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PURPOSE AND ORIGIN

To seek a Council decision on the way forward for a community pool facility.
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EXECUTIVE SUMMARY

Council’s existing community pool facility is sited on the Esplanade. It suffered major damage to paving
and buildings during the November 2016 earthquake and has been closed since then. Swimming has
been temporarily provided for, at a lower level of service, by a “pop up” pool sited adjacent to the
Kaikōura Primary School pool. The community was consulted shortly after the November 2016
earthquake on their future desires, as part of developing the post - earthquake Reimagine Kaikōura
strategy. The two highest ranking items were for a pool and a community hub. Siting, cost and funding
information was not available at that time.
A Kaikōura Sport and Recreation Recovery Leadership Team (SRRLT) comprising the mayor,
community sport volunteer representatives and the chief executive of Sport Tasman1 was established
soon after the earthquake. The SRRLT has invested much of their own time and resources in recovery
activities with community groups, schools and Council. They have developed the proposal for a new
covered pool facility that is the primary subject for this report.
Council’s 3 Year Plan process included consultation on pool options. Council decided in July 2018 that
they had insufficient information to make a decision. A decision was deferred until December 2018 to
allow the SRRLT to provide further information.
The SRRLT then developed information on a new covered pool facility and used it to carry out
consultation on preferred pool sites and scope. Their proposal (see Appendix 1) for a new facility has
been developed from that consultation.
In addition, Council staff have worked with other community members and partners and identified
other options for a community pool.
Council staff have evaluated all developed options and recommend an interim repair of the existing
pool as the preferred option given its relative affordability and time to complete.
A Council decision is sought on how to proceed.
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RECOMMENDATION

That Council:
1. Acknowledges the work undertaken by the SRRLT to-date on this project and thanks
Sport Tasman (Nigel Muir), Mark Fissenden, Kim Boyce-Campbell and Winston Gray for
their effort in preparing their proposal for an indoor pool facility.
2. Note that the highest level of service would be provided by the indoor pool but that this
is deemed by council staff to be unaffordable to both council and ratepayers

3. Consider the pool options presented and approves the preferred option.
4. Notes that, due to the significance of the decision, options around the pool will form
part of the Annual Plan consultation 2019-2020
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POOL OPTIONS

There are four options for a way forward for the community pool.
1. Repair and improve the existing pool as an interim solution (10-20 years) (Preferred
option)
2. New indoor pool (SRRLT Proposal) located at either Scarborough Street or Churchill park
3. New open air/ outdoor pool located at either Scarborough Street or Churchill park
4. Maintain pop up pool at Kaikōura Primary
Note: The SRRLT also produced a feasibility study for a combined pool and multi-use sports hub
facility. Indicative capital costs were $20 –23 million. This option is considered unaffordable at this
time. The 3 Year plan provides for repair and refurbishment of the Memorial hall including some
enhancements to indoor sport capability.

4.1

Summary of Options

Option

Site

Repair and improve
existing for interim
use (10-20 years)
whilst work towards
a permanent future
pool continues

Esplanade

Pros

Cons

Rūnanga views

Assumptions

Most affordable
option

Unusable in
winter/poor weather

Short time frame to
deliver to provide a
facility for the
community-

Loss of momentum in
working to provide an
indoor facility in the
long term

The acting chair of Te
Rūnanga o Kaikōura has
verbally confirmed the
acceptability of the site for
interim use and noted that
the history could be
expressed as part of the
works.

Interim repair will include work
to allow improved level of service
(open more months of the year,
more funding from rates to
improve operations)

Iconic and
extraordinary
beachside location

Preferred option

Scarborough
Street or
Churchill
park

Greater usage all
round facility
To allow for
fundraising and
adequate time for
design, best-case
scenario the facility
would be operational
in 2023 at the very
earliest- pop up pool
would remain as the
pool facility. This is
considered optimistic
given the funding
challenge.

Opex (funded
from rates)

Evaluat
ion
score

$1.3million plus
cost of
improvements(
up to approx.
$950,000 for
shelter, seating
and a wet play
area)

$125-150k per
annum

14

$11M to $13.5M

$260,000 $320,000 per
annum
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Interim life of the assets (10-20
years) means work would need
to begin on a permanent solution
by 2021/22 to allow for time
required for fundraising etc.

Some improvements
could be made
affordably
New indoor pool
(SRRLT Proposal)

At least $1 million funding from
Lotteries

Capex

Highest cost &
significant rates
impact
Significant time to
deliver a facility

The acting chair of Te
Rūnanga o Kaikōura has
verbally confirmed the
acceptability of the site
options in the proposal.
Rūnanga have indicated
Takahanga domain is wāhi
tapu and as such it has
been removed from the list
of potential sites

Timeframe will be driven by
ability to secure external
funding/donations. Early
conversations indicate many
typical government/NGO funders
are unlikely to invest in a pool.
If Churchill park is the preferred
site, that any
covenant/restrictions on the land
can be lifted.
Provision of land, geotechnical
works and provision of car
parking were significant
exclusions from the capital cost
estimates.

This could
increase up to an
additional
$150,000 if
revenue
assumptions do
not eventuate.

Option

New open air/
outdoor pool

Maintain pop up
pool

Site

Pros

Scarborough
street or
Churchill
park

Same level of service
as existing pool with
improvements

Kaikōura
Primary

Lowest cost

Cons

Still unlikely to be a
year round facility

Rūnanga views

As above

Assumptions

Capex

Opex (funded
from rates)

Evaluat
ion
score

As above

$6m

$125-150k per
annum

9

That Kaikōura Primary would be
willing to continue to host the
pool onsite

-

$45,000 per
annum

4

Lower cost and
shorter time to
complete than indoor
option
Lowest level of
service
Limited period of
operation
Temporary facility

4.2
Evaluation
When considering the options the following criteria were evaluated:




Financial cost – capital and operating cost
Funding consideration – how easily can the funding be achieved and time to achieve
Level of service and contribution to community outcomes – this will range from a limited
usage during summer to ability to use all year round
 Taking future growth considerations into account e.g. ability to provide an attraction during
the winter months for local and foreign visitors
Each of these criteria have an equivalent weighting. Each are scored on a 0-5 basis, with 0 being not
feasible and 5 being excellent. The final evaluation score was derived by adding the criteria scores
together.
Options

Interim repair
and improve
existing
New indoor pool
(SRRLT Proposal)
New open air/
outdoor pool
Maintain pop up
pool

Cost
Considerations

Funding
Considerations

Level of
Service &
Community
Outcomes

Future
Considerations

Evaluation
Score

4

5

2

3

14

2

2

5

4

13

2

3

2

2

9

4

1

1

1

4

4.3 Other Criteria
4.3.1 Asset life and management
Any decision for a new pool facility will be for an asset with at least 50 years’ life. A new site should
allow for that time horizon and for future co-location of other related facilities.
Council has responsibilities under the Local Government Act for sustainable management of any
Council-owned assets. A new pool facility is expected to be owned, operated and maintained by
Council on behalf of the Community. Build quality and operation and maintenance funding must be
sufficient to provide for sustainable management.
4.3.2 Fit with vision
Council’s vision statement is;
Helping Kaikōura District move forward as a great place to live with a strong, well-connected
community, that is ecologically exemplary and economically prosperous
Provision of an increased level of service above the present temporary “pop-up” pool would be
consistent with the strong, well-connected community part of that vision provided it did not conflict
with the economically prosperous part by imposing unachievable levels of Council debt or rates
increases that impact on those who cannot afford them.
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DETAILED INFORMATION FOR OPTIONS

5.1 Repairing and improving the existing pool as an interim option (10-20 years)
Council’s community pool facility sited on the Esplanade suffered damage to paving and buildings
during the November 2016 earthquake.
5.1.1 Damage Assessments and Insurance Funding
Following the November 2016 earthquake Council commissioned Opus International Consultants Ltd
to carry out initial and then detailed damage assessments of assets including the existing pool
facility. They provided a scope for repairs to the facility and engaged an independent quantity
survey company to estimate repair costs. The estimate was $1.2M. The Opus April 2017 detailed
report was used to support Council’s material damage insurance claim. The claim was settled on a
global basis over all Council’s assets, with the pool component noted as being $300,000. Council’s 3
Year Plan includes that amount for pool purposes.
5.1.2 Geotechnical Analysis – Existing Site
A professional geotechnical assessment was carried out in August 2018 2 (see appendix 2). This
confirmed that the site itself is suitable for indefinite ongoing use. There was minor damage to the
pool structure.
A level survey by a registered surveyor showed minor settlement in the northern corner of the pool.
The effects of this on pool hydraulics could be corrected simply and at small cost.
The Opus post-earthquake damage assessment identified localised cracking in the pool structure.
This can also be corrected simply, by epoxy crack filling. The entire pool could be lined with a plastic
sheet system, which would not only provide additional waterproofing but could also be surfaced to
provide slip resistance. If repairs are made, the life of the pool structure would be extended by at
least 10 years, more likely 20.
The water pumping, filtration and chlorination systems were not damaged by the earthquake but
would require major maintenance. The location is subject to tsunami risk.
5.1.3 Site considerations
The site has panoramic mountain and sea views and is adjacent to the walkway and cycle way to the
seal colony. During heavy wave conditions the proximity of the site to the sea provides an even
more unique experience.
The adjacent reef has historical importance for Māori and the bay was used for swimming well
before Europeans arrived.
The site is currently exposed to wind and rain. The exposure could be managed by providing
suitable wind and rain shelter, to provide amenity levels similar to the outdoor pool facilities at
Tekapo, New Brighton and Hanmer. Costs of such improvements could total circa $200,000 to
$300,000.
5.1.4 Repair Costs
The current cost estimate that has been indicated to Lotteries for earthquake repair and minor
improvements is $1.3M. That is consistent with the earlier Opus $1.2M estimate.
Lotteries would fund all but the $300,000 amount from KDC’s insurance settlement. That amount
was allowed for pool work in the 3 Year Plan. Further improvements to equipment, shelter and
amenity could be made, subject to funding.
5.1.5 Operating Costs
The existing pool revenue deficit was rates funded at $75,000 per year for approximately 3 months’
operation. That was not a sustainable funding amount.

2

Lions Pool Geotechnical Factual and Interpretive Report, Jacobs NZ Ltd, 10 August 2018

Operation was heavily reliant on volunteer support, maintenance could not be adequately funded
and amenity, water quality, overall reliability and user satisfaction suffered as a result. There were a
number of health and safety concerns.
If shelter and amenity were improved the operating season could be extended and revenue could
increase. An indicative rates funding contribution would be $125,000 to $150,000 a year. Allowing
for transfer back of the current pop up pool rates funding of $45,000 per year, the net rates cost
would be in the order of $85,000 to $100,000 per year or 1.25% to 1.5% on projected rates. Debt
impact would depend on the scale of any improvements above Lotteries earthquake funding.
5.1.6 Funding Considerations
Lotteries earthquake funding is currently available for repairs and minor improvements. The
availability of that funding is reducing as time passes and the fund will not be topped up should the
funds be deleted which means there is some urgency for a decision as not to miss out.
Funds may be able to be raised for improvements such as wind shelter.
Other improvements that could be considered to increase utilisation would be spectator seating
($250,000) circa and a wet play area ($400,000).
5.1.7 Disadvantages
Disadvantages of interim repair and improvement at the existing site would include loss of the focus
and momentum that the SRRLT has brought to getting a new pool facility.
Initial strong disappointment would affect parts of the community who have been waiting for a new
“anchor project” reflecting new Kaikōura. Funders who have already committed to a new pool
would be disenfranchised.
The facility would only be utilised for summer and parts of spring and autumn.
This option would address current needs but does not take consideration of any future needs. Given
the 10-20 year estimated life of the interim repair, work would need to begin by 2021/22 towards a
new permanent solution including fundraising.
5.1.8 Delivery Timing
Should Council decide to proceed with interim repairs and improvements at the existing site, design
and cost estimating should be commenced in January 2019 to confirm the grant amount to be asked
for from Lotteries. That would lead to commissioning in time for the 2020 pool season.

5.2 SRRLT Proposal – New Indoor Pool
The SRRLT has provided the proposal at Appendix 1 for a new covered pool facility. Council’s Chief
Executive has met with the acting chair of Te Rūnanga o Kaikōura, who has verbally confirmed the
acceptability of the site options in the proposal.

5.2.1








Summary of Information from Proposal
Capital cost ranges between $10 to $13 m.
Council staff believe the costs to be closer to $13m – given that at this stage no concept
design has been undertaken, there would need to be a reasonable level of contingency
provided. At this stage it is preferable to be reasonably conservative.
Operating deficit if revenue levels achieved approximately $190,000. If revenue levels are
not attained this could increase to $416,000.
The model proposed by the SRRLT assumed the facility would be Council owned but
operated by a third party
Note
o The operating costs provided for the SRRLT do not take into consideration any
borrowing costs for the community via Council rates. For every million dollars that is
borrowed the annual cost to Council is $82,000 or approximately1.2% on rates. The
current operating cost has also not taken into account any overheads.
o Salaries for the Facility Manager and other staff are considered to be low.
o Provision has only been made for limited repairs and maintenance. If depreciation is
not funded the R&M amount would need to be increased.
There is fair degree of uncertainty associated with the funding as presented on the proposal
and more effort will be needed to be directed into attracting funding. This could take time
and affect the final delivery of a pool facility











Staff have peer reviewed the proposed funding with key funders. Details of the funding
review are provided in Appendix 2.
Experience has shown that the time taken to fund raise can take between 3-5 years.
Council’s contribution to the project is capped at $0.7m. Indicative discussion with NCTIR
and Ngai-Tahu/ Rūnanga have not indicated that any funding would be committed by them
to this project.
To be eligible for Lotteries ‘nationally significant’ funding for the indoor option Council would
need to borrow another $4 million (one third contribution to funding) to enable the
fundraising for the remainder to commence.
Council would need to recognise though that it would take time to fund raise and this could
potentially mean that Council would not be able to access the remaining funds in the Lottery
Earthquake fund.
Council would need to agree that the pop up pool would be the interim facility while fund
raising occurs and would need to work with Kaikōura Primary in this regard.

Appendix 1 further details costs and funding information
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FUNDING CONSIDERATIONS

6.1.1 Lotteries Earthquake Relief Fund
Original fund was $7.5 m, the current balance is substantially lower and is rapidly being depleted.
The fund can be applied to for funding like-for-like repairs/rebuild for earthquake damaged
facilitates. Council could apply for either to repairs at the existing site or for a new like for like
facility. Applications require contribution of insurance proceeds.
6.1.2 Lotteries Nationally Significant Projects Fund–
SRRLT’s proposal includes suggesting we apply for at least $4m of funding for the indoor pool option.
Lotteries requires at least 1/3 local and other funds in the bank. At this stage Council can only
contribute $0.7m. To be eligible for $4m of Lotteries funding, Council would have to fund $3-4m.
This would have to be raised through very significant rates rises or extensive fundraising efforts.
Fundraising the local share would take time and delay the delivery of a facility to the community.
In addition the pool would be in competition with other significant projects NZ –wide. To access the
fund the project must have compelling case for why it is a nationally or regionally significant project.
6.1.3 Central Government investment criteria
Central Government has begun measuring investment of funds through four lenses:
o
o
o
o

Human capital - our people and skills. An increased level of service would be
consistent with this
Social capital - our connections. An increased level of service would also be
consistent with this, provided costs did not inhibit social interaction
Natural capital - our environment. Depending on location and interaction, an
increased level of service could also be consistent with this
Financial and physical capital - our built and financial assets. The notes below on
debt levels and rates increases apply
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FINANCIAL IMPLICATIONS AND RISKS:

The costs and financial risks vary between options. Regardless of the options chosen, Council should
note;
• All new swimming pool builds come with high funding risks. Council has only ring-fenced
$0.7m as a contribution and would require substantial fund raising effort
•

Options for a new indoor or outdoor facility are likely to unsustainably increase Council debt.
Every $1 million we borrow increases costs by $83k (or 1.2%)

•

All options contain an element of ongoing operational cost increases to be funded from
rates. Cost increase of $69,000/year increases rates by 1%. Example scenarios are outlined
below;
(a) $200,000 per annum or

(b) $300,000 per annum
Scenario A: difference between the Revised Three-Year Plan rates forecast, and Scenario A

Scenario B difference between the Revised Three-Year Plan rates forecast, and Scenario B

7.1 Options to Mitigate Debt and Rates Impacts
Council could continue to ring-fence a capital amount for construction and an amount that would be
palatable to contribute to the operating cost.
However the pool facility and project would then need to be managed and constructed using a Trust
with no connection to Council. Trustees would be required who would be prepared to take the project
on.
7.2

3 Year Plan - Context and assumptions



Cash flow loans of $1.1 million to be repaid within 4 years



Current cash surpluses (e.g. from material damage settlement) are committed to future
spending on rebuild



Horizontal Infrastructure rebuild forecast $39.5 million - $34.5M taxpayers, $5M ratepayers



Debt limit increased to $15 million (from $12M). No borrowings were envisaged for a pool
facility



Borrowing limit of $15 million INCLUDES a $2m lending buffer for future events



If there is another significant earthquake (e.g. Alpine Fault) KDC is unlikely to receive cash
advances from the Crown



Total Rates Increases Predicted in the Three Year Plan are significant without any allowance for
increased pool operating costs.

7.2.1

Allocations and assumptions for pool related work



KDC funding from insurance settlement $300k



Operating costs $65k ($45k Sport Tasman + insurance, depreciation). (If the existing pool is
repaired on an interim basis a higher operation and maintenance cost will have to be funded.)
•
•
•
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Contributions of up to $400k towards feasibility and/or design of a new pool in
2020/2021
If a new indoor pool is feasible, all other capital costs would need to be externally
funded
Rates for operations and maintenance not coming on stream until after Three Year
Plan horizon so not included in the forecasted rates increases.

SIGNIFICANCE OF THE DECISION

This decision is considered significant in terms of Council’s Significance and Engagement Policy. A full
special consultative process may be required as the decision would entail a significant change to the
3 Year Plan. This is planned to take place in May 2019 as part of consultation on the draft Annual
Plan2019/2020.
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COMMUNITY OUTCOMES SUPPORTED
Our community is resilient, safe
and well and has their essential
needs met

Our community participates in
decisions and planning in a way
that benefits our future.

Our infrastructure, housing and
community facilities are easily
accessible, cost effective and able
to withstand our natural hazards.

Residents and visitors enjoy an
improved quality of life in our
District.

10 BACKGROUND
10.1 Public Engagement around the pool
Public engagement on the pool to date has included:
a. Engagement as part of the development of the Reimagine Kaikoura Recovery Plan
b. The opportunity to submit on the pool as part of the 3 Year Plan 2018-2021 process
c. A pool survey developed collaboratively by both SRRLT and Council and delivered
online and advertising through the Kaikoura Star, Council newsletters, through
SRRLT sector and community meetings and at community events
d. Various one-on-one or small group discussions with key stakeholders and
influencers through Council meetings, business as usual or SRRLT work.
KDC has been careful not to drive any option, including the existing pool, in isolation, and to share
verified information as it comes to hand.
Overall, all engagement has shown strong support for an indoor/covered heated pool, and there is a
clear perception that community wellbeing, health, enjoyment and safety would all be increased
with a community pool that met more needs than current available swimming facilities.
There is support for a short term solution for the summer season and while work towards a new
pool is completed is needed and recognition that repair of the existing pool would fill this need.
10.2 Reimagine Kaikoura Recovery Plan
The goal of the Reimagine Kaikōura Plan is to strengthen community resilience, safety and wellbeing;
ensure everyone in the community has their essential needs met; and enhance quality of life for
residents and visitors.
When the community was consulted shortly after the November 2016 earthquake as part of the
Reimagine Kaikoura project, their two highest ranking desires were for a new pool and a new
community hub. Siting, funding and cost information was not available at that time. Figure 1 below
is a graphic summary of the part of the feedback that was received online. When the several
references in it to a hub are combined the number of mentions for a hub was similar to the number

for a pool.

Figure 1
10.3 Three Year Plan
There were around 50 submissions from the 3 Year Plan that included public opinion on the pool. Of
those, 33 people expressed specific opinion on whether to repair the existing pool including 19
submissions that explicitly supported the repairing of the existing pool. 14 submissions explicitly did
not support the repairing of the existing pool.
For those who did not specify whether they wanted the old pool fixed in their submissions, many
just wanted a more suitable facility than was already available, to especially support the youth and
elderly in the community.
Across all submissions, there was a common theme of wanting a pool or facility to use as soon as
possible. Both those who supported the repairing of the old pool and those who didn’t thought that
a community pool was a high priority for Kaikōura (further supported by the 2017 feasibility study
conducted by the SRRLT). Youth, schools and elderly users were regularly stated as missing out on
the opportunity to learn to swim, to swim safely, to train, to compete and to enjoy swimming in
Kaikōura.
Over 90% of the High School students consulted by the Youth Council supported the fixing of the
existing pool.

The topic of families having to travel to Blenheim came up a number of times, due to there not being
a suitable swimming training facility in Kaikōura.
Financial implications of a new facility were a concern for many submitters. Concern was highlighted
over the community’s ability to fund a new facility and many were conscious that the possibility of
getting a new facility was a long term project. There was awareness that something more than the
current available pool facilities would be needed while a new pool was fundraised for, designed and
built. Issues with the current temporary swimming facilities were raised including the size (not big
enough for large amounts of children), the tent being too hot and stuffy and the opening hours
making it inaccessible for some people.
In the 3 Year Plan 2018-2021, Council deferred any decisions on the pool until December 2018 due
to lack of financial and technical information needed to make an informed decision.
In July and August 2018 the Sport and Recreation Recovery Leadership Team (SRRLT) collaborated
with council to produce and deliver a mixed methodology survey that focused on understanding
public opinion about which of three potential sites were preferred, as well as gathering insights into
public views of what facilities the final pool should deliver. This round of consultation did not
capture what the community wanted to see happen with the existing pool. A capital cost of $8M and
a rates-funded operating cost deficit of $185,000 per year were indicated.
The consultation was vigorously promoted across the community by the SRRLT. Positive responses
for an indoor covered pool were received from almost all who responded. Responses were received
from approximately 25% of all ratepayers.
10.4 SRRLT Pool Consultation
Following review of the consultation outcomes, one site (Takahanga) was removed from further
consideration for a new pool due to its cultural significance. Another potential site (at the northern
end of Churchill Park) was added and other information was reviewed.
10.5 Kaikōura Sport and Recreation Recovery Leadership Team
The Kaikōura Sport and Recreation Recovery Leadership Team (SRRLT) was established soon after
the earthquake. It comprises community sport volunteer representatives, the mayor and the chief
executive of Sport Tasman3. The SRRLT has developed and coordinated a wide range of recovery
activities with community groups, schools and Council. Their work with Sport Tasman has included
co-ordination of limited facility space after earthquake damage, event delivery and support, pop up
pool management, delivery of school holiday programmes, the launch of a new youth outdoors
programme and much other work around planning and community engagement for earthquake
recovery including a new community swimming pool. SRRLT members have given a huge investment
of time, energy, financial and other resources for the Kaikōura community.
Council has a memorandum of agreement with Sport Tasman. Sport New Zealand and Council have
co-funded feasibility studies on scope, siting and the estimated costs of a new covered pool facility
and of a new combined pool and sports hub facility. The October 2017 pool study report was
provided to Council in October 2017 and again in August 2018. A copy of the combined pool and
hub study is attached to this report as Appendix 2. The studies were carried out by a well -respected
independent consultant, include capital cost estimates by an independent quantity surveying firm,
include careful comparison with other similar facilities and form a very important part of the
decision information base.

APPENDIX 1 SPORT AND LEADERSHIP TEAM NEW POOL FACILITY PROPOSAL
Separately circulated

APPENDIX 2 COUNCIL STAFF REVIEW OF PROPOSAL COSTS AND FUNDING

APPENDIX 3 EXISTING SITE GEOTECHNICAL ASSESSMENT EXECUTIVE SUMMARY

APPENDIX 4 KAIKOURA POOL AND HUB AUGUST 2018 FEASIBILITY STUDY
Separately circulated

