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	SWIMMING POOL COMPLEX FEASIBILITY STUDY
Guidelines and Example Scope of Work


	


The following information is provided to assist in the development of a scope of work (SOW) for a Feasibility Study for a new and/or existing Swimming pool Complex that accurately addresses community needs and specific project requirements under the Community Conservation Partnerships Program.  This SOW can also be used to acquire a cost estimate from a qualified consultant.  

Before starting a grant application, contact the appropriate Bureau Regional Advisor to discuss the project and assist in the development of a general SOW.  Contact information is available on the Regional Staff Assignment map.  Please contact the advisor assigned to the region in which your project is located.
Swimming Pool Complex Feasibility Study
A Swimming Pool Complex Feasibility Study is professionally prepared study to determine community support, market characteristics, physical/structural assessment, and the legal/financial capability to acquire, develop/rehabilitate, manage, and sustain swimming pool complex.  A swimming pool complex may include the pool, bath house, concessions, parking, ADA access, and other site amenities.    A Feasibility Study is a prerequisite for submission of a grant application for development of a swimming pool complex.
Scope of Work (SOW)

The SOW describes specific work elements and tasks to be completed by the consultant, including deliverables and timeline. Potential consultants use the detailed SOW to develop a competitive proposal.  

Consultant Selection

Professional design consultants must be selected using a competitive Request for Proposals (RFP) process.  If a project is selected for grant funding, a detailed SOW must be submitted to the Bureau Project Manager for review and approval before issuing the RFP or awarding a contract for professional services.  The DCNR-approved RFP must be sent to at least five (5) consulting firms, if possible.  The RFP provides a detailed SOW and related requirements so that all firms are competing with the same information.  Proposals from more than one consulting firm provide an opportunity to compare different approaches to the work, various cost proposals and the level of expertise of more than one firm.  The firm selected through an RFP process does not have to be the one submitting the lowest cost proposal.  The selected proposal must be cost-effective and responsive to the community and project needs.

Swimming Pool Complex Feasibility Study
Example Scope of Work (SOW)

A Swimming Pool Complex Feasibility Study funded by the Bureau generally incorporate the work elements outlined in the following Example SOW.  Depending on agency objectives and community recreation and conservation needs, the scope of work may be modified by adding or subtracting work elements.  In preparation for the RFP process, the work elements and tasks must be further defined to fully develop the project SOW.  The Bureau Project Manager will assist the Grantee in finalizing a SOW that best meets the needs of the community, established planning standards, and grant program requirements.

A. PURPOSE, GOALS, AND OBJECTIVES

Briefly state the purpose, goals, and objectives of the feasibility study.
B. PUBLIC PARTICIPATON

Public participation is required throughout the planning process to help determine and prioritize community needs.  Public participation techniques are outlined in the Bureau’s Public Participation Guide and below.  Community involvement and engagement must prioritize diversity, equity, and inclusion to ensure feedback and recommendations that are comprehensive, appropriate, and accountable.  The narrative must include a detailed summary of the public participation methods, results, and conclusions (i.e. areas of consensus and/or contention); raw data should be included in the appendix.

1. At minimum, public participation must include:

a. Study Committee (5-9 people) – A representative and diverse study committee must be formed and meet with the planning consultant on a regular basis to provide guidance and review of the work.  Consider appointing 5-9 people to the committee.

b. Public Meetings (2 meetings) – At least two public meetings must be held and at least one must be with elected officials. The appropriate number and type of meetings will vary depending on the project scope and community needs.

c. Key Person Interviews (10-20 interviews) – A key person interview is a one-on-one discussion about a specific topic with an individual recognized or designated as a community leader.  The Study Committee should help to determine potential interviewees. Consider conducting 10-20 interviews.

2. Additional recommended public participation:

a. Citizen Survey – A random sample citizen survey is a type of opinion poll that asks residents for their perspectives on specific topics.  Describe the survey method to be used (i.e. written, telephone, internet, etc.) and the anticipated number of survey questionnaires.

b. Focus Group – A focus group provides community input from individuals with common interests. Consider focus groups comprised of neighborhood residents, elected officials, organized sports organizations, etc.

c. Planning Document Review – Review previous planning documents and consider the results of recent public participation efforts regarding parks, recreation, and open space.

C. EXISTING FACILITY ASSESSMENT (Existing Facility)
1. Current facility uses and budget
2. Operating expenses (3-year history)

3. Revenues (3-year history)
4. Organizational structure/wage scales
5. Fee structure
6. Rentals 
7. Department policies and procedures
8. Existing recreation program statistics
9. Demand for programs/services and facilities
10. Facility’s physical condition

a. Structure condition
b. Safety and security
c. Equipment and operating systems (HVAC, plumbing, electrical)
d. Maintenance
11. Existing legal agreements for compliance with Bureau ownership/control requirements, as appropriate.
D. LEGAL ANALYSIS (New Facility)

1. Does the agency have the legal authority to acquire the site?
2. If the agency purchases the site (or already owns it), can the agency obtain free and clear title, without legal restrictions on development?  If not, what restrictions will the title‑related restrictions place on the proposed development?
3. Does the agency have the authority to develop the proposed facility?
4. Does the agency have the authority to operate the proposed facility?
5. Clearly define the ownership and control of the recreation facility once developed.
6. If the agency is planning to enter into an agreement with another agency/organization to operate and maintain the recreation facility, provide draft copies of those agreements for Bureau review and approval.  Clearly define the roles and responsibilities of each agency to operate and maintain the recreation facility.

E. MARKET ANALYSIS
1. Demographic characteristics and community profile – Project a reasonable service area (using census tracts or locally recognized neighborhoods) for the proposed facility, and determine existing and projected breakdowns for:
a. Population, age, educational level, ethnicity, gender, income level
b. Businesses and schools 
c. Socio-economic trends
d. Emerging and programmatic trends
2. Comparison with national, regional and local participation statistics/trends
3. Review existing research, studies, and plans
4. Inventory of competing facilities – Provide a map which shows the names and locations of competing and similar facilities; include an assessment of overall facilities and programs offered, quality, size, fees, attendance numbers
5. Demand analysis – Provide both usage and growth rates (local, state, and national levels) for the proposed facility
F. PROGRAMMING ANALYSIS
1. General description and numbers of current and anticipated programs
2. Project component/program recommendation/prioritization
a. Validate or adjust any existing facility program
b. Determine sizing and space allocation requirements
c. Component/Program relationships and interaction
3. Develop program goals
4. Identification of renovation needs (Existing facilities only)
a. Determine renovation priorities
b. Impact on current operations

G. SITE ANALYSIS 
New Facility
1. Identify all possible sites and recommend a preference
2. Consider the following at each site:
a. Acreage, boundaries, geological and soils features, steep slopes (in excess of 15%), topography, surrounding property and uses
b. Food plains, stream corridors, subsurface and water table, wetlands
c. Vegetation and wildlife 
d. Climatic impacts
e. Utilities (water, sewer, electric)
f. Access, barriers, traffic, parking
g. Environmental impact (light, air and sound pollution and stormwater management), compatibility with existing development

3. Analyze compliance with the following:

a. Accessibility compliance with the Architectural Barriers Act of 1968, Section 504 of Rehabilitation Act of 1973, and Americans with Disabilities Act of 1990.
b. Codes and/or recommended standards. (electrical code, PA Construction Code, Uniform Construction Code, 2010 ADA Standards for Accessible Design, etc.)  
c. Address occupancy and safety requirements.

4. Existing development on site
5. Address and evaluate surrounding land use and community presence.  Identify any potential impacts the new recreation facility may have in the community.
6. Address Emergency Action Plan
Existing Facility
1. Summarize the maintenance and repair history of the pool complex.

2. Assess the existing conditions at the pool complex, and including at a minimum:

a. ANSI/NSPS-1-2003 Standard for Public Swimming Pools; ANSI/APSP/ICC 7-2013 Standard for Suction Entrapment Avoidance in Swimming Pools, Wading Pools & Spas; and ANSI/IAF 9-2005 American National Standard for Aquatic Recreation Facilities.

b. Mechanical, electrical, plumbing, structural and cosmetic conditions of pool and bathhouse (i.e. pool structure, recirculation/filtration, disinfection systems, etc.).
c. Accessibility compliance with the Architectural Barriers Act of 1968, Section 504 of Rehabilitation Act of 1973, and Americans with Disabilities Act of 1990.
d. Compliance deficiencies with codes and/or recommended standards.
e. Address all applicable occupancy and safety requirements. 
f. If any special tests are required to assess the existing systems, these tests should be specifically noted.  (i.e.  pressure testing of piping, bore testing of pool tank)
3.
Existing traffic circulation, parking, access to the site and recreation facility. 

4.
Provide a general statement of overall condition of each component. 

5.
Detail specific deficiencies where the component does not meet state and local codes (electrical code, existing occupancy requirements, PA Construction Code, Uniform Construction Code, 2010 ADA Standards for Accessible Design, etc.)  

6.
Provide detailed recommendations for needed improvements and renovation options including advantages, disadvantages and costs of each design alternative and option. 
7.
Detail probable construction costs for capital improvements, renovation options and related operating costs.

8.
Present the options to the Study Committee to select the one that best meets the community's needs and funding abilities.  Prioritize needed improvements and develop a project phasing plan.

H. GREEN DESIGN CONSIDERATIONS
1. Evaluate renewable energy sources and the best green technology solutions 
a. Solar
b. Wind
c. Geothermal
d. Heating and cooling energy reduction strategies (ex. tree planting)
2. Describe the green and sustainable practices to be included in the project
a. Provide analysis of the green elements; including cost comparisons for these elements vs. traditional development
b. Determine current carbon footprint and potential reduction
c. Complete an energy audit
d. Reduced water usage (conservation measures, rainwater collection techniques, etc.)
e. Integrate stormwater best management practices where possible
3. List materials that can be used in design and construction that are eco-friendly, made of regional content, and are recyclable.  These may include flooring, carpeting, paint, stain, insulations, wall and ceiling panels, windows, cabinets, etc.
4. Provide a cost benefit analysis of green technologies and design elements
I. LAYOUT AND DESIGN
1. DCNR Park Site Development Drawing Checklist (new facilities only) 
2. Conceptual design plans/perspectives (existing facilities only)

3. Spatial relationship of components


J. FINANCIAL and/or POOL MANAGEMENT ANALYSIS
New Facility
The acquisition/development of a new facility will require additional funds above and beyond the present budget, not only for capital expenses, but also for operating expenses such as administration, personnel, programming and maintenance.  Since not all of these costs can be covered by the current budget and staff, they must be accounted for in evaluating the financial feasibility of the new facility rather than making the assumption that the existing staff and budget can absorb these items. 
1. Acquisition and associated costs 
2. Design costs
3. Development costs: site preparation, recreational components, support facilities, utilities, amenities 
4. Initial capital outlay (equipment)
5. Debt service

6. Operation and maintenance costs. (project by major budget category for 5 years)
a. Administration: insurance, membership to professional organizations, office supplies, phone, programming, public relations, rentals, training
b. Personnel: by position, salaries/wages/benefits, contractual services
c. Supplies and material: utilities, mechanical, office, custodial, concession and retail items 

d. Maintenance equipment 
7.   Revenue (project for 5 years)  
a.
Daily admission or entrance fees
b.
Memberships (optional),
c.
Facility rental, special fees/permits
d.
Programs and services
e.
Sales (concession stand, vending, game machines, locker rental, etc.)

f.
General municipal fund support

g.
Fundraising

h. 
Other sources of income
8.
Provide cost benefit analysis of proposed capital improvement.
Existing Facility
Evaluate and address existing operations and maintenance of the facility, attendance, and revenue generating opportunities.  Tasks included under this work element should be:
1.
Develop a five-year historical summary of facility revenues and operational expenses.

2.
Develop a profile of attendance and facility users.  If available, address residency, membership vs. daily use, peak times, etc.

3.
Develop a profile of programs offered.
4.
Analyze concession operations.

5.   Analyze similar recreation facilities within the region to assess design, operations, maintenance, programming, etc. 
6.
Work with the community to evaluate its rationale for continuing to provide a recreation facility.  For example, the community may desire to keep fees low so that all residents can afford to use the facility. The decision for lower fees may warrant the need for tax support or a partnership with a non-profit organization.

7.
Provide recommendations on how to increase revenues, decrease expenses without impacting the safety of users, and improve overall facility management and services.

8.
Provide cost benefit analysis of existing and proposed capital improvement.

K. ECONOMIC IMPACT PROJECTIONS
1. Direct impact from operations
2. Indirect impact from events and activities

L. TOTAL PROJECT COST and/or PHASED CAPITAL DEVELOPMENT PROGRAM
If the proposed development cannot realistically be carried out as one complete project, develop a phased and prioritized multi-year capital development program.  This should explain the strategy for the phasing, identify which areas and facilities are to be developed in which years, and provide the costs associated with each phase.  
M. FINANCIAL OPTIONS
Based on projected costs for design, development and operation, and projected revenue, provide the various financial options for obtaining the necessary funds to design, build, operate and maintain the facility.  Project for five years, and include dollar amounts from each suggested financial source.  Include in this discussion, based on input from public meetings, surveys, meetings with public officials and agency staff, only the viable and significant sources of likely funds, such as:

1. General fund support

2. Bond sales

3. Capital campaign 

4. Charitable contributions (gifts, endowments, trusts, donations, etc.)

5. Applicable grants

6. Facility generated revenue

7. Partnerships- nonprofit, public and private sector support

N. SUMMARY OF FINDINGS AND RECOMMENDATIONS
Provide a detailed summary of study findings and recommendations of sections A through M.

Swimming Pool Complex Feasibility Study

Final Products
NARRATIVE REPORT
A draft final Feasibility Study must be reviewed and approved by the Grantee and Bureau before it is officially adopted by the Grantee.  Typically, the review process consists of reviewing a complete draft study, providing comments, and reviewing a revised draft study to ensure comments are adequately addressed.

The final Feasibility Study must be a narrative, bound report beginning with an executive summary and followed by clearly labeled sections for each of the study components in logical order.  All supporting documents and information should be included in the appendix and not in the body of the report.

Executive Summary – Briefly describe the process, priorities, and final recommendations.

A. Purpose, Goals, and Objectives
B. Public Participation
C. Existing Facility Assessment (Existing Facility)
D. Legal Analysis (New Facility)
E. Market Analysis
F. Programming Analysis
G. Site Analysis (New and/or Existing Facility)
H. Green Design Considerations
I. Layout and Design
J. Financial and/or Pool Management Analysis (New and/or Existing Facility)
K. Economic Impact Projections
L. Total Project Costs and/or Phased Capital Development Program
M. Financial Options
N. Summary of Findings and Recommendations
Appendix
REQUIRED DOCUMENT SUBMISSION
The Grantee should determine the exact number of printed and electronic copies of the Feasibility Study and state the requirement in the RFP.

The following documents must be submitted to DCNR:

· One (1) electronic PDF of the final Feasibility Study (as a single document) with the cover signed, sealed, and dated by the design consultant.

· One (1) electronic PDF of other deliverables, as applicable.
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