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SECTION 1      EXECUTIVE SUMMARY  
 
 
STATEMENT OF UNDERSTANDING 
 
It is our understanding that the City of La Crescent has requested a preliminary study to review options 
for the existing municipal pool facility.  The goal of this assessment is to analyze the conditions of the 
existing facility and provide options for  repair, renovation, or replacement. 
 
STUDY APPROACH 
 
The study approach primarily consisted of a physical assessment of the existing swimming pool, decks, 
and pool equipment by USAquatics with the assistance of facility personnel. 
 
SCOPE OF STUDY 
 
The scope of this study covers the following areas of the facility: 

- Swimming pool structure, recirculation, filtration, and sanitation equipment. 
- Wading pool structure, recirculation, filtration, and sanitation equipment. 
- Pool decking area, diving boards, play features, etc. 
- Bathhouse and mechanical building. 
- Supporting facilities have also been briefly covered. 

 
STUDY CRITERIA 
 
The criteria used in our assessment include: 

- Pool code requirements. 
- An understanding of cause and effect associated with various aquatic designs and operating 

procedures as presented to us through the assessment, review, and design of several thousand 
aquatic facilities. 

 
INTENT OF REPORT 
 
To present a concise summary of safety, design, performance and operational issues in an effort to 
prevent patron injury and/or illness, ease operation, lower operating costs, and increase the lifespan of the 
facility while increasing patron visits and revenues. 
 
SUMMARY 
 
Based on discussions with staff, a physical assessment of the existing facility, and analysis of the existing 
conditions at the Pool Facility, USAquatics, Inc. has determined that the facility is deficient in several 
areas with respect to the state swimming pool code and is in need of renovation or replacement.  Three 
options for the municipal pool facility have been provided for analysis; (A) renovation of the existing 
facility, (B) reconstruction & expansion of the existing facility, & (C) construction of a new aquatic 
facility.  These options provide a range of facility improvements and enhancements, from simple code 
renovations to the addition of water slides and or water play features.  Each of these options is discussed 
in greater detail below.   
 
 



 
La Crescent Municipal Pool 
Preliminary Assessment   

Upon completion of the facility assessment, the pool committee met several times to discuss what the 
Needs and Wants should They City decide to pursue a renovated or new pool facility.  USAquatics 
explained the pros and cons between renovation, building within the existing pool, and building an all 
new pool facility, and answered all related questions. Below is a list of the Needs and Wants accumulated 
at our meeting:  
Needs 

 
• Zero-Depth Entry 
• Lap Lanes/Competition pool 
• Slides 
• Diving Boards ½ meter and 1 meter 
• “Friendly” – Deck showers/lockers 
• Seating and Shade 
• Concessions serving pool with seating 

area 

• Kid Slide 
• Calm zero-depth area 
• Concession to serve outside pool fence 
• Back stroke flags 
• Lifeguard storage area 
• Clean bathhouse, “not smelly” 

 
Options/ Wants 
 

• Sand tot lot 
• 2 tennis courts 

• Apple theme 
• “Green Space” 

 
Preferences 
 

• One body of water 
• Geysers 
• No Floatables 
• Cannons 
• No family change rooms 
• No/limited grass inside fence 

• Landscape beds 
• More bike racks 
• 6 lanes OK 
• 25 yard competition pool 
• “NO SUMMER WITHOUT POOL” 

 
Other Notes 
 

• 560 people used community building 
• Meeting room, space shortage 
• Community room used for meeting 

space 
• Community Ed uses building 
• Bike Shop 
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SECTION 2             IMPROVEMENT OPTIONS  
 
 
RENOVATION (OPTION A) 
 
A survey of the existing Municipal Pool was conducted by Tom Schaffer & Aaron Hunter of USAquatics, Inc., 
with the assistance of facility personnel.  The facility consists of a swimming pool, wading pool, 
bathhouse/mechanical building, and associated parking.   
 
Parking facilities are shared with the nearby athletic fields.  Based on discussions with city staff, the parking 
facilities are inadequate for the existing facility and additional parking was recommended for busy days.   
 
The facility is in operable condition, but is deficient in several areas with respect to the Minnesota State 
Swimming Pool Code.  The major deficiencies include, but are not limited to: 
 
Renovation of the existing facility proved to be a large expense for a limited return of operating the 
facility for an additional eight to ten years.  The pool is beyond its expected lifespan, and the aging of 
the pool is most concerning in the main drains.  In the 2010 swimming season, large pieces of cast iron 
were showing up in the strainer baskets, which proved to be coming from the failing main drains, 
resulting in thousands of gallons of water being lost out the bottom of the pool. In order to operate 
within State Health Code, new main drain water lines would have to be installed.  
 
In addition to the main drains, there were various other code violations and safety concerns including the 
existing filters and turnover rate of the recirculation system, pool surface, perimeter fencing, and 
bathhouse compliance issues.  
 
RECONSTRUCTION & EXPANSION (OPTION B) 
 
Reconstruction & expansion or building within the existing pool shell (Option B) is an intermediate option with 
regards to cost and facility improvements.  This option provides a new facility with the renovation of the existing 
facility with the addition of play features and desired facility upgrades.  Based on the pool committees comments 
we recommend the following work for reconstruction & expansion of the existing facility (Option B).  A diagram 
of the proposed reconstruction & expansion layout is provided in the Appendix. 
 
Option B provides a new pool facility with the same 40 year life expectancy of an all new pool construction; but 
provides savings in demolition and construction by using the existing pool shell as a form to construct the new 
pool, and potentially utilizing the existing bathhouse building structure.  
 
NEW AQUATIC FACILITY (OPTION C)  
 
The final option for consideration is complete demolition and removal of the existing facility and reconstruction 
of an entirely new aquatic facility in its place (Option C).  This would include demolition of all portions of the 
existing aquatic facility; pools, bathhouse, mechanical building, etc.  The existing parking facilities would be 
retained and reused for the new facility.  Although this option is the most expensive, it provides the greatest 
flexibility for enhancement and reconstruction with few limits to the design or layout of the new facility.  In order 
to analyze this option we have provided examples of (3) of our past projects which we believe would be a similar 
size and scope to that constructed in Plainview.  These include the Spring Grove, Sleepy Eye, & Stewartville 
aquatic centers.  A summary for each of these projects is contained in the following pages and schematic layouts 
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are provided in the Appendix (Drawings C1, C2, & C3).  An opinion of estimated construction costs for these 
facilities is also provided in Section 3. 
 
SECTION 3    PRELIMINARY COST ESTIMATES 
  
RENOVATION (OPTION A) 
 
 Renovation of Existing Pool, Wading Pool, Bathhouse 
 
Total Renovation                                                                    $ 1,035,000 
(Number correspond to USAquatics Pool Survey and Operations Report in appendix)  
 
11.  General Conditions & Professional Fees   $210,000 

12.  Overflow       $21,000 

13. Drains        $72,000 

14. Inlets        $32,000 

15. Pool Shell and Finish      $68,000 

16. In Pool Safety Equipment     $9,000 

17. Access into Pool      $16,000 

21-33. Filter system, Gauges, Pumps, Piping, Valves  $96,000 

34. Heater        $22,000 

35. Surge Capacity      $24,000 

38. Water Supply to Pool      $6,000 

41-43. Controllers, Chemical Feeders    $12,000 

65&81.Fencing and Decks      $84,000 

66. Wading Pool       $80,000 

71-73. Admissions, Locker Rooms, Concessions   $155,000 

83-86. Competitive Equipment, Shade, Safety, Lighting  $48,000 

92&93.Parking and Accessibility     $80,000 

 
 Notes:  
-Professional fees not included.  In the above estimate, fees would be 10-12% depending on total scope of work. 



 

 
La Crescent Municipal Pool 
Preliminary Assessment   

RECONSTRUCTION & EXPANSION (OPTION B) 
ITEM BASE Alternate

Lap/Diving Pool: Area 5406 sq. ft. @ 112.00$ 605,472$        -$                
Features: 1-meter diving board 11,000$          

3-meter diving board 22,000$          
AquaClimb 28,000$          

Recreation: Area 1814 sq. ft. @ 115.00$ 208,610$        
Features: Stream Jet Manifold 1,500$            

Kiddie Slide 12,000$          
Water Dome 8,500$            
Arch Jet 5,000$            

Plunge: Area 920 sq. ft. @ 118.00$ 108,560$        
Water Slide and tower 182,000$        
Waterslide 91,000$          

Total Area: 8140 sq. ft. Sub-total: 1,283,642$      -$                 

Bathhouse w/ radiant Renov Existing 2108 sq. ft. @ 90.00$   189,720$        
Admin/Conc/Staff 748 sq. ft. @ 175.00$ 130,900$        
Conc & Breeze Roof 1655 sq. ft. @ 45.00$   74,475$          
Decks & Sidewalks 15000 sq. ft. @ 7.50$     112,500$        
Night Lighting / P.A. system 40,000$          
Seed, Sod, & Landscaping 9000 sq. ft. @ 2.50$     22,500$          
Fencing 620 lin. ft. @ 35.00$   21,700$          
Parking & Drop-Off 12200 sq. ft. @ 6.50$     79,300$          
Sidewalks Ext. 2800 sq. ft. @ 7.50$     21,000$          
Shade Structures  7 ($3500 ea.) 24,500.00$      
Funiture, Fixtures, & Equipment (FFE) 48,000$          

Sub-total: 764,595.00$    -$                 

Select Demolition of Pool, Bathhouse,Walks 20,000$          
Site Work & Soils Correct 50,000$          
Utility Upgrades 20,000$          
3 Tennis Courts 18720 sq. ft. @ 12.00$   224,640$        

Sub-total: 314,640$         -$                 

Construction Sub-Total: 2,362,877$      -$                
Construction Gen. Conditions: 1.50% 35,443$          -$                
Contingency: 4.50% 106,329$        -$                

Construction Total: 2,504,650$      -$                 

Total w/ alts.: 2,504,650$      

Section A:   Aquatics

Section B:  Support Facilities

Section C:  Miscellaneous
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Specialty testing 1.00% 25,046$          -$                
Owner direct gen. conditions 1.50% 37,570$          -$                    
USAquatics fee thru Const. Docs. 7.25% 181,587$        -$                
USAquatics Bid & Const Admin fee* 1.50% * 37,570$          -$                    
Signature Aquatics Const. mgnt fee 4.50% 112,709$        -$                
Signature Aquatics const. savings -7.50% (187,849)$       -$                    
State Review & Inspections 0.50% ($15,000 max) 12,523$          -$                
City Permits & Inspections 4,000$            
 Project Total: 2,727,806$      -$                 

Total w/ alts.: 2,727,806$      

*USAquatics Bid & Construction Administration fee will adjust to 3.5% to cover additional costs to work with multiple 
contractors and/or another project management service.

Section D:  Owner costs and Professional Fees

 
NEW AQUATIC FACILITY (OPTION C) 
 
The following are approximate actual costs for the example facilities analyzed in Option C.  These numbers 
should be used for planning purposes only as a guide in determining the relative cost of a new facility versus 
renovation.  If a new facility is desired, USAquatics would be pleased to provide a schematic design and full 
preliminary budget.  
 
 
SPRING GROVE      $2,000,000  * 

SLEEPY EYE       $2,500,000 

STEWARTVILLE      $2,750,000 
 
*This estimated cost include $250,000 in-kind work. 
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SECTION 4   REVENUE  & EXPENSE PROJECTIONS 
 
  
RENOVATION (OPTION A) 
 
Because this option is limited to renovations to the existing facility, we do not foresee any major 
difference in revenue and expenses from what currently exists.  The only minor changes that we foresee 
will be a small reduction in expenses.  Because there are no amenities being added with this option, we do 
not foresee any additional revenues associated with increased patron visits, etc.  In addition, this option 
does not provide for the addition of concessions and its associated revenue generation. 
 
RECONSTRUCTION & EXPANSION (OPTION B) 
 
Projected Expenditures for New Aquatic Center 
 
 

 Projected 

Salaries $76,000 

Supplies $1,200 

Pool Chemicals $7,200 

Concession Purchases $13,000 

Uniforms $1,100 

Travel, Training Meetings $1,100 

Telephone $500 

Utilities $13,600 

Building & Equipment Repairs $1,200 

Insurance $3,000 

Improvements $1,700 

Equipment $1,300 

Miscellaneous $1,000 

Total: $121,700 
 

 
 
 
 
 
 
 
 



 

 
La Crescent Municipal Pool 
Preliminary Assessment   

Projected Revenue for New Aquatic Center 
Based on Bather Load: 
     Avg. daily 
   Batherload attendance   Revenue 
Leisure /Plunge Pool 163  98  (60%)  
- admission:        $ 35,280 
- concessions:        $ 8,820   
       Sub-total: $ 44,100 
Lap/Diving Pool  318  128 (40%)    
- admission:        $ 46,080 
- concessions:        $ 11,520 
       Sub-total: $ 71,550 
 
TOTALS  481  226    $ 115,650 
 
 Note: Revenue totals are based on a 90 day season (out of 101 possible days) and 

average attendee costs of $4.00 per day in admissions and $1.00 per day in concessions. 
 
Based on Census Information: 
 Weekly attendance figures are divided by two categories. 
  1.  City population using 23 % participation 
  2.  County Population using 1 % participation 
 
 Census Information for Litchfield: 
  1.  23 % of population of La Crescent 
   23 % of *5,114 = 1,177/weekly 
  2. 1 % of population of Houston County 
   1 % of *19,244 = 193/weekly 
   
 * Based on 2009 census information   
 
 Total weekly attendance: 1,370 persons.  
 

Using a 13 week season, this would result in a seasonal attendance of 17,810 persons. 
 

Based on average attendee costs of $4.00 per day in admissions and $1.00 per day in 
concessions, this would yield total projected revenue of $89,050 

 
Projected Expenditures vs. Revenues for New Aquatic Center 
 
 Bather Load method: $115,650; Census Method: $89,050; Avg.: $ 102,350 
 

We estimate revenue from party rentals and lessons to be $16,000.  This would result in 
net revenue of $118,350 

 
 Average Projected Revenue:  $ 118,350 
 Estimated Operating Expenses: $ 121,700 
  Operating Subsidy:   ($ 3,350) 
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There are several features which are integral to a facilities ability to break even (or make a few thousand 
dollars) so that an operational subsidy is not required.  Patrons at family aquatic centers stay longer than 
at the traditional city pools.  This extended stay requires shade, concessions, and entertainment.  The 
entertainment is reached by placing the right play features and water depths in and around the pools.  
Shade can be created with many different items such as large umbrella’s, permanent structures, or in some 
cases, trees.   
 
The most crucial element in determining if a facility will have to be subsidized, or if they will make 
money is the operations.  In order to increase your chances of breaking even or even making a profit, the 
facility must be run as a business.  Staffing is your largest expense, and therefore, it is imperative that 
schedules are well thought out and adhered to in order to reduce wasted payroll or overlapping schedules. 
If the weather is cold and cloudy and attendance is low, then, it is important to cut staffing to reflect the 
decrease in attendance while still keeping a safe amount of guards to watch the pool.   
 
Programming is the second most important element in running a profitable facility! Since The City is 
paying to heat and treat the pool water 24 hours a day, it is important to program every different pool area 
from early in the morning until late at night.  Early morning opportunities include; lap swimming, 
swimming lessons, water aerobics, tiny tots (kids 0-6), as well as multi-day camp opportunities such as 
lifeguard certification classes, junior lifeguard programs, scuba lessons, snorkeling camp.  After hours is a 
great time to offer private rentals to churches, business and community groups.   
 
A full concession stand is very important.  Keeping the patrons hydrated and fed is not only important for 
them, but a great money maker for the owner.  There is also the option of getting sponsorships for the 
concession equipment, shade structures and play features.  This is a great way to reduce the initial capital 
expenditure. 
 
Some things to consider for a concession area: 
 
CONCESSIONS 
 Possible menu/food options 
  Nachos with cheese 
  Hot dogs 
  Pizza by the slice 
  Bottled  beverages 
  Assorted Ice cream products 
  Popsicle 
  Popcorn 
  Hot pretzels 
  Assorted candy bars 
  Bagged chips 
 Price Board 
 Tables with integral benches 
 Shade structures 
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