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COMMUNITY SERVICES COMMITTEE 

10 JULY 2013 
1 

TOBRUK MEMORIAL POOL REDEVELOPMENT FEASIBILITY STUDY 

Casey Zepnick CZ: 19/3/74-06: #3868803 

RECOMMENDATION: 
 
It is recommended that Council: 
 
a) accepts the Tobruk Memorial Pool Redevelopment Feasibility Study 2013 as 

the basis for future redevelopment works; 
b) commits to progressing Stages 1 and 2 of the project, noting the allocation 

of $1.2m in the 2013/14 Capital Works program and the notional allocation of 
$15.5m in the 2014/15 and 2015/16 10 year Capital Works program, of which 
$6m is targeted to be sourced from other than Council revenue; 

c) progresses project implementation and sourcing targeted funding levels; 
and 

d) agrees as part of future funding strategies to proceed with an Expression of 
Interest process in accordance with the Local Government Regulation 2012 
to identify private investment options for Stage 3. 

 

EXECUTIVE SUMMARY: 
 
At the July 2012 Community Services Committee meeting, Council resolved to note the 
current performance of the Tobruk Memorial Pool and undertake a feasibility study to 
assess the best options for redevelopment. 
 
Council officers have completed a feasibility study and have worked with local architects 
and quantity surveyors to develop a three-staged approach to redevelopment. This 
staged approach includes: 
 

 Stage 1 – Replace 50m pool and upgrade plant, equipment and amenities - 
$14.7 million; 

 Stage 2 – Install leisure water, program pool and associated plant and filtration 
system - $2 million; 

 Stage 3 – Develop allied health, gym, leisure and retail area - $5 million. 
 
The delivery of Stages 1 and 2 has been included in Council’s Capital Works program 
for 2013/14 to 2015/16 as follows: 
 

2013/14 2014/15 2015/16 
Total Council 

Revenue 
External 
(Targeted)  

Total Council 
Revenue 

External 
(Targeted) 

Total Council 
Revenue 

External 
(Targeted) 

$1.2m $1.2m $- $8.3m $4.8m $3.5m $7.2m $4.7m $2.5m 
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The table above assumes Council will be able to source $6m from external sources to 
allow the delivery of the full scope of work for the $16.7m Stages 1 and 2 
 
Business planning models have forecast that the net operating cost to Council will 
decrease after the completion of stage 1 and will decrease further following each 
subsequent stage. 
 
Operating cost comparison Net operating position Depreciation Total 
Existing $(183,480) $(189,832) $(373,312)
Stage 1 $(123,197) $(294,000) $(417,197)
Stage 1 & 2 $212,925 $(334,000) $(121,075)
Stage 1, 2 & 3 $231,456 $(334,000) $(102,544)
 
NB Depreciation would not be calculated on stage 3 works as it is anticipated that 
capital expense would be provided by external investor. 
 
Stage 3 is considered an appropriate stage to pursue possible private investment 
options. 

BACKGROUND: 
 

The iconic Tobruk Memorial Pool located off Sheridan Street is the region’s highest 
profile and most visible fixed format swimming facility.  Located within the growing North 
Cairns Sporting Precinct it has geographic links to the Cairns International Tennis 
Centre and the world class home of Cairns Hockey. 
 

Over the years, a combination of changes to the leisure industry, increased competition, 
aging infrastructure and long-term management contracts have contributed to 
diminished usage of the facility.    
 

A report to the July 2012 Community Services Committee meeting brought to Council’s 
attention the state of the pool and requested a decision be made on whether the Tobruk 
Memorial Pool should be refurbished, redeveloped or decommissioned. Due to the aged 
infrastructure and deterioration of several components of the asset, Council officers, in 
association with industry experts, have determined that a refurbishment is not a 
desirable or sustainable option. 
 

Council subsequently resolved to: 
 

a) note the current condition and performance of Tobruk Pool along with the need to 
effect improvements to ensure the facility continues to meet appropriate standards 
of service and provide sustained community benefit; 

b) proceed to undertake a feasibility study, in partnership with key stakeholders 
around options for redevelopment, with funding to be sourced from the 12-13 
Capital Works budget earmarked for renewal works; and 

c) note the considerations relating to aquatic service provision across the region in 
this report and officer intention to complete an aquatic service strategy to be 
considered by Council later in the 2012/13 financial year. 

 

In response to this resolution Council has undertaken a feasibility study to consider the 
options for redevelopment of the facility. 
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COMMENT: 
 
The budgeted cost for the proposed redevelopment is $21.7 million which can be 
staged as follows: 
 

Stage 1 – $14.7m Stage 2 – $2m Stage 3 – $5m 

• Refurbish existing 
amenities 

• Retail/café space at 
entrance 

• Reception 
• New 50m pool to FINA 

specifications 
• Shade over all 25m and 

part of 50m 
• Pump/filtration and 

disinfection system 
• Service road 
• Improved North Cairns 

Sporting Precinct 
Traffic Flow/Access 

• War Memorial Walkway 

• Interactive aquatic 
leisure (wave feature) 

• Program pool 
• Event Seating 
• Pump room expansion  
• Screened service yard 

• Gym and commercial 
fitness 

• Allied health 
• Crèche  
• Retail  
• Consulting rooms 

 

 
An integral part of the redevelopment will be the retention of the original facade which is 
heritage listed and the creation of a memorial walk to commemorate the contribution 
and sacrifice of the Rats of Tobruk.  The redevelopment will also feature public art and 
suitable landscaping. 
 
Currently the pool attendance levels are below industry standard with 32,124 having 
attended the pool in the calendar year of 2012.  
 
A demand assessment has been prepared based on stakeholder consultation (existing 
users, local schools and not for profit clubs), demography and benchmarking data 
collated by the University of South Australia through the CERM Performance Indicators 
Project.  This assessment provides that Stage 1 of the redeveloped Tobruk Pool may 
conservatively expect attendance of 51,200 people per year.  This is an increase of 
59.38% from current usage data. 
 
Additional projections show an expected 26,352 users annually of the interactive 
aquatic leisure after Stage 2 and an expected 1,200 users of the gym facilities to be 
paying members following completion of Stage 3. 
 
Business planning has been undertaken showing that completion of Stage 1 of the 
project would result in a similar financial and operational subsidy as is currently 
experienced.  If Stage 1 and 2 are completed concurrently, as is proposed by this 
report, it is estimated that Council would have nil operational subsidies for running the 
facility. 
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The business model has been prepared based on the demand assessment summarised 
above and the ratepayer return on investment for each stage of the project.  A summary 
is provided below:  
 
Operating cost comparison Net operating position Depreciation Total 
Existing $(183,480) $(189,832) $(373,312)
Stage 1 $(123,197) $(294,000) $(417,197)
Stage 1 & 2 $212,925 $(334,000) $(121,075)
Stage 1, 2 & 3 $231,456 $(334,000) $(102,544)
 
NB Depreciation would not be calculated on stage 3 works as it is anticipated that 
capital expense would be provided by external investor. 

CONSULTATION: 
 
Throughout this project, considerable consultation has been undertaken with pool users, 
the wider community and key groups and stakeholders.  
 
During the consultation period Council received 444 responses made up of submissions 
from: 
 

 Pool users – 225 
 Community members (online) – 181 
 Key stakeholders (workshop) – 11 
 Groups (targeted) – 9 
 Schools – 18. 
 

The results of the survey data received determined the direction taken for 
redevelopment of the facility.  
 
Survey results indicated that the most important components for the upgraded facility 
include: 
 

 A 50m pool that complies with FINA standards 
 A heated pool for rehabilitation and swim teaching 
 Upgraded and renewed amenities and entry/kiosk 
 Leisure water area (wave pool, water play) 
 Gym and commercial fitness/allied health. 

CONSIDERATIONS: 

 
Risk Management: 
 
All components of this project will be compliant with industry standards and will align 
with the safe pool operational guidelines as stipulated by Royal Life Saving Australia. 
The project will provide a safer environment for both patrons and staff with a newer and 
compliant facility and filtration system. 
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It is anticipated that a project such as this would be an attractive option for Government 
investment, whether it be State, Federal or both. The projected cost for Stages 1 and 2 
combined come to an estimated total of $16.7 million, with up to $6m of this to be 
applied for from the Federal and State Government. 
 
Additionally in an attempt to decrease investment by Council, Council officers will 
approach potential project partners/life sponsors to be involved in the project through 
the provision of cost price/discounted materials (eg. steel, concrete) in return for long 
term signage and association with the redeveloped facility. 
 
Corporate and Operational Plans: 
 
Council’s Corporate Plan 2013-2018, Strategic Goal 1.1.2. 
 
Statutory: 
 
Nil 
 
Policy:  
 
Nil 
 
Sustainability:  
 
1. Improving Resource Efficiency 

The current Tobruk Pool facility has out-dated structures, pipework, filtration system 
and equipment that are inefficient and have regular leaks which results in the loss of 
water and chemicals that are dosed into the pool system.  The installation of new 
infrastructure and a more energy efficient filtration system will result in less cost in 
utilities and chemical costs.  
 

2. Enhancing Community Health and Wellbeing 
Significant elements of Council's network of public swimming pools have become 
antiquated and out of touch with the industry.  There is a need to look at service 
provision from a regional perspective to ensure infrastructure delivers desired 
outcomes.  The proposed redevelopment of Tobruk Pool will help the city continue to 
build its reputation as an international sports tourism destination.  In addition to this 
the community will continue to enjoy a diversity of health and physical activity 
opportunities in a variety of locations. 

 
3. Delivering Sound Governance and Economic Management 

Improved operations and efficiencies at Council's most central active aquatic facility 
will contribute favourably to Council's operating position, the regional economy as an 
employer and as a reputable destination of choice for visitors.  It will also improve 
health and social well-being amongst the immediate local community. 
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Options:  
 
1. Complete Stages 1 and 2 at $16.7 million investment and operate at nil 

operational subsidy (Recommended); 
 
a) endorses the concept for redevelopment of Tobruk Memorial Pool as outlined in 

the Redevelopment Feasibility Study 2013; 
b) proceed with detailed design and initial civil works to improve traffic access and 

car parking; 
c) lobby the State and Federal Government for a minimum contribution of $6,000,000 

to stages 1 and 2 of the development; 
d) receive a report from officers by February 2014 on the status of funding 

commitments and the residual funding required; 
e) agrees to consider funding strategies and budget allocations through future capital 

works program budget development processes;  
f) establish a working group that consists of Councillors and officers to guide the 

detailed design and initial civil works;  
g) agrees as part of future funding strategies to proceed with an Expression of 

Interest process in accordance with Section 177 of the Local Government 
(Finance, Plans and Reporting) Regulation 2010 to identify private investment 
options for Stage 3; and 

h) delegates authority to CEO in accordance Section 257 of the Local Government 
Act 2009 to negotiate and finalise all matters associated with the procurement of 
design services and completing civil works. 

 
This option will replace the current facilities with contemporary and compliant structures 
and systems, with Stage 2 works allowing the facility to provide a net return to Council 
when works are complete. An EOI/tender process will be implemented at a later date to 
pursue external commercial and capital investment. It is intended that financial 
contributions from State and Federal funding bodies would be achieved. 
 
2. Government funded Stage 1and EOI/tender for Stages 2 and 3 
 
This option would cost $14.7 million to replace the current facilities with contemporary 
and compliant structures and systems and enable the pool to run at an operating deficit 
similar to that currently subsidised by Council.  
 
An EOI/tender process would be implemented at a later date to pursue external 
commercial capital investment for Stages 2 and 3. 
 
3. EOI/tender for Stages 1, 2 and 3 – Long Term Management, all capital 

expenditure by operator 
 
This option would call for external investors to apply via EOI/tender process to fund and 
complete all capital works on the site and manage the facility through a long-term 
management contract. It is considered that this is unlikely to be successful in the current 
market and would give Council less control over the management and community 
availability of the facility. 
 
4. Replace the current pool with a basic 50 metre, eight lane swimming pool and fully 

replace the existing amenities.  
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This option, at an estimated cost of $9,682,321 would provide a safe and health 
compliant 50m pool suitable for lap swimming and regular use however would not: 
 

 Dramatically reduce Council’s operational subsidy ($183,480);  
 Be suitable for regional or high level events, an important part of positioning the 

facility as a regional aquatic centre (Cairns does not currently have a FINA 
standard pool); 

 Result in improved services, industries or community benefit; 
 Reduce public sentiment that the facilities history and prominent location 

warrants a more significant redevelopment; 
 Complement the surrounding international standard infrastructure; 
 Present great incentive for outside private investment; 
 Offer any new connection to it Tobruk heritage.  

 

ATTACHMENTS: 
 

1. (Executive) Information boards telling the story of Tobruk Memorial Pool – Past, 
present and future (6 pages). 

2. A hard copy of the Tobruk Memorial Pool Revitalisation Feasibility Study has been 
placed with the Councillor’s Administration Officer and can be viewed upon request. 

 
 
 
Casey Zepnick 
Capital Projects Officer – Parks and Leisure 
 
 
 
Brett Spencer 
Manager Parks and Leisure 
 
 
 
Ian Lowth 
General Manager Community Sport and Cultural Services 
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Attachment 1 – Story boards for Tobruk Memorial Pool Redevelopment 
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