
 

 

 

 
Confidential  
Council Meeting 

 

Held in the 
Council Chamber  
Nunawading Civic Centre 
on 
Monday 27 February 2023  

 

 
  Notice: Release (in part) Minutes for Item 12.1 Aquatics Service Review - 27 February 2023

On Monday 25 August 2025, Council resolved to release these minutes pending an assessment
of the report’s confidentiality to facilitate the release of the report, in whole or in part, 
to the public as appropriate.

Items as per the Local Government Act 2020 redacted refer to:

Council business information, being information that would prejudice the Council's position in 
commercial negotiations if prematurely released and private commercial information, being
information provided by a business, commercial or financial undertaking thator (ii) if released,
would unreasonably expose the business, commercial or financial undertaking to disadvantage. 
(section 3(1)(a) and g(ii)).



 

 

Recording of Meeting and Disclaimer 
 

Please note every Council Meeting (other than items deemed confidential 
under section 3 (1) of the Local Government Act 2020) is being recorded 
and streamed live on Whitehorse City Council’s website in accordance 
with Council's Live Streaming and Recording of Meetings Policy. A copy 
of the policy can also be viewed on Council’s website.  
 

The recording will be archived and made publicly available on Council's 
website within 48 hours after the meeting on www.whitehorse.vic.gov.au 
for a period of three years (or as otherwise agreed to by Council).  
Live streaming allows everyone to watch and listen to the meeting in real 
time, giving you greater access to Council debate and decision making 
and encouraging openness and transparency.  
 
All care is taken to maintain your privacy; however, as a visitor in the 
public gallery, your presence may be recorded. By remaining in the public 
gallery, it is understood your consent is given if your image is 
inadvertently broadcast.  
 

Opinions expressed or statements made by individual persons during a 
meeting are not the opinions or statements of Whitehorse City Council. 
Council therefore accepts no liability for any defamatory remarks that are 
made during a meeting. 
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Present 
 
Councillors: Cr Mark Lane   Mayor 

Cr Prue Cutts   Deputy Mayor 
Cr Blair Barker 
Cr Raylene Carr 
Cr Andrew Davenport 
Cr Tina Liu  
Cr Denise Massoud 
Cr Amanda McNeill  
Cr Andrew Munroe 
Cr Trudy Skilbeck 
Cr Ben Stennett 
 

Officers:  Simon McMillan   Chief Executive Officer 
  Stuart Cann   Director Corporate Services  

Jeff Green    Director City Development 
  Lisa Letic    Director Community Services 
  Steven White   Director Infrastructure 

Vivien Ferlaino Manager Governance and Integrity  
Carolyn Altan   Manager Strategic Communications 

and Customer Service 
Kerryn Woods   Coordinator Governance  
Sharon Lozsan   Senior Governance Officer  
Mark Hofsteter Coordinator IT Service 

Operations 
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The Meeting resumed at 9.08pm 

12 CONFIDENTIAL REPORTS 
 

This report has been prepared for consideration by Council in a 
closed meeting, pursuant to Section 66 (1) and 66 (2) (a) of the Local 
Government Act 2020. This report and information contained in it and any 
attachment is designated as confidential information pursuant to section 3 
(1) of the Local Government Act 2020. 
 
It is recommended that in accordance with Section 66(1) and 66(2)(a) of the Local 
Government Act 2020, the Council resolves to close the meeting to the public for 
the consideration of this item as the matter to be discussed is confidential 
information for the purposes of section 3(1) a and g(ii) because it is Council 
business information, being information that would prejudice the Council's position 
in commercial negotiations if prematurely released and or (ii) if released, would 
unreasonably expose the business, commercial or financial undertaking to 
disadvantage. 

This ground applies because the matter concerns information that could 
expose Council's commercial undertakings and result in a detrimental 
financial impact.  

12.1 Aquatics Service Review 

Transformation 
Executive Manager Transformation 

ATTACHMENT  
 
SUMMARY 

Whitehorse City Council has an important role in the provision of community 
access to public aquatics facilities, as part of its broader role to deliver social and 
economic outcomes for all municipal residents, visitors and businesses. 

Aquatic facilities now typically incorporate services beyond the traditional pools to 
improve social, health and wellbeing outcomes. These facilities are expensive to 
construct, maintain and operate with a relatively low financial return on 
investment. There are limited options for commercialisation with the exception of 
high yield revenue services such as learn-to-swim program delivery and gym 
membership. Due to high cost, limited competition and low financial returns, the 
role to provide public aquatics facilities has fallen to the local government sector 

Whitehorse City Council currently provides the community with access to two 
aquatics facilities Aqualink Nunawading (AQN) and Aqualink Box Hill (AQBH). 

The aquatics industry and the two Council facilities were significantly impacted by 
the COVID-19 pandemic with multiple closures limiting community access, 
disrupting user groups, tenants and staff and significantly affecting the operational 
financial performance. 
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The framework used to assess the service options contains three dimensions: 

Community Outcomes 
• Decision aligns with community priorities 
• Impact on the range, level or quality of service 
• Impact on clients, user groups and broader community 

Financial Sustainability 
• Maintain (or reduce) Council contribution to the service (financial and social 

return on investment) 
• Opportunities to improve service income (user fees or grants) 

Operational Feasibility 
• Capacity & capability of WCC to operate the service effectively 
• Compliance to legal and regulatory obligations 
• Impact to organisational risk profile  

Community Outcomes 

Community outcomes are often measured by a process known as ‘Social Return 
on Investment’ or SROI. In 2021, Royal Life Saving, on behalf of the National 
Aquatic Industry Committee (NAIC), delivered a project investigating the Social 
Health and Economic Benefits of the National Aquatic Industry Project in 
partnership with Pricewaterhouse Coopers (PwC) Australia. This project found 
that the aquatic industry enables $9+ billion in quantifiable benefits for Australians 
and the communities they live in. This report highlights that aquatics facilities, like 
AQN and AQBH, provide the following benefits: 
• Community: increased community connection supporting social cohesion and 

brings people together. 
• Wellbeing: regular physical activity improves individual physical health, 

reduces risk of mental illness and improves quality of life and wellbeing. 
• Leisure: enabler of improved personal leisure time at a compatible low cost. 
• Employment: Aqualink currently provides employment for ~300 people (77.47 

FTE) with the majority of work arrangements part-time or casual. 
• Elite Sport: provides a location for elite sport performance training and 

development with free access for Nunawading and Surrey Park Swim Clubs. 
• Local Amenity: local property value increases as people pay more to be close 

to a pool. 
• Educational: increased learn-to-swim activity improves the educational 

outcomes of children (swimming is often the child’s first experience at 
structured learning). 

• Volunteer: the sport of swimming provides opportunities and benefits from 
extensive volunteering. 

The PwC report provides a holistic view of benefits across the industry and 
recommends “strong consideration to the maintenance and development of new 
and existing aquatic facilities, particularly when looking to improve health, social 
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Activity Brief Activity Summary 
questions about employment conditions, sentiment, opportunities for 
improvement and operational values. 

Staff 
Workshops 

Several staff workshops were held to gain input into the service 
review and options development. Staff were invited to provide input 
through the Project Manager and Service Coordinator at any stage. 
Staff were kept informed throughout the process by their Service 
Coordinator. Staff were asked 
about strengths, improvements and strategic considerations relating 
to the provision of aquatic services. 

Market 
sounding 

Meetings were held in June and July 2022 with four of the main 
Aquatic and Leisure Facility contract management companies - 
YMCA Victoria, Belgravia Leisure, Aligned Leisure and Bluefit. The 
purpose of these meetings was to test the markets appetite to tender 
for Aqualink services if an external management model was 
implemented in the future. 

Councils Aqualink performance was compared against seven other similar 
Melbourne metropolitan leisure centres across two metrics for 
2017/18 and 2018/19 (pre-COVID impact): 
• Knox City Council (operated by contractor) 
• Wyndham City Council (operated by Company Limited by 

Guarantee) 
• Frankston City Council (operated by Company Limited by 

Guarantee) 
• Glen Eira City Council (Council operated – separate EA) 
• City of Maroondah (Council operated) 
• City of Monash (Council operated) 
• City of Boroondara (operated by contractor). 
Please note that, as the Aqualink, facilities do not conduct learn-to-
swim lessons directly and therefore do not have the associated 
revenue or labour costs, benchmarks and KPI’s involving total 
revenue or expenditure comparisons to other Councils and centres 
was limited. 
The University of South Australia, who have been considered the 
leaders in benchmarking for aquatic and the leisure industry over the 
last 30 years have conducted annual surveying since the early 
1990’s. Their survey tool, CERM Performance Indicator Project, has 
two distinct focus areas – Operational Management (OM) and 
Customer Service Quality (CSQ). CERM was used for benchmarking 
comparison. 

For a detailed summary of the community engagement, activities and key findings 
please see the report attachment – Community Engagement Summary. 

Financial and Resource Implications  

The financial implications of these decisions are complex and will affect 
Whitehorse City Council in the short and long term. Currently the Financial Plan 
2021-31 forecasts operational service expenditure and income based off the 
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The Service Review collaborated with a range of different stakeholders for a 
detailed summary of the engagement completed please see the above section 
titled ‘Community Engagement’. 

Conflict of Interest 
The Local Government Act 2020 requires members of Council staff, and persons 
engaged under contract to provide advice to Council, to disclose any direct or 
indirect interest in a matter to which the advice relates. Council officers involved in 
the preparation of this report have no conflict of interest in this matter. 

Conclusion 
Whitehorse City Council has an important role to provide affordable community 
access to public aquatics facilities that deliver social and economic benefit to its 
residents. The way in which the facilities are operated (management model) is at 
its discretion and will depend how to best balance the priorities, strengths and 
context of the Council. Whitehorse City Council’s strengths are responding to local 
issues, managing assets and facilitating whole-of-community outcomes, not 
making a profit. Running an Aquatics facility requires commercial acumen and 
service management in a competitive environment where the facilities are 
constantly battling to attract and retain members. The inherent nature of the Local 
Government sector means that the agility required to run a commercial enterprise 
is not part of the organisational design, culture or strengths.  

It is the Officers’ recommendation that Council resolve to: 
• Transition the management model of Council’s two Aqualink facilities from an 

in-house management model to a contract management model. This option 
will see the Aqualink facilities continue operations with a significantly lower 
operating cost for Council. Council’s role would transition to a contract 
management role (from direct service delivery). 

• Incorporate the delivery of learn-to-swim programs into the management 
model at the conclusion of its current licence arrangements. This will maximise 
the financial return on the asset investment, create industry competition for the 
contract with the inclusion of learn-to-swim, with no negative impact to 
community outcomes and allow Council to consider a redevelopment in the 
future. This option includes support for the Swim Clubs to redesign their 
operating model to ensure sustainability without reliance on the current learn-
to-swim program delivery arrangement. 

Transition planning for all options has commenced. Officers have established 
communication plans for staff, customers, partners, user groups and the broader 
community on all options and will come into effect immediately after the Council 
resolution. 
 

ATTACHMENTS 

1 Aquatics Service Review Summary Report 
Whitehorse City Council designates this attachment and the information 
contained in it as CONFIDENTIAL INFORMATION.   

2 Management Model Scenario Analysis 

Previously released in 2023 and attached below 
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Whitehorse City Council designates this attachment and the information 
contained in it as CONFIDENTIAL INFORMATION..   

3 Learn-to-Swim Financial Model - AQBH 
Whitehorse City Council designates this attachment and the information 
contained in it as CONFIDENTIAL INFORMATION.   

4 Learn-to-Swim Financial Model - AQN 
Whitehorse City Council designates this attachment and the information 
contained in it as CONFIDENTIAL INFORMATION..   

5 Community Engagement Summary 
Whitehorse City Council designates this attachment and the information 
contained in it as CONFIDENTIAL INFORMATION..   

6 Legal Advice - Industrial Relations - August 2022 
Whitehorse City Council designates this attachment and the information 
contained in it as CONFIDENTIAL INFORMATION.    
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13 CLOSURE OF MEETING 
 

The meeting closed at 9.22pm. 
 
 

These minutes are circulated subject to confirmation by Council 
at the next Council Meeting to be held on 27 March 2023. 

 
 



Attachment 1 – Aquatics Service Review Summary Report 

This report has been prepared to identify the high-level considerations of Council’s 
decision regarding aquatic services. Some elements of the original report and 
attachments remain confidential due to commercial and operational interests. 

Whitehorse City Council has an important role in the provision of community access 
to public aquatics facilities, as part of its broader role to deliver social and economic 
outcomes for all municipal residents, visitors and businesses. 

Aquatic facilities now typically incorporate services beyond the traditional pools to 
improve social, health and wellbeing outcomes. These facilities are expensive to 
construct, maintain and operate. Due to high cost, limited competition and low 
financial returns, the role to provide public aquatics facilities has fallen to the local 
government sector. 

Whitehorse City Council currently provides the community with access to two 
aquatics facilities: 

• Aqualink Nunawading (AQN) 

• Aqualink Box Hill (AQBH) 

The aquatics industry and the two Council facilities were significantly impacted by 
the COVID-19 pandemic with multiple closures limiting community access, disrupting 
user groups, tenants and staff and significantly affecting the operational financial 
performance. 

In 2022, Council commenced a Service Review to establish the: 

1. Future of Council’s role in the provision of aquatics services 

2. Future investment required in assets that are at the end of their current life 

3. Most effective way in which the facilities should operate (management 
model that includes the learn-to-swim delivery model) 

In addition to stakeholder engagement activities which are outlined later in this 
report, the Service Review undertook a comprehensive process of research, 
evaluation and assessment of which the main activities are outlined below: 
  



Activity  Brief activity summary 

Literature review Various research reports were considered in the review to 
help position the Service Review to better understand the 
current service offering, asset condition and challenges and 
the broader public value of aquatic facilities.  

Performance 
assessment 

Aqualink performance was compared against seven other 
similar Melbourne metropolitan leisure centres across two 
metrics for 2017/18 and 2018/19 (pre-COVID impact). Please 
note: as the Aqualink facilities do not conduct learn-to-swim 
lessons directly, benchmarks and KPI’s involving total 
revenue or expenditure comparisons to other Councils and 
centres was limited. 

Benchmarking 
The University of South Australia, who have been considered 
the leaders in benchmarking for aquatic and the leisure 
industry over the last 30 years have conducted annual 
surveying since the early 1990’s. Their survey tool, CERM 
Performance Indicator Project, has two distinct focus areas – 
Operational Management (OM) and Customer Service Quality 
(CSQ). CERM was used for benchmarking comparison. 

Market Sounding  Meetings were held in June and July 2022 with four of the 
main Aquatic and Leisure Facility contract management 
companies. The purpose of these meetings was to test the 
market’s potential and appetite if an external management 
model was implemented in the future. 

Financial and 
operational 
assessment and 
modelling 

A series of reliable models were used to assess and forecast 
different financial and operational scenarios. 

Assessment of current operating model and service 
enhancements were identified an assessed to inform the 
optimise option.  

 
  



Findings 

The Service Review has found: 

• Council has an important and ongoing role to provide community access to 
public aquatics facilities. This contributes to the delivery of extensive social and 
economic benefit to residents and the wider community in the form of 
community connection, improvement of health and wellbeing, local employment 
and safety outcomes. 

• There is a strong desire for Council to continue to provide two aquatic facilities 
and that Aqualink Nunawading requires a 50M pool to continue to meet user 
needs for high performance training programs. 

• There is opportunity to improve the financial operating position of the service if 
a change to this management arrangement was implemented. Council has 
limited ability to significantly improve the operating expenditure costs of the 
facilities via its current management model and learn-to-swim arrangements. 

• The Lean-to-Swim program delivery model operates under two separate 
licence arrangements which is a unique way to operate this program. These 
arrangements conclude in 2024 and 2025 which will require Council to 
undertake a public tender process to ensure best value and legislative 
compliance. There are other arrangements (not a licence arrangement) which 
could result in better operational and financial outcomes which must be 
considered. 

• Facility access arrangements with long-term user groups (including the Swim 
Clubs for their performance and squad training) are informal and ad hoc. 
Formalising these arrangements would increase transparency and formalise 
support for not-for-profit community programming. 

• Aqualink Nunawading is at the end of its asset life.  Based on all available 
information, it is estimated that the facility has a maximum of 10 years before 
the risk of asset failure is almost certain. 

• To remain financially sustainable, Council must consider options which improve 
the performance of the Aqualink facilities in order for Council to continue to 
provide two Aquatic facilities, significant financial capital investment is required 
over the next decade and beyond. As such, a key driver in developing the 
management options were to help offset these costs by keeping operations as 
efficient as possible and in accordance with the requirements of the Local 
Government Act 2020 (s.108).  

  



• A range of Management Model options were considered (including Company 
Limited by Guarantee) however, the following two options were deemed most 
viable (financially, operationally and outcomes aligned) for Whitehorse City 
Council and apply to both facilities (AQN and AQBH). 

 
Options Optimise the Status Quo Transform to maximise 

financial return 
Management 
Model 

• Retain in-house 
management model with 
operational changes 

• Contract out the 
management of both 
facilities and include 
delivery of Learn-to-
Swim 

Learn-to-Swim 
Model 

• Undertake required 
public procurement 
process for new Learn to 
Swim arrangement 

Benefits • Council continues to have 
full control over operations 
to maintain alignment with 
priority community 
outcomes and service 
delivery 

• Retains staff jobs 
• Consolidates the 

management of Council 
facilities under one model 

• No change, or enhanced 
community outcomes and 
for user group access to the 
facilities 

• No change or enhanced  
community outcomes and 
for user group access to 
the facilities 

• Significant opportunity to 
improve the overall 
service net operating 
position 

• Council’s operational risk 
reduces and so does 
liability 

• Council leverages 
provider with industry 
specific knowledge and 
expertise.  

Risks • Increasing costs are not 
addressed and cost to run 
facilities become 
unsustainable forcing 
service change. 

• This will require a change 
in organisational capacity 
and capability 

• Time imposition on 
Council to manage this 
model (opportunity costs) 

• Council’s role will change 
from service delivery to 
contract management. 

• Reduced capacity for 
Council to control and 
influence operations 
however new provider 
will provide aquatics as 
core business and likely 
high industry capacity 

 
  



Community Consultation 

The Service Review Community Consultation plan was developed in alignment with 
the Community Engagement Policy. The following table summarises the community 
engagement has been undertaken in the Service Review: 

Activity Brief activity summary 
Community 
Survey 

Aqualink Community Survey conducted in July 2022 via Council’s 
Your Say Whitehorse portal. The survey questions were based on a 
range of aquatic surveys standard questions provided by an 
independent consultant and principally sought information on 
peoples’ use of public swimming pools/leisure facilities, which 
include council, school, private and commercial centres, but not 
home facilities. 

Stakeholder 
Workshops 

Stakeholder workshops were conducted during July and August 
2022. This included workshops with: 
• Nunawading & Surrey Park Swimming Clubs 
• Aqualink members and users 
• Council Advisory Committees (Youth Representative 

Committee, Disability Advisory Committee) 
• Sport and Recreation Network 
The workshops focused on current strengths, improvement 
opportunities and their own interests/priorities relating to the Aqualink 
facilities. In addition, the Nunawading & Surrey Park Swimming Clubs 
have been kept informed on service review progress through their 
regular meetings with the operational service management team. 

Schools 
Survey 

15 local schools completed the online survey. Of the respondents 13 
were primary schools, one was a secondary college and one 
specialist school. This survey asked respondents about why they 
do/do not use Aqualink facilities and investigated ways Aqualink 
could attract higher school utilisation. 

Member and 
User Survey 

A members and user survey conducted during July 2022 received 
660 responses from members and 10 user groups. This survey 
sought current and past member sentiment and feedback on their 
experiences. 

Staff Survey An Aqualink Staff Survey was conducted in July 2022 via Council’s 
Your Say Whitehorse portal. The survey was open to all staff that 
work at the Aqualink facilities including permanent, part-time and 
casual employees. 79 people completed the survey. The survey 
asked questions about employment conditions, sentiment, 
opportunities for improvement and operational values. 

Staff 
Workshops 

Several staff workshops were held to gain input into the service 
review and options development. Staff were invited to provide input 
through the Project Manager and Service Coordinator at any stage. 



Activity Brief activity summary 
Staff were kept informed throughout the process by their Service 
Coordinator. Staff were asked about strengths, improvements and 
strategic considerations relating to the provision of aquatic services. 

 
Next Steps 

• Council will receive a report by the end of the financial year concerning the future 
investment in Aqualink Nunawading Facility 

• Officers will implement the Council resolution commencing with information to 
key stakeholders 

• This information will be made available to the public via Council’s website. 
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