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The Team

Tom Schaffer

– Project Leader, Design, Estimated Costing, Operations, 
Management

Stu Isaac, President

– Project Leader-Needs, Goals, and Analysis

Duane Proell-ISG

– Program, Financial Forecasts, Design

ISG and USAquatics are Preferred Professional Providers of the     
USA Swimming Facilities Department.



Process & Methodology

• Initial discovery site visit:  March 2015

– Meetings with stakeholders, public, site visit, regional facilities 

• Presented the Preliminary Study Documents and Findings 

– June  22, 23, 2015

• Gathered Feedback

• Factored in Assumptions

• Reevaluated Program Model

• Developed 5 Year Financial Forecast-3 Options

• Developed Space Program/Allocation-3 Options

• Produced 3 Options Concept Drawings

• Updated all  Study Documents



Feedback Assumptions for Study

• Initial analysis of Indoor & Outdoor 
Aquatics and Rec/Fitness Center   

• Start with Indoor Aquatic Component 

• Assume Shafer Park site

• Begin with $5 Million project cost target 

• Develop phase plan for Fitness and    
Outdoor Pool components 

• Sustainable



Program Development
• Aquatic Recreation and Leisure
• Senior Aquatic Programs
• Water Safety and Learn to Swim
• Therapy and Rehab
• Competition, Training, Small Events

– Swimming
– Masters/Triathlon

• Fun and Family 
• Inclusive

– All Ages 
– Special needs
– Underserviced Populations

• Scheduling
• Partnership Potential
• Corporate outreach and regional attraction









• Locker rooms

 Men’s and women’s locker rooms:  1,200 sq ft

 Family/handicap changing rooms:     300 sq ft

• Restrooms 360 sq ft

• Facility management & staff offices: 555 sq ft

• Workroom 375 sq ft

• Lobby, vending, entry, access control: 530 sq ft

• Concession/Coffee shop space:      400 sq ft

• Multi-function room w/ divider 750 sq ft

• Storage (Pool, function room, offices)

Facility Amenities-All Options



• 83-87 degrees

• User Challenges with water temperatures

• 75’ X 42’

o 6 x 7' wide 25 yard lanes

o 3’6” to 6’ depth

o 3,150 square feet pool surface

o 2,430 square feet deck space

o 112,000 gallons

• Seating for 100 on and around the deck

• Open to patio/sun deck seating and green space

Main Recreational/Lap/Training Pool   
Option 1





• Programming

 Lap Swim

 Team, Masters, and Triathlon training

 Recreational programs and activities not requiring 
deep water (over 6’)

 Active/high intensity and low density aquatic fitness

 Swim lessons and pre-team programs

 Free/Open swim

 Recreational open swim and play

Main Recreational/Lap/Training Pool  
Option 1





• 86-88  degrees
• 25  feet by 50 feet 
• 3 x 50’ Lap  lanes
• 3.5 feet to 4.5 feet depth

• Side to Side slope
• Ramp and lift entry
• In-Water Bench for class staging
• Programming

o Teaching
o Learn to swim classes
o Warm water lap swimming lanes
o Aquatic fitness classes and programs
o Special Needs 
o Senior fitness
o Aquatic therapy/rehabilitation
o Event  warm-up lanes
o Warm-Water Lap lanes

Teaching/Fitness/Therapy  Pool   
Option 2 & 3





• Programming
oWater sports/recreation
oTraining –

Kids/Masters/Swimmers/Lap 
Swimming

oTeam training and events
oWater aqua exercise
oCross training/Triathlon
oLifeguard and water safety 

classes
oClimbing Wall
oSchool Programming

Main Recreational/Lap/Training  Pool  
Option 3



• Advantages
 Two Pools in Option #2 & #3

 Different Temperatures allow better quality programs and wider range of 
uses

 Warmer water space enhances learn to swim, senior, therapy, and aquatic 
fitness programming

 Provides opportunity for concurrent programming and more flexible 
scheduling

 Two Pools result in increased revenue and enhanced sustainability
 Better supports potential swim team program and events

• Disadvantages
 Two Pools result in higher up front construction costs

• Comparisons
 4 lanes only limits any team/event potential
 Loss of two lap lanes significantly reduces space for wide range of 

programs

Option Pros, Cons, and Comparisons



SPACE ALLOCATION CONCEPTS
(Gross Square Feet & Footprint)

Option #1 13,119 sq ft

Option #2 14,784 sq ft

Option #3 15,891 sq ft



5 YEAR FINANCIAL FORECAST 
OPTIONS 1, 2, 3



• Operational Expenses and Revenue
• Program Expenses and Revenue
• Year Zero-critical opening/start-up costs
• Utility costs

 Based on local rates/costs & validated through comparable facilities
 Factor in 3% inflation

• Staff Costs
• Factor in 4% escalation
• Benefits and taxes
• Program staff linked to program participation and revenue

• Long term replacement/maintenance annual accrual fund
• Growth Rates:  Yr #2 = 15%,  Yr #3 = 8%,  Yr #4-5 = 5%
• Key inclusions

• Marketing, training, CC fees, IT support, technology

• Key Exclusions
• Debt service, property tax, insurance

Financial Assumptions and Calculations



Aquatic Center Net Revenue 
(Year Three of Operation)

Expense Option 1        Option 2    Option 3

Operating Expenses 358,220          376,740      411,857
Program Expenses 83,053            83,895         87,107
TOTAL 441,273          460,634      494,964

Revenue$

Operating Revenue 223,968         241,707 276,913
Program Revenue 219,100         233,210 246,442

TOTAL 443,068         474,916 552,179     

NET (DEFICIT)                        $1,795       $14,282      $24,391



Financial Forecast Assumptions

• The Financial Forecasts are conservative

• You will have to try

• They just won’t happen by themselves

• If you Build It, They Will Come?









Site Evaluation
Shafer Park

• Community significance
 “Civic heart of Boonsboro”
 Festivals and special events

• Synergies with overall park amenities, plan, and use
• Total acreage:  33.67 acres

 9 acres for aquatic center and future rec center/outdoor pool

• Utilities extended from Potomac St.
• No zoning restrictions
• Access good from Potomac St and secondary access and trails
• Excellent orientation on site for visibility, sun angles, etc.
• Overall:  Excellent site



Phasing Option Plans

• Phase 1 Aquatics Indoor Only

• Phase 2 Recreation Center/Fitness 

• Phase 3 Outdoor Aquatics



Phase One



Phase Two 



Phase Three



Project Costing Process and Assumptions

• Based on local construction costs and national pricing 
research and recent comparable project costs

• Construction Costs-broken out by features and amenities
• Low to High range:  aesthetic and design choices and options
• Equipment
• Site work and infrastructure
• Contingency

 5% on construction
 5% on soft costs

• Contractor fees, bonds, etc.
• Architectural and Engineering (A/E) at 8% to 9%
• Annual escalation calculated at 5%



Operational & Mechanical Systems
• Top Priority

 Water Quality
 Air Quality
 Pool Tank
 Vapor Barriers

• Filter & Purification Systems
• Defender regenerative media filters
• UV System
• State of the art chemical and water quality controllers

• Pool heaters
• Pool Construction

 Myrtha Pool vs. traditional concrete

• Energy Savings
 VFDs
 Filter system

• Chemical Savings
• Water and  water to waste savings
• Long Term maintenance and replacement cost reduction



Total Project Cost Estimates
(in Millions)

2016 Estimated Cost Projections

Total Project Cost (hard and soft costs) 

OPTION 1: $  4.05 to $4.83
Average $338/sq ft

OPTION 2: $  5.88 to $6.90
Average $432/sq ft

OPTION 3: $  6.19 to $7.29
Average $424/sq ft



Project Timeline

From notice to  proceed (green light!)

• Design w/community engagement: 5 months

• Bidding/Permitting/Contracting: 2 months

• Construction: 13 months

• Commissioning/Inspection/Certification/Move In:

2 months

TOTAL PROJECT TIMELINE 22 MONTHS



Job Creation
Aquatic Center

Job Creation
Construction Jobs

20-30 construction FTE jobs over 13 months
Permanent Jobs

2 new full time management and operational jobs
Many new part-time and hourly jobs

15-20 lifeguard part-time jobs
15-20 instructor and counselor part-time positions

Over the first five years of operation:
$1,900,000 in total salaries, wages, and benefits



Next Steps

• Project design decisions

• Funding/financing developed and finalized

• Engage architect/aquatic design team

 (RFP?)

• Launch Project Timeline

• Develop management/program timeline integrated 
with project development timeline



QUESTIONS
and

DISCUSSION




