation (straight line 50 years)
Total Overheads
Operating Surplus / Deficit

$2,500
$30,000
$2,400

Kaikoura Pool Feasibility Study Report September 2017

48

13.0 GOVERNANCE AND MANAGEMENT OPTIONS

Section Summary
The recommended governance approach is a Council owned facility with
management services contracted to a qualified organisation.
There are many different governance and management models used nationally. In very general terms the
different models tend to fall into two general categories, Council owned and operated and Council
owned and contracted management. Other options exist, such as trust owned and operated facilities, but
these tend to be the exception rather than the rule. This section assumes that the asset will most likely be
developed and owned by Council (with support from others in the community).

Council owned and operated
Under this model Council is asset developer, owner and operator. For assets such as pools that do not make
commercial profits this structure is the most common approach adopted across the country. The benefit
of such a model is that Council is in direct control of its asset and can manage the asset to meet the needs
of Council. Some Councils like this approach because they can have direct control over meeting levels of
service and responding to community requirements quickly (without a management entity between them
and the community).
However, although this model does mean Council can be very responsive it also requires the employment
of skilled staff. In smaller Councils having such staff as employees may not always align with Councils
favoured human resources approach or the organisations wider strategic drivers. It can also be harder to
attract and retain certain types of skilled employees.

Council owned and contracted management
Under this approach Council still develops and owns the asset but uses the skills of a third party to manage
it. This approach can offer smaller Councils many advantages. The management entity can be selected
to align with Councils objectives and values. Councils levels of service requirements can also be
accommodated in management agreements.
One area of benefit this model offers is around human resources, in particular sector knowledge and staff
retention. Management organisations (such as YMCA, CLM or RSTs) often manage a range of assets in
different geographic areas. They can develop processes and experience that is then transferable. It can
be used to assist management over a network of facilities.
It is also possible for these organisations to offer staff a wider range of opportunities across a network of
facilities. This makes it less likely that a facility would lose management skills in the short-term due to a facility
manger or other key staff resigning.

Proposed Approach
Based on available data we believe the best approach would be for Council to retain ownership of the
pool and contract out its management. This is the same approach that was used historically with the former
pool.
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14.0 CONCLUSIONS AND RECOMMENDATIONS
The feasibility study concluded that:
• To meet the needs of the Kaikoura community (and develop a year-round pool) a non-traditional
approach to designing, constructing and operating the proposed facility is likely to be required.
This is primarily driven by the fact that capital development budgets are likely to be tight.
• Any proposed pool needs to be attractive to a wider group of participants on an ongoing basis,
given the operational subsidy identified is modest.
• Design and build can be used to get the greatest value for money, provided the specifications for
the project are confirmed, detailed and tested. The client entity needs to be far more proactive in
safeguarding its interests in a such a development approach (such as with the use of an
independent project manager and detailed peer reviews of the design).

The feasibility study recommends that:
4. The Kaikoura District Council continues to work with Rununga to confirm a preferred site.
5. The Kaikoura District Council undertake a Design and Build procurement method under the
guidance of an experienced Aquatic Facilities Expert (and with the necessary project safeguards
in place).
6. The proposed facility is developed and owned by Kaikoura District Council while the day to day
management is contracted out to a third party.
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APPENDIX 1 – COST ESTIMATES
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APPENDIX TWO - PROCUREMENT STRATEGIES
There are many ways a company can be engaged to develop a sport and recreation facility (referred to
as procurement). The two most common procurement methods for facilities of this scale and nature are
design and build or traditional.
Traditional Method
Traditional Method is where the design elements are generally separate from the construct (or build)
process. Consultants are appointed for the design and cost control components and then a Contractor is
responsible for carrying out the instructed works to develop the sports facility.
Design and Build Method
Design and build is where the design and construction elements are generally undertaken by one
contractor. The client determines the level of information to be given to the contractor, including
performance requirements and leaves the responsibility for design and selection firmly with the contractor.
This type of procurement strategy is often used for projects that are focussed more on function than form.
Comparison of Procurement Methods
The following table compares the two procurement methods. This comparison is designed to highlight the
relative advantages and disadvantages of these methods when considering the development of a new
pool in Kaikoura.
Table A2.1 Comparison of two well-known procurement methods.
Traditional Method
Pros

Cons

Pros

Specialist consultants
can guide a more
functional outcome

Longer time frames34
(construction cannot
start until all design
work is complete)

Shorter time
(construction
begin earlier)

The
specifications
are
prescriptive,
allowing
easy
comparisons
of
construction tenders

Little or no input into
design by construction
contractor

One firm to deal with

Comparing tenders can
be difficult as each
design is different

Price certainty at the
award of a contract

Multiple
contact
points to manage

Price certainty

Variations need to be
limited to manage cost
control

Price is the “true
competitive market “
price & therefore
ensures
substantial
value for money

Price is only agreed at
end of design phase.

Price is agreed at an
earlier stage part way
through the design
stage.

Price is usually agreed
before completion of the
design therefore
the
contractor will add for
pricing risk

Design risk sits with the
contractor

Sometimes difficult to
prepare an adequate
brief

Variations (changes)
are easily managed

34

Design and Build Method
Cons
frames
can

Client changes to scope
can be expensive

Source: Sport New Zealand – Community Sport and Recreation Facility Development Guide
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Good control over
quality
of
both
specification
of
design and delivery
of final product.

Design risk sits with the
client (albeit backed
up
by consultants
Professional indemnity
insurances).

Contractor is able to
substitute lessor quality
construction to make
cost savings for the
contractor providing they
still meet the contracted
brief
Contractor is able to
substitute lessor quality
construction to make
cost savings for himself
providing he still meets
the contracted brief

Comparison
It is acknowledged that variations of these two methods exist and there are also more complex
procurement methods. For the purposes of a relatively low budget sport and recreation asset these two
methods have been identified as the most likely options35.

Note: There is a perception that a design and build procurement strategy may not deliver the quality of
construction that a traditional method would. It is important to consider that the quality of the facility is not
determined solely by the procurement strategy but through careful specification, project management
and use of expertise when required to inform a project.

35

Source: Cooperative Research Centre for Construction Innovation
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APPENDIX THREE - DROWNING STATISTICS BY ETHNIC GROUP
Ave 2011-15

2016

Young Māori People and Sport 36
The 2011 Sport NZ Young People’s Survey was a school-based survey of more than 17,000 young New Zealanders
(five to 18 years old). The survey provided information about: where and how young people took part in sport
and recreation; the time they spent taking part; the activities they took part in; and what they liked to do.
The Young People’s Survey (2011) identified that:
➢74.4% of Māori boys liked playing sport
➢64.2% of Māori girls liked playing sport
➢78.1% of Māori boys took part in games and play activities – at least once “this year”
➢84.5% of Māori girls took part in games and play activities – at least once “this year”
➢33.1% of Māori boys participated in at least one weekend event
➢30.2% of Māori girls participated in at least one weekend event
➢57.6% of Māori boys were members of sports clubs outside school
➢47.9% of Māori girls were members of sports clubs outside school
➢49.3% of Māori boys belonged to school sports teams
➢50.6% of Māori girls belonged to school sports teams
➢51.3% of Māori girls volunteered in at least one role regularly for the sport and active things they did.
Compared with all girls, Māori girls were more likely to be volunteers and to volunteer as officials, team captains
or physical activity leaders
➢Compared with all boys, Māori boys were more likely to watch family/friends play sport
➢Compared with all girls, Māori girls were more likely to watch family/friends play sport.
Young Māori are a key component of Sport NZs Community Sport focus area, Young People.
Māori represent a large proportion of the youth population and could represent one-third of all children by 2038.

36

Sourced from Maori Participation in Community Sport Review: January 2017
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APPENDIX FOUR GIS COMBINED WALK AND DRIVE TIME
ANALYSIS (10 MINUTES)
The following figure shows the drive and walk times from the preferred option (Takahanga Domain) and
the next two options (Option Two: Tar Depot Site) and (Option Five: Kaikoura Primary School). The figure
illustrates that the majority of Kaikoura residents can access all of the sites within a 10 minute drive.
Walking times of ten minutes show the Tar Depot Site cannot be accessed from the centre of town.

Takahanga
Domain and KPS
area

Tar Depot
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APPENDIX FIVE POTENTIAL SITES FOR KAIKŌURA POOL AND
SPORTS DEVELOPMENT – BRIEF SITE ASSESSMENT (BY IWI)
Note: Developed by Ngai Tahu.

1. Council land behind Innovative Waste – Scarborough St
Earthworks may be of concern, possibility to disturb ancestral archaeology of Māori origin
Land is in Crown ownership and is subject to Ngāi Tahu Right of First Refusal.
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2. Tar Depot Site (Council Land) Scarborough St
Earthworks may be concern, possibility to disturb ancestral archaeology of Māori origin
Land is in Crown ownership and is subject to Ngāi Tahu Right of First Refusal.
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3 Snushall Land – 57 Old Beach Rd
Private Land
This site has a significant creek called Te Wai o Pātiki/Middle Creek
Earthworks may be concern, possibility to disturb ancestral archaeology of Māori origin
On Coastal frontage, effects of climate change need assessed (i.e. sea level rise)
Significant area/coastline

Kaikoura Pool Feasibility Study Report September 2017

62

4 Kaikōura High School and land adjacent
Old River bed/swamplands
Earthworks may be concern, possibility to disturb ancestral archaeology of Māori origin
School land is in Crown ownership and is subject to Ngāi Tahu Right of First Refusal.

Kaikoura Pool Feasibility Study Report September 2017

63

5 Kaikōura Primary School – Front Field (Killarney
St) and back field (Yarmouth St)
Earthworks will disturb ancestral archaeology of Māori origin.
Land is in Crown ownership and is subject to Ngāi Tahu Right of First Refusal.
On Coastal frontage, effects of climate change need assessed (i.e. sea level rise)
This is a site of major significance
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6 Takahanga Domain – Killarney St/Esplanade
Inside sider former extent of Takahanga E Native Reserve.
Earthworks will disturb ancestral archaeology of Māori origin.
Land is in Crown ownership and is subject to Ngāi Tahu Right of First Refusal.
This is a site of major significance
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7 Lions Pool Site – Esplanade
On Coastal frontage, effects of climate change need assessed (i.e. sea level rise)
Significant area/coastline
Earthworks may be concern, possibility to disturb ancestral archaeology of Māori origin
Land is in Crown ownership and is subject to Ngāi Tahu Right of First Refusal.
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8 Old Blue Hotel Site – 114 Esplanade
On Coastal frontage, effects of climate change need assessed (i.e. sea level rise)
Significant area/coastline
Earthworks may be concern, possibility to disturb ancestral archaeology of Māori origin
Land is owned by Meredith Wilson and Grand Properties (2011) Ltd.
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9 Cregney Site – Beach Rd (currently multiple
properties)
On Coastal frontage, effects of climate change need assessed (i.e. sea level rise)
Earthworks may be concern, possibility to disturb ancestral archaeology of Māori origin
Land packages are owned by Rjraw Ltd, Jarose Ltd, Bridget Jane Taylor, Alistair Robert Davidson
(and Neroli Christine Davidson, Philip James Bryant), respectively
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10 South Bay Council Land (currently racecourse) – South Bay Parade
On Coastal frontage, effects of climate change need assessed (i.e. sea level rise)
Earthworks may be concern, possibility to disturb ancestral archaeology of Māori origin
Significant area/coastline
Land is in Crown ownership and is subject to Ngāi Tahu Right of First Refusal.
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11 28-32 Churchill St
Was previously meant to be a Scenic Circle, a carving was prepared, but no earth got turned
Earthworks may be concern, possibility to disturb ancestral archaeology of Māori origin
Land owned by Resort 2012 Ltd
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APPENDIX SIX ADDITIONAL SKETCH PLANS
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