
Proposal	  to	  Enclose	  
Lap	  Lane	  Pool	  for	  Winter	  Use	  

Don	  Wagner,	  Phoenix	  Aquatic	  Club	  
April	  21,	  2015	  

Woodcliff Lake Old Mill Pond 
Municipal Pool 



*  Dedicated	  professional	  coach	  and	  deeply	  committed	  to	  youth	  swimming	  
*  Background	  and	  experience	  are	  the	  backbone	  to	  success:	  
*  Olympic	  Coach	  at	  Sydney	  2000	  
*  6-‐time	  US	  National	  Team	  Coach	  
*  Head	  Coach	  at	  Texas	  A&M	  
*  Head	  Coach	  at	  University	  of	  Alabama	  
*  Head	  Coach	  of	  Fullerton	  Aquatics	  Sports	  Team	  and	  Head	  Coach	  for	  Janet	  

Evans,	  4-‐time	  Olympic	  gold	  medalist	  and	  Olympic	  Hall	  of	  Famer	  
*  Assistant	  Coach	  for	  the	  Pan	  Pacific	  (1989	  and	  1991)	  
*  Assistant	  Coach	  for	  the	  Goodwill	  Games	  (1990)	  
*  Head	  Coach	  for	  the	  World	  University	  Games	  (1995)	  
*  Certified	  Pool	  Operator	  (CPO)	  

Head	  Coach	  Don	  Wagner	  
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*  Phoenix	  Aquatic	  Club	  is	  a	  non-‐profit	  club	  established	  in	  2013	  by	  Head	  Coach	  
Don	  Wagner.	  	  	  

*  A	  Level	  1	  USA	  Swimming	  club	  and	  has	  achieved	  Bronze	  Level	  status	  in	  the	  
USA	  Swimming	  National	  Club	  Excellence	  Program.	  

*  The	  club	  was	  founded	  upon	  the	  highest	  standards	  and	  goals	  of	  athleticism,	  
teamwork,	  responsibility,	  respect,	  honesty,	  academic	  and	  athletic	  excellence,	  
a	  competitive	  spirit	  and	  family.	  

*  Our	  mission	  is	  to	  provide	  the	  best	  possible	  coaching	  in	  a	  positive,	  supportive	  
and	  challenging	  atmosphere	  to	  inspire	  swimmers	  to	  rise	  to	  their	  full	  	  
potential.	  

*  Our	  goal	  is	  to	  become	  a	  top	  ranked	  nationally	  recognized	  swim	  club	  driven	  by	  
our	  best	  in	  class	  coaching	  staff,	  swim	  program,	  and	  success	  of	  our	  swimmers.	  

Phoenix	  Aquatic	  Club	  
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Those	  Were	  The	  Days	  …	  

1971	  -‐	  Old	  Mill	  Pond	  Bathing	  Beach	  in	  Woodcliff	  Lake	  was	  the	  grand-‐daddy	  of	  
Bergen’s	  sand-‐bottomed	  pools.	  	  Old	  Mill	  Pond	  dated	  to	  the	  early	  20th	  century	  
and	  was	  among	  the	  very	  first	  of	  the	  county’s	  pools.	  	  	  



*  Smaller	  families,	  summer	  homes,	  camps	  and	  a	  wide	  range	  of	  leisure	  
options	  have	  greatly	  reduced	  the	  demand	  for	  summer	  pools	  
*  Many	  summer	  pools	  are	  experiencing	  financial	  difficulties	  as	  a	  result	  

of	  declining	  membership	  
*  Increasingly,	  progressive	  towns	  and	  organizations	  are	  leveraging	  

pool	  enclosures	  to	  utilize	  their	  summer	  pools	  for	  winter	  use	  to	  
provide	  significant	  value	  for	  residents	  and	  reverse	  financial	  decline	  
*  The	  Phoenix	  Aquatic	  Club	  is	  a	  very	  successful,	  premier	  swim	  club	  

that	  needs	  an	  additional	  winter	  training	  facility	  to	  accommodate	  its	  
growing	  organization.	  

Call	  To	  Action	  
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Summer	  pools	  have	  deployed	  one	  of	  three	  strategies:	  
Hang	  On	  -‐	  cut	  costs	  to	  combat	  revenue	  decline	  

Invest	  –	  invest	  to	  improve	  the	  summer	  pool	  experience	  to	  
increase	  summer	  membership	  

Seize	  the	  Real	  Opportunity	  –	  leverage	  the	  summer	  pool	  to	  
provide	  sorely	  needed	  winter	  pool	  capacity	  to	  create	  significant	  
value	  for	  residents	  and	  a	  financially	  self-‐sustaining	  year-‐round	  
operation	  

	  

Solving	  the	  Summer	  Pool	  Problem	  
Three	  Strategies	  
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“Re-‐imagine	  your	  summer	  pool	  as	  a	  year-‐round	  operation”	  



Architectural	  Membrane	  Pool	  Enclosure	  
Inside	  View	  
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Aluminum	  Frame	  Supported	  Pool	  Enclosure	  
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Architectural	  Membrane	  Pool	  Enclosure	  
Street	  View	  

Attractive	  Aesthetics	  
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Temporary	  Seasonal	  Enclosure	  
2-‐Day	  Assembly/Disassembly	  



Winter	  Pool	  Season	  
Benefits	  

Towns	  and	  organizations	  who	  have	  installed	  a	  pool	  enclosure	  
over	  a	  summer	  lap	  pool	  for	  winter	  use	  cite	  significant	  benefits:	  
	  

-‐  Positive	  cash	  flow	  from	  winter	  operations	  
-‐  Major	  improvements	  in	  summer	  membership	  retention	  
-‐  Significant	  increase	  in	  new	  summer	  memberships	  
-‐  Operating	  cost	  savings	  
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*  Woodcliff	  Lake	  is	  winter	  pool	  “owner”	  
*  Receives	  100%	  of	  net	  income	  generated	  by	  winter	  pool	  operation	  
*  Leverages	  Phoenix	  Aquatic	  Club	  to	  mange	  pool	  operations	  

*  Phoenix	  Aquatic	  Club	  is	  “anchor	  tenant	  &	  pool	  operator”	  
*  Funds	  100%	  of	  pool	  enclosure	  investment	  
*  Pays	  annual	  lease	  to	  Woodcliff	  Lake	  for	  winter	  pool	  use	  
*  Manages	  and	  maintains	  all	  aspects	  of	  winter	  pool	  operations	  
*  Manages	  pool	  schedule	  to	  optimize	  revenue	  and	  member	  satisfaction	  
*  Markets	  winter	  pool	  to	  acquire	  additional	  sources	  of	  revenue	  (high	  school	  team,	  aqua	  

fitness,	  swim	  clinics,	  learn-‐to-‐swim	  lessons,	  etc.)	  
*  Receives	  funding	  from	  WCL	  to	  pay	  staff	  to	  manage	  pool	  operations	  

*  Each	  party	  shares	  in	  the	  initial	  investment	  to	  prepare	  the	  pool	  for	  winter	  use	  
*  Woodcliff	  Lake	  –	  pool	  and	  bathroom	  modifications	  
*  Phoenix	  Aquatic	  Club	  –	  purchase	  pool	  enclosure	  

WCL	  Winter	  Pool	  Season	  
Operating	  Model	  
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*  A	  professional	  approach	  to	  managing	  pool	  operations	  is	  critical	  to	  
ensure	  proper	  pool	  time	  allocation	  to	  optimize	  revenue	  generation	  
and	  member	  satisfaction	  

*  We	  have	  designed	  an	  initial	  program	  schedule	  that	  provides	  for:	  
*  Early	  morning	  adult	  lap	  lane	  swim	  time	  for	  early	  risers	  
*  Evening	  adult	  lap	  lane	  for	  the	  after-‐work	  crowd	  
*  All	  day	  and	  night	  family	  swim	  time	  
*  Ample	  time	  for	  Learn-‐to-‐Swim	  programs	  and	  private	  lessons	  
*  Proper	  time	  for	  Aqua	  Fitness	  classes	  and	  swim	  clinics	  
*  Proper	  time	  for	  competitive	  swim	  team	  practice	  
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WCL	  Winter	  Season	  
Pool	  Programming	  
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WCL	  Winter	  Season	  
Pool	  Schedule	  



WCL	  Winter	  Season	  Financials	  
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*  Reasonable	  investment,	  limited	  downside,	  significant	  
upside	  

*  Critical	  revenue	  drivers:	  
*  Winter	  Memberships	  –	  300	  family	  memberships	  
*  Learn-‐to-‐Swim	  Lessons	  –	  300	  kids	  learn	  to	  swim	  
*  Phoenix	  Aquatic	  Lease	  -‐	  $50,000	  annual	  rent	  
	  

*  Very	  strong	  financial	  returns	  under	  a	  range	  of	  assumptions	  
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Financial	  Discussion	  



* Required	  pool	  modifications	  
* Winterizing	  bathrooms/locker	  rooms	  
* Understanding	  traffic	  and	  parking	  
implications	  
* Understanding	  competitive	  alternatives	  

Items	  For	  Discussion	  
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*  Original	  WCL	  pool	  architect	  Wade	  Associates,	  Inc.	  provided	  an	  analysis	  of	  
required	  modifications	  for	  winter	  use	  

*  Highly	  feasible,	  reasonable	  cost	  
*  Install	  Plexiglas	  divider,	  heater	  and	  pump	  for	  lap	  lane	  pool:	  $50	  -‐	  $60K.	  

*  Also	  provides	  heater	  for	  start	  and	  end	  of	  summer	  season	  
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Pool	  Modifications	  
Feasibility	  &	  Cost	  Analysis	  

Illustrative	  Concept	  



*  We	  estimated	  that	  there	  could	  be	  up	  to	  60	  cars	  on	  site	  at	  
peak	  volume	  times.	  
*  There	  are	  over	  100	  parking	  spaces	  available	  at	  the	  site.	  
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Traffic	  &	  Parking	  
Preliminary	  Assessment	  



The	  Woodcliff	  Lake	  Winter	  Pool	  would	  appeal	  to	  individuals	  and	  families	  who	  
are	  looking	  for	  an	  affordable,	  high-‐quality	  and	  convenient	  winter	  swimming	  
experience.	  

Local	  Winter	  Pool	  Alternatives	  
Comparison	  
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* WCL	  Final	  approvals:	  	  by	  May	  15th	  
* Permit	  process:	  	  May	  15st	  –	  June	  30th	  
* Enclosure	  manufacture	  &	  delivery:	  	  June	  15th	  –	  August	  15th	  	  
* Enclosure	  installation:	  	  September	  15th	  

Next	  Steps	  &	  Timeline	  
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*  A	  pool	  does	  not	  have	  to	  be	  a	  budget	  liability	  for	  a	  municipality	  

*  The	  proposal	  to	  enclose	  the	  Woodcliff	  Lake	  lap	  lane	  pool	  will	  create	  
significant	  financial	  benefits	  for	  Woodcliff	  Lake,	  winter	  pool	  access	  for	  
Woodcliff	  Lake	  residents	  and	  an	  excellent	  winter	  training	  facility	  for	  
the	  Phoenix	  Aquatic	  Club	  	  

*  This	  proposal	  represents	  	  two	  non-‐profit	  organizations	  coming	  
together	  to	  create	  a	  self-‐sufficient	  and	  financially	  viable	  operation	  that	  
provides	  real	  value	  and	  enjoyment	  for	  the	  community	  

*  Phoenix	  Aquatic	  Club	  is	  committed	  to	  the	  success	  of	  this	  proposal	  and	  
would	  welcome	  a	  partnership	  with	  Woodcliff	  Lake	  

Summary	  
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Old	  Mill	  Pond	  Pool	  


