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I. Executive Summary 

 
4Seasons Aquatic Center: (Also referred to as “4Seasons” and “4SAC”) Coming soon, to a small town 

in Southwest Kansas, a new way to spend your day, soaking up the sun and diving into the 4SAC pool.  

Introduction: 4Seasons Aquatic Center will be an aquatic facility (natatorium) for the Seward County 

community to leisurely swim. In addition to open swim, it will consist of many different programs 

including: swimming lessons; a competitive swim team; and several water exercise classes. 4Seasons 

Aquatic Center received its name because it will be fully operable during all four weather seasons. It will 

be indoors and heated making it possible to swim regardless of the weather outside. The pool will also be 

completely grounded making it safe to swim during a thunderstorm even if lightning is present. If you 

have never swam safely while watching a thunderstorm, then you should add it to your bucket list! 

Purpose: 4Seasons will operate based on its mission statement, “To provide a widely accessible aquatic 

center for safe, friendly, family orientated fun for everyone.” 4Seasons Aquatic Center will provide 

excellent lifeguarding service to our patrons each and every day. Our swim lessons program will provide 

quality instructors, which will be equipped with a separate swimming lessons certification (which is not 

common in our competitors). Our competitive swim team will provide individualized assistance in 

achieving the swimmer’s specific goals. 4Seasons will also offer two completely different aquatic 

exercise classes to accommodate two separate target markets and address several needs in the community. 

Location: The 4Seasons Aquatic Center will be built at 1531 General Welch Boulevard in Liberal, 

Kansas. Liberal is a small town (11.1 sq. mi) in Southwest Kansas located about 70 miles south of Garden 

City. Liberal has a population of just above 21,000 in 2014 and continues to grow by about 6.8% 

annually. The estimated median income in 2006 was $48,104. The majority of Liberal consists of 

Hispanic Americans (61.5%). Additionally, it consists of about 30% Caucasian Americans, 4.4% African- 

Americans, and 3.3% Asians (2014 US Census). The specific location is on the edge of town in an area 

which new businesses are beginning to emerge. The address is currently a plot of grassland surrounded by 

concrete roads.  

Organization: 4Seasons Aquatic Center will be owned and operated by Mariah Behrns. 4Seasons 

Aquatic Center will hire three certified pool operators which will work in the aquatic office and oversee 

lifeguards, help control chemicals, and assist in other daily operations. Other staff members will include: 

lifeguards, swim instructors, coaches and front desk operators.  

Request: The total startup capital needed for 4Seasons Aquatic Center is $1,736,174.68. In order to avoid 

the risk and liability of being 100% debt financed, I will be internally financing 10% of the startup funds. 

This brings me to request a 30-year loan in the amount of $1,562,557.21 at a 4.5% annual rate of interest. 

The monthly payment on the loan will be $7,917.25. 

 

 

 

 

 



 
 

II. Company Description 

 
➢ Legal Form of Business: 4Seasons Aquatic Center will be a sole proprietorship owned and operated 

by Mariah Behrns.  

➢ Effective Date of Business: Construction for 4Seasona will be immediately started following the 

approval of the loan.  

➢ Mission Statement: “4Seasons strives to provide a widely accessible aquatic center for safe, friendly, 

family orientated fun for everyone.”  

➢ Vision Statement: “4Seasons Aquatic Center strives to prepare the southwest Kansas communities to 

recognize, prevent, and act upon aquatic tragedies by teaching lifesaving skills to all participants.”  

➢ Company Governance: 4Seasons Aquatic Center will be a sole proprietorship owned and operated 

by Mariah Behrns. 4Seasons will employee many employees to fill the following job positions: 

Office Workers/ Certified Pool Operators, Front Desk Employees, Swim Team Coaches, Swim 

Instructors, and Lifeguards. In addition, 4Seasons Aquatic Center will follow all the guidelines 

enforced by the American Red Cross as well as everything included in the Kansas Code of 

Ordinances. Aquatic facilities are often overseen by state laws and statutes; however, it is important 

that 4Seasons will maintain all Local and Federal restrictions.  

➢ Company Location: 1531 General Welch Boulevard, Liberal, Kansas 67901. (See section 

“Overview of Company’s Financial Status” below to see how I chose this particular address).  

➢ Immediate Development Goals: With an immediate loan approval, ground construction will begin 

on the building site. Considering the size and nature of the proposed layout for 4Seasons Aquatic 

Center, we expect to use the remaining portion of 2019 for building purposes. Due to it being a year-

round aquatic center, we will be able to open in January of 2020. 

➢ Overview of Company’s Financial Status:  

Building: The first step in determining the cost of constructing the building is to design the 

layout. A layout of this is shown on page 20. The building will consist of locker rooms, a lobby, aquatic 



 
 

office, pump room, guard shack, and the natatorium. The natatorium will be 202 ft by 173 ft to allow 

plenty of space for the 23,224 square foot pool, the deck, and other materials. The pump room will be 

exactly 173 ft by 15 ft in order to fit the necessary pumps. The lobby will be 30 ft by 22 ft in order to 

allow for a computer desk, file cabinets, a printer, and other office materials. Based on the average space 

requirements for changing, using a restroom, showering, and lockers, the two locker rooms will be 17.5 ft 

by 39 ft. The family locker room and is designed for parents to take children of the opposite sex and for 

patrons needing additional space to change and will be equipped with several separate changing rooms 

allowing more privacy. In order to allow plenty of space for this it will be 21 ft by 14 ft. The two 

restrooms off of the main lobby will be 6 ft by 8ft and this size is based off of my research and 

measurements of ordinary bathroom fixtures. The final room will be the guard shack and will be 8 ft by 5 

ft and used for storage of lifeguard equipment as well as their personal items for the duration of their shift. 

The total square footage of the building is 54,834 sq. ft (Refer to Appendix; Figure 1: “4Seasons Aquatic 

Center Facility Layout”). According to buildingsguide.com, the average cost for a commercial insulated 

steel building is anywhere between $3.00 and $4.00 dollars per square foot (including delivery, 

foundation, and construction costs). By taking 54,834 (total sq. feet) times the average of this price range 

($3.50), our estimated total price for the building to be $191,919.00.  

Parking Lot: Based on the size of the town and our target market, 4Seasons Aquatic Center will 

hold a 100 car lot. The size of an average parking space is roughly 8 ft by 20 ft. These 100 spaces will be 

placed in 5 rows of 20 meaning we will need a 160 ft by 100 ft Parking lot. The average cost per square 

foot of a concrete driveway is $4.99. We can find the total costs by taking the 16,000 total square feet 

(160ft x 100ft) times the cost per square foot ($4.99). Parking lot lines will need to be painted and 

vehicles will need space to drive around as well, so we have increased our estimated total price for the 

parking lot as $80,000.00 (with excess) in order to accommodate these additional needs.  

Cost of the Pool: The average cost per square foot for installing a competition-sized swimming 

pool is $50.00 per square foot (Jender). 4Seasons Aquatic Center will have a 1,177,209.35-gallon pool 

consisting of 23,224 square feet. Therefore, based on the size of the pool the estimated total cost is 



 
 

$1,161,200 (23,224 x $50.00) for the pool structure itself. Another major cost for the pool will be the 

dehumidification system. On average a dehumidification system costs $25,000.00 (Jender). This brings 

the overall cost of the pool to $1,186,200.00 ($1,161,200.00 + $25,000.00). The pool will consist of six 

lap lanes and a zero entry area (slightly sloped) ranging up to 10 feet deep with a lifeguard stand on each 

side which separates the lap pool from the zero entry. For the six lap lanes alone, there will need to be a 

block of 165 ft by 50 ft pool in order to abide by the Olympic competitive swimming standards (FINA). 

The rest of the pool will be designed as an identical block as the lap lanes and a smaller square block 

which will be 82 ft by 82 ft. This design was determined in order to eliminate the majority of blind spots 

(spots that lifeguards cannot scan from a fixed position), making is safer and the best layout for lifeguards 

to maintain. The additional space in the natatorium will be used the pool deck itself. According to the 

Kansas Public Swimming Pool and Spa Operating Requirements set forth by the Environmental Health 

Division, pools must have at least four feet of unobstructed deck around the entire pool (Division).  

Land: By examining the facility layout, I can conclude that the very minimum space that I will need 

is 54,834 square feet. This is equal to 1.26 acres of land. When purchasing land, it is important that we 

allow for more than the minimum amount of space for future growth and development. 4Seasons Aquatic 

Center determined three potential locations when analyzing various options in Liberal, Kansas: 

The second option is our best because it allows plenty of space for the pool facility. As well as 

leaving additional space. This option also provides the most space for the cheapest price.  

Labor: 

Lifeguards: For safety reasons we are requiring two lifeguards to be on stand during open swim 

hours as well as during exercise classes. Kansas law requires one lifeguard per 25 patrons. This includes 

people on the pool deck, in the pool, and even the exercising instructors. We are going to have an 

1. A 1.88 acre plot of land for $409,464.

•Located at Centennial Blvd, Liberal, KS 
67901. This is considered out of town 
and is on located just off of the 
highway.

2. A 5.24 acre plot of land for $73,000.

•Located at 1531 General Welch Blvd, 
Liberal KS, 67901. This is right on the 
edge of town. 

3. Or a 0.67 acre plot of land for 
$130,676.

•Located at Tucker and Centennial Blvd, 
Liberal KS 67901. This is close to the 
first option, however this plot of land 
is home to many trees and would 
require to demolish them.



 
 

additional guard on stand during swim team practices and swim lessons. This is because during this time 

there are a bunch of children that cannot swim in our facility and an increased amount of swimmer in the 

water. During swimming meets, we will have 4 lifeguards on stand because we are counting on additional 

spectators on the sidelines watching the meet. Based on the number of lifeguards on at each time the pool 

is open plus allowing 30 minutes for an opening and closing guard to perform necessary duties, we plan 

on needing 232 hours of lifeguard coverage weekly which would equate to approximately 1,004 hours 

monthly (232 hours per week x 4.33 weeks). The median wage for a lifeguard is $8.75 an hour. We are 

going to use this median wage to predict our cost of proving lifeguard service to 4 Seasons Aquatic 

Center. Using this median wage, our total cost of lifeguards would be $8,785.00 per month (1004 hours 

monthly x $8.75 per hour). 

Swim Instructors: Based on our location and size, I am estimating that we will need to have six 

instructors for each hour of lessons. Lessons will be an hour long and we will provide four different 

levels: parent-child, beginners, youth age, and adult. 4 Seasons Aquatic Center will provide three hours of 

hour-long swimming lessons each week. This will mean that we will need to budget 51.96 hours of wages 

a month (6 instructors per lesson x 3 lessons per week). The median wage for a swim instructor is $10.00 

an hour, therefore we will spend about $519.00 on swim instructors per month (51.96 hours a month x 

$10.00 per hour). 

Swim Team Coaches: Due to our projected size, we intend to have five swim team instructors for 

our competition swim team. We have 30.31 hours a month of open swim team hours, plus we will allow 

for our coaches to have half an hour for before and after swim meets, plus an additional paid hour to 

encourage full preparation outside of the expected practicing hours to benefit our swimmers. Therefore, 

we are projecting to pay out 38.97 hours a month worth of wages for our swim instructors. Our coaches 

will be making $11.00 an hour. Based on these numbers, we can expect to pay out about $428.67 a month 

to our swim coaches (38.97 hours a month x $11.00 per hour). 



 
 

Front Desk Workers: During open swimming hours and swim meets, we will have two people 

running the front desk to allow for the best service as possible. During exercise classes, swim team 

practices, and swim lessons, we will expect to have less people in the facility at the time therefore we will 

only have one person at the front desk at those particular times. The number of hours we will be expecting 

to pay out in front desk employees is 861.67 hours or $8,496.00 a month. This is based on the median 

price for front desk workers is $9.86 an hour (861.67 hours x $9.86 per hour). 

Office Workers/Certified Pool Operators: Office workers make a median wage of $15.00 an 

hour, however ours will make more because they will be required to have a certified pool operator 

certification (CPO) in order to insure we are running our equipment effectively. This CPO certification 

will typically cost around $300.00 to obtain and is valid for five years. Employees will bear this cost upon 

hiring. Therefore, that averages a price of $60.00 a year or $5.00 a month. Consequently, we will pay our 

office workers $16.50 an hour in order to make up the certification cost. We can expect them to work 

about 30 hours a week. Accordingly, we intend to pay 389.7 hours or $6,430.05 worth of wages in a 

given month (389.7 hours x $16.50 per hour).  

     Chemicals:  

There are many chemicals that 4Seasons will need in order to properly operate and meet all 

requirements set by the Kansas Public Swimming Pool and Spa Operating Requirements and the Kansas 

Code of Ordinances. Public swimming pools are required to maintain a chlorine level between 1.0 ppm 

and 5.0 ppm while operating. The pH must be kept within 7.0 and 8.0 pm. The total alkalinity of the water 

must be greater than 80 ppm and must not exceed 180 ppm (Kansas). The following are the specific 

chemicals we expect to buy for operating the 4Seasons Aquatic Center as well as a brief description as 

what they are used for: 

 

 

 



 
 

Chemical Name What Chemical is Used For Cost of the Chemical 

Calcium Hypochlorite 
Granular Shock 

This chemical is used for shocking the pool. 
Shocking the pool is often the last resort and should 

not be overused. You would shock the pool if bodily 

fluids are present in the water or if the chlorine level 
is below a two and can’t be brought up by adding 

additional chlorine to the chlorinator.  

A 25 lb. bucket of this 
chemical costs $100.00 

and would last 

approximately 2 months.  

Granular Calcium 

Chloride (Calcium 
Hardness Increaser) 

This chemical is used to reduce the cloudiness and 

scaling of the water as well as prevent corrosion of 
the equipment in the pool. The recommended level 

is 200 ppm. 

A 25 lb. bucket of this 

chemical costs $48.00 
and would last 

approximately 6 months.  

Alkalinity up Controlling the alkalinity in the pool is important 

because it will make it easier to maintain a balanced 

pH, which in return will help balance the chlorine 

levels. When people complain of eye irritation while 
swimming, the alkalinity is often the culprit. 

A 25 lb. bucket of this 

chemical costs $39.00 

and would last 

approximately 3 months. 

Ultra-Pure TriChloro-s-

Triazetruione 
(Brominating tablets) 

This should only be added to a pool if the pool 

pump is currently pumping. This is 90% pure 
chlorine, and is the most chlorine that can be added. 

However, it should be added to a pump such as the 

skimmer, feeder, or most commonly preferred into 

the chlorinator or brominator and not directly into 
the pool.  

A 50 lb. bucket of this 

chemical costs $170.00 
and would last 

approximately 3 months. 

Sodium 

DiChloroisocyanurate 
(Sodium DiChloro) 

This chemical is used to decontaminate pool water 

by killing harmful bacteria and diseases that can be 
carried throughout the water. It is critical that this 

chemical is completely dissolved into the water 

before allowing anyone to enter the water. All 

chemical should be tested before adding Sodium 
DiChloro into the water.  

A 50 lb. bucket of this 

chemical costs $140.00 
and would last 

approximately 6 months. 

Cyanuric Acid This chemical is used as a stabilizer or conditioner 

for pool water. Indoor pools will use a minimal 
amount of cyanuric acid due to the lack of UV light 

shining on the pool. This should be added in small 

doses.  

A 50 lb. bucket of this 

chemical costs $39.00 
and would last 

approximately 12 

months. 

pH Increaser/Reducer This chemical is used to keep the pH balanced close 
to the target range of 7.5. The main reason you want 

the pH levels steady is because it will help balance 

the chlorine levels.  

A 25 lb. bucket of pH 
increaser would cost 

$44.00 and last 

approximately 2 months. 

A 30 lb. bucket of pH 
reducer would cost 

$60.00 and last 

approximately 2 months.  

Other Supplies and Materials: 4Seasons Aquatic Center will incur other minor costs associated with 

supplies and materials. An itemized account of these expenses can be found in the Supporting Documents 

“Schedule of Startup Funds Required”. 



 
 

III. Industry Analysis 
➢ Description of Industry: The Aquatic Industry continues to be steadily increasing. This is because 

there will always be a need for safe swimming facilities. As the population continues to grow, 

children will need a safe place to cool down in the scorching summer heat. In addition to the 

population growth, there is a tremendous incline in the numbers of drownings each year. With the 

operation of 4Seasons Aquatic Center, we should be able to provide a safer alternative to private, 

unguarded swimming pools or natural water sources. 

➢ Trends and Strategic Opportunities within Industry: 4Seasons Aquatic Center will be the only 

swimming facility within 68 miles that is open all four seasons and the only option for a competitive 

swim team besides a high school level. Therefore, 4Seasons will have an elite advantage over it’s 

competition due to its numerous attractions and few competitors.  

IV. Target Market 

4Seasons Aquatic Center will be targeting many customer markets due to its 4 main segments of 

operation. In each of the four subheadings below, it will define the specific target market for 

each program as well as the potentials, current patterns and sensitivities.  

➢ Target Market Defined  

4Seasons open swim is targeted at all ages. This includes families wanting bonding time, older 

children swimming with friends, lap swimmers wanting to workout, or individuals wishing to enjoy the 

pool leisurely.  

➢ Analysis of Market Potential, Current Patterns, and Sensitivities 

As the name of our program states, 4Seasons Swimming Lessons Program is designed for swimmers 

or non-swimmers of any age and all swimming skill levels. The overall goal of the program is to reduce 

the number of drownings by instilling the crucial safety skills in each of the participants at 4Seasons 

Aquatic Center. The following is the breakdown of the 4Seasons Swim Lessons levels: 

 

 

 

 

 

 



 
 

Class Recommended Age Skills Focused on 

Hatchlings 6 months – 3 years 

 

(This class is aimed at 

new parents as well. The 
parents will attend the 

sessions with the child.) 

 

➢ Acclimate child to the water 
➢ Train child on safe enter and exit of the pool 

➢ Wait for a verbal cue before entering the 

water 
➢ Inform parents of drowning dangers and how 

to be safe with child in a aquatic environment 

Paddlefish 3-6 years 

 

(and/or beginning 

swimmers) 

➢ Kicking their feet and scooping their arms in 
the water 

➢ Floating 

➢ Bobs 

➢ Calling for help 

Goldfish 6-8 years 
➢ Front stroke 

➢ All safety skills 

➢ Treading water 

Sharks 8-12 years 
➢ Perfect front stroke 

➢ Learn backstroke 

➢ Learn breaststroke 

➢ Begin to learn components of butterfly 

Stingrays 12-18 years 
➢ Perfect front stroke, backstroke, and 

breaststroke 

➢ Develop the butterfly 
➢ Improve endurance on strokes 

➢ Starting blocks, dives, flip turns, and IM’s 

Adult Swim 18+ years 
Adult swim will range from adults that do not have 

any swimming experience and are scared of the water 

to adults that want to sharpen their skills. 

4Seasons Competitive Individualized Swim Team 

4Seasons Competitive Individualized Swim Team will target children around the age of middle 

school. The reason for this target market is to allow children to get competitive experience before 

reaching the high school level. Some of these children will come new to our programs, however it is 

another option for children that have completed all levels in the 4Seasons Swim Lessons Program.  

4Seasons Exercise Classes 

4Seasons will offer two exercise classes. The first exercise class will be Aquatic Therapeutic Class 

and be aimed toward the older generations. Many medicals professionals have discovered that water can 

help solve many medical issues that arise as an individual age. The second exercise class that 4Seasons 



 
 

Aquatic Center will offer is Aqua Jive. This class will consist of upbeat music and dance moves and is 

designed for patrons to break a sweat. Aqua Jive will target young adults.   

V. Competition 
➢ Key Competitors Defined:  

Liberal, Kansas currently has only one option for public swim lessons. That option is through the 

Adventure Bay Waterpark which is run by the Liberal Kansas Recreation Department. However, there are 

two main problems with this program: Like the facility, it is seasonal and completely outdoors. This 

leaves the public lacking a program to allow children to swim 8 of the 12 months out of the year. Even 

when operable, the lessons are not ideal. The lessons take place before the waterpark opens (1 p.m.), in a 

non-temperature regulated pool. Commonly, parents complain that the lessons are taught in the coldest 

part of the day (especially at the beginning and end of season). Based on my teaching experience (in an 

indoor, heated pool) the students tend to get cold when sitting on the edge of the pool while waiting for 

their turn. Lessons taking place outdoors at a waterpark on a chilly Kansas day with the typical southwest 

wind hitting their wet swimsuits, which results in freezing children and unhappy parents. 

In addition to this swim lesson program at Adventure Bay Waterpark, there are two well-known 

individuals that teach private swim lessons in their backyards. Private pools lack lifeguards and 

significantly increase the probability of drownings and other water related injuries to occur. Typically, 

private swimming lessons are more expensive for the parents and require more trust in the instructor.  

The Liberal High School swim team is the only competitive swimming organization that 

currently resides in the town. This means that children under 13-14 years old are unable to swim 

competitively in the city limits. The closest swim club is located in Garden City and is an outside 

organization that utilizes a YMCA facility. This traveling distance is highly inconvenient for the parents 

of competitive swimmers in Liberal. 



 
 

➢ Analysis of Competitors’ Strengths and Weaknesses:  

➢ Potential Future Competitors: Being a large aquatic center in Liberal, Kansas, it will be very 

difficult for a new business in the aquatic industry to enter our market. Therefore, when assessing the 

market for future competitors our greatest threat is large corporations in surrounding cities becoming 

a competitor. This would be like the YMCA in Garden City, KS or a potential corporation coming to 

Dodge City, KS. This would be a possible future risk, however the likelihood of a out of town 

competitor harming our income would be small due to the inconvenience the driving time and 

traveling money would cause for the citizens of Seward County. 

➢ Barriers to Entry for New Competitors: As I mentioned above, the chances of a new business to 

enter the aquatic industry in Seward County is slim due to the following four barriers of entry: 

1. Seward County is not large enough to support two year-round aquatic centers.  

2. Finding another plot of land to occupy another aquatic center would be extremely difficult. 

3. The chances of hiring staff for another large aquatic center would be tough. 

4. The amount of start-up funds needed to safely run an aquatic center is immense.   

VI. Marketing Plan and Sales Strategy 

➢ Key Messages to be Communicated: 4Seasons Aquatic Center has three specific messages 

to clearly communicate to the public about its services.  

➢ Options for Message Delivery of Key Messages: 

Strengths

Adventure Bay Waterpark: Many Slides and Features.

SCCC Pool: Large lap pool, decent water depth in deep end.

Liberal Country Club: Includes a diving board and has lots of space

Weaknesses

Adventure Bay Waterpark: Only open during summer months, deepest 
section of the pool is 5ft. 

SCCC Pool: Very restricted free swim availability. 

Liberal Country Club: Not geared to younger ages, as there is not a true 
shallow end of the pool. 

Opportunities

Adventure Bay Waterpark: Has room for potential growth, however city 
commissioners have been discussing adding on to the waterpark for years 
and have not made any further moves.

SCCC Pool: Offers free swimming to students during open swim hours. 

Liberal Country Club: Is available for the club members as part of their 
membership dues. 

Threats

Advanture Bay Waterpark: Is ran by the City of Liberal, 
therefore it is harder to get budgets and expansions approved.

SCCC Pool: Has very strict open availabilities and does not have 
any growth potential for the future. 

Liberal Country Club: Is a private pool, only for members which 
limit the amount of patrons that the pool can serve. 

SWOT Analysis of 
Competitors



 
 

1. 4Seasons Aquatic Center is the safest swimming facility in Southwest Kansas. 

2. 4Seasons Aquatic Center will offer services all year. 

3. 4Seasons Aquatic Center will be a family orientated atmosphere for all ages.  

➢ Sales Procedures and Methods: 4Seasons Aquatic Center will offer 5 services to the 

community: 

1.Open Swim 

2. Exercise Classes 

3. Competitive Swim Team 

4. Swimming Lessons 

5. Renting the Pool for Events 

The Marketing Mix:  

1. Products/ Services 

4Seasons Aquatic Center will have many components which will set our facility far above 

the competition. Our most beneficial competitive gain is there are not many competitors. In 

Liberal, there is only one full time facility that is open all year and another that is only available 

during the summer. The college pool (open all year) does not run any public programs and lacks 

ability for open swim. Therefore, we are bound for success because 4Seasons Aquatic Center is 

filling a large void in the marketplace. Additional competitive advantages specific to each 

component of 4Seasons Aquatic Center is addressed in the following paragraphs.  

4Seasons Open Swim  

We are the first facility that has recognized the need for an abundance of open hours and 

offer a proposed solution. Our solution is to create the schedule of open swim hours before 

scheduling program hours. We decided that the natatorium would be open from 7am-5pm on 

weekends and 8am-10pm on weekdays. This gives the public a total of 90 open swimming hours 

in a week. At 4Season Aquatic Center, we realize that citizens of Liberal, Kansas have busy 

schedules. Therefore, we have made it a priority to give them the most possible amount of open 

swim time. 



 
 

4Seasons Exercise Classes 

4Seasons Aquatic Center will offer two classes in order to attract different groups of people. 

When looking through social media comments on our competitors, I realized that many people 

felt exercise classes were either too fast and upbeat, or too slow and boring for the participants. 

As 4Seasons Aquatic Center, we realize that it is nearly impossible to please every patron. 

However, by offering two classes of opposite paces, our goal is that patrons can find a class that 

suits their individual needs.  

4Seasons Competitive Individualized Swim Team 

The 4Seasons swim team is completely different than any other competitive program. 

Instead of the main focus being on an entire team, it is on the individual. Each member is placed 

on a “team” with a designated coach. The difference is that the individual will swim against 

everyone, including other kids with the same coach. The main idea is that the children will gain 

competitive experience and develop their personal swimming skills in order to achieve the level 

of competition they wish to swim at. 

4Seasons Swimming Lesson Program for All Ages 

4Seasons swim lessons program will be the best place for children to learn to swim while 

incorporating water safety skills. The most beneficial advantage of our swim lessons program is 

that it is based majority on skill level rather than the child’s age. We have a target age group for 

each level, however, this is only a starting point for brand new children to the program.  For 

example, a child that is 7 years old would fall into the targeted age for the Goldfish level, but if 

the child is behind and lacking the skills of the rest of the classmates, then we will move the kid 

into the Paddlefish level. However, if the kid is above skill lever, then we will replace that child 

to the Shark level. 4Seasons Aquatic Center recognizes that in order for children to have fun in 

the water and thrive, we must place them in the correct level that matches their swimming ability 



 
 

it would be counteractive for children to be stuck in a improper level based on their birthdate. 

Another reason parents will enroll their children in our program is because our instructors will be 

certified. This is an idea that is currently only being used on a large scale by the YMCA. During 

the majority of the year, there aren’t currently public options for a child to enroll in swim 

lessons. The only public option for swim lessons in Liberal, Kansas is Adventure Bay 

Waterpark. Their instructors are not required to be certified other than basic CPR and first aid. 

Therefore, having our instructors certified will drag parents to our facility rather than our 

competitors.  

2. Price 

4Seasons Open Swim  

The moment a person steps into the 4Seasons Aquatic Center, they are considered a patron. 

At the front desk the patrons will be greeted by front desk employees and choose from one of the 

three following payment options:  

1. Individual Pass:  

Infant (under 2 year old) $1.50 

Child (2-8 Years of age) $3.00 

Adult (8+) $5.00 

2. Family Pass: 

Two adults and up to three children. $15.00 

3. Group Pass:  

Group of 5 swimmers $20.00 

Group of 10 swimmers $38.00 

Group of 15+ swimmers $52.00 + $1.00 each additional swimmer above 15 

Once paying admission, swimmers will be stamped on their left hand to allow them in the 

water. The patron will then enter the natatorium through the main door located in the lobby and 

visit the appropriate locker room. In accordance to public Swimming Pool and Spa 

Requirements, patrons will also be required to shower before entering the pool. (Division).  



 
 

Throughout their swim, they will be served and protected by lifeguards. The 4Seasons lifeguards 

will be actively scanning the water and the pool deck and ready to respond to any injury that 

might occur and are expected to build relationships with the patrons while answering any 

questions the patrons might have. When it is time to go home, they will visit the locker rooms 

and exit through the main doors. The stamp they received when arriving will allow them back 

into the pool for the rest of the day if they choose to return for open swim. This encourages 

students to practice and parents to bring children back to swim, free of price, to establish 

enjoyment of the water.  

4Seasons Exercise Classes 

Exercise class participants will be granted access to the facility by purchasing one of the 

three options listed above in the 4Seasons Open Swim section or by purchasing a Class Pass. A 

class pass will cost $7.00 and grant the individual access to the natatorium during class hours. 

Another option of payment for exercise classes is a monthly pass which can be used for exercise 

class time only and grant an individual access for the entire month. Monthly passes will be 

$150.00. After entering, patrons will access the locker room and make their way to the pool deck 

where they will begin the class. Throughout the duration of the exercise class hours, they will be 

served by the exercise instructor and the lifeguards. After the class is over, they will return to the 

locker room and the exit the natatorium through the main lobby.  

4Seasons Swimming Lessons 

Patrons wishing to sign up for swim lessons will do so at the front desk located in the lobby. 

They will pay the monthly fee of $38.00 and be placed in a temporary class based on their age. 

During the first lesson, children can be moved into a different class based on the instructor’s 

discretion. The front desk will add them to the list of names which will go to our aquatic office 

staff at the beginning of each session. On the first day the students will meet their instructor in 



 
 

the lobby and be escorted to the natatorium by their instructor. Each student will get a stamp 

correlating to the level of their class. This stamp will not only give the children a sense of 

belonging to a certain group but also allow staff members the ability to identify which class the 

child belongs. Any children that arrive after the start time of the lessons will be escorted by the 

aquatic office member to their correct class. After lessons are over, the Hatchlings and adult 

participants will be dismissed to go to the locker rooms to change. Paddlefish and Goldfish will 

be escorted by their instructors back to the lobby to meet their parents. Since these children are 

small getting the children out of the natatorium and to their parents would be the safer option for 

4Seasons as opposed to trying to keep an eye on the children while getting them out of the pool 

to their parents. Sharks and Stingrays will be kept in the natatorium until their parents pick them 

up from the pool deck. The method of separating the participants was chosen in order to 

eliminate the jams, and to give our staff an advantage in keeping everyone safe. This process will 

repeat every session.  

4Seasons Competitive Individualized Swim Team 

Patrons will sign up for swim team at the front located in the lobby. At the front desk the 

swimmers will make an appointment for a “tryout” with one of our aquatic office staff members. 

The only requirement to be a part of the 4Seasons Competitive Individualized Swim Team is that 

the swimmer can make it across the lap lane without assistance. This “tryout” will be used as a 

way for the aquatic staff to place them with the correct coach. From here, the swimmer will 

proceed back to the front desk to pay. There are two payment options for 4Seasons Swim Team:  

Monthly Participation for $45.00 Year Payment for $500.00 

This will make them a participant of the swim 

team as well as have access to the facility 

during open hours all month (including 

individual practice/entertainment). 

This will make them a participant of the swim 

team for the entire year. This will also grant 

the individual swimmer access to the facility 

during open hours all year long (including 

individual practice/entertainment). 



 
 

 

After payment, the assigned coach will contact the swimmer informing them practice times 

and to discuss the swimmer’s individual goals. Participants sharing a coach will not be on a 

team, but rather just practice at the same time with the same coach. The team was designed this 

way so that unlike our competitors, it is completely individualized. This means that the 

individuals will learn what they want rather than what is best for the team. This is designed to 

give the participants a competitive edge when joining a high school swimming team or their 

desired next level. 

4Seasons Pool Rental 

As previously stated, 4Seasons Aquatic Center makes it a priority to maintain as many open 

hours for our patrons. Therefore, all pool rentals must take outside of open swim and program 

hours. In order for a party to rent the pool, 4Seasons requires payment and reservations made two 

weeks prior to the rental date. This is mainly to acquire the lifeguards that will need to be 

scheduled to work after open hours. Rentals will cost $150.00. Due to the requirement 

established by the American Red Cross, lifeguards must maintain a 25 to 1 ratio (including 

anyone inside or outside the water in the natatorium). When booking private rentals, the $150.00 

fee will cover the first 25 patrons, customers will be charged $10.00 for each additional 25 

people in attendance in order to cover the charge of an extra lifeguard. Also abiding by the Red 

Cross standards, for every three children there must be an adult to accompany them (Lifeguard 

Management). 

4. Promotion 

There will be several ways which 4Seasons Aquatic Center will promote its business.  

1. 4Seasons will have many ceremonies and events such as its “ground breaking” and “grand 

opening” events. These are just the few that are already being planned, there will be many more 

later on.  



 
 

2.4Seasons will be able to advertise through word of mouth fairly simply because it will reside in 

the small town of Liberal, Kansas. When the construction begins, the whole town will be asking 

what new business is coming into town.  

3. 4Seasons will also encourage patrons to write reviews by having a monthly drawing. Anyone 

who sends in a review will be entered into a drawing to win a prize. A prize winner will be 

drawn on the last day of every month. This is to help 4SAC to adapt and respond to the 

community’s needs. 

4. 4Seasons Aquatic Center will also be present on social media. It will have a Snapchat, 

Facebook, and Twitter.  

 

 

 

 

5. Place  

As we have discussed throughout this business plan, 4Seasons Aquatic Center will be located 

on a 5.24-acre plot of land at 1531 General Welch Blvd, Liberal, Kansas 67901. Below is a 

graph picture of the exact location:  

 

 

 

 

Unique Value Proposition:  

4Seasons Aquatic Center will thrive because it is unique in almost every aspect. The most 

unique factor for the facility is that it is located in Southwest Kansas and it is filling a huge need 

4Seasons Aquatic Center 



 
 

in the area. Consequently, there will be no competition. Another factor that makes 4Seasons 

Aquatic Center unique is the open availability of the pool. Most natatorium facilities structure 

their open swim times around their programs in order to make more money off of the programs. 

However, at 4Seasons there is a risk-free way to hold our programs after the open pool hours so 

that patrons will have the most possible time for open swimming. The last component is that our 

programs are unique compared to similar programs existing around the state. For example, our 

lessons are not only based on age, but more importantly based on the skill level of the 

participant. The competitive swim team is completely individualizing which makes each 

participant a more effective swimmer rather than focusing on a team. 

VII. Operations 

➢ Business Facilities: As described in the “Overview of Company’s Financial Status” section of the 

business plan, 4Seasons Aquatic Center will be a large building consisting of many rooms. Below is 

the layout of our proposed building: 

 

 

 

 

 

 

 

 

 

 

 

 



 
 

➢ Production Plan: 4Seasons Aquatic Center will begin construction immediately after loan approval. 

If we gain your approval of this $1,562,557.21-dollar loan, we can expect 4Seasons to be fully 

operational in January 2020. This would be a perfect time for a grand opening ceremony because the 

majority of our competition would be out of season. Therefore, we can begin building our customer 

base before the summer season.  

➢ Workforce Plan: In order for 4Seasons Aquatic Center to 

continue to evolve, we must be always evaluating our 

facility and willing to implement new procedures to make 

the business better. We will use the common workforce plan 

guidelines to do so. The cycle to the right is a visual 

representation of the guidelines and will  be discussed each 

staff meeting.  

➢ Impact and Use of Technology:  In the aquatic industry, there is not an excessive need for 

technology. This is because much technology is not applicable to use in water. However, we will 

utilize basic technology such as computers at the front desk, AED for lifesaving measures, as well as 

telephones. The most advanced piece of equipment 4Seasons will be using are water phones. These 

phones will allow lifeguard to make an EMS call while in the water, or immediately after retrieving 

the victim from the water. These phones are pre-programed to only call 3 numbers and just need to be 

charged every 2-3 days. Lifeguards will be able to carry them in their fanny packs while guarding 

their water.  

VIII. Management and Organization 
➢ Key Employees: 

As I stated before, 4Seasons Aquatic Center will be owned and operated by Mariah Behrns. However, as 

shown by the overview of the financial status, I will be hiring additional personnel to assist in the daily 

operations to maintain a safe, controlled environment.  



 
 

Board of Directors, advisory committee, consultants, and other human resources: Our hierarchy 

of command will take care of all human resource, consulting and directing duties. Below is the 

hierarchy of command for 4Seasons: 

 

 

 

 

 

 

➢ Plan for Identifying, Recruiting, and Securing Personnel: 4Seasons Aquatic Center will have a 

intensive application process. The hiring and onboarding process will be as follows: 

1.  Fill out an application. (Must meet all certification requirements). 

2. Phone Interview  

3. In-Person Interview 

4. Pass a Background Check 

5. New Employee Orientation 

6. On the Job Training 

➢ Compensation and Incentives Plan: Throughout an employee’s career in 4Seasons Aquatic Center, 

they will receive raises and bonuses based on their years they stay with us, as well as their evaluations 

and drill performances.  

IX. Long-term Development  
➢ Long Term Goal: Long term, 4Seasons Aquatic Center strives to decrease the number of drownings 

in Southwest Kansas. This is the main reason it is important to work towards our vision statement “to 

prepare the Southwest communities to recognize, prevent, an act upon aquatic tragedies by teaching 

lifesaving skills to all participant.”  



 
 

➢ Risks: As it will require a large amount of start-up funds and take a few years to break even, our 

greatest risk is getting started. It will take a lot of planning, mental strategies, and preparation in order 

to get 4Seasons Aquatic Center operating at its full potential.  

➢ Strategy to Work Towards Goals: Our main strategy working towards our goal is to educate, train, 

and prepare. By educating the public about the dangers of private, unguarded swimming areas we 

hope to raise awareness of the significant drowning statistics. By only hiring elite staff that is certified 

in every needed lifesaving skill, 4Seasons will be able to provide our patrons with the safest 

swimming environment possible. There is a huge, distinct difference in being certified and being 

trained. Being certified only implies that an individual has passed a test and could perform a duty at 

the time he or she took the exam. However, being trained infers that the certified individual has 

practices all the necessary skills to be confident to complete them at any given time or place. 

4Seasons Aquatic center will have several training methods including skill assessments, in-services, 

and drills.  

• Inservice will take place once a month and occur as a full staff meeting. This is going to be 

where we practice a full emergency action plan which will involve all staff at 4Seasons Aquatic 

Center.   

• Skill Assessments will be completed in groups based on job titles. Therefore, all lifeguard will be 

assessed together, all front desk staff together, all swim instructors as a group, and al management 

together. 

• Drills will be done on a individual staff member. All staff members will complete at least one 

drill per year of employment. Drills will be unexpected and occur at any given time or place in 

the aquatic center.  

X. Financials 

➢ Type of financial system to be used will be banks through the use of bank loans.  

 

A. Projected Income and Expenses 

In examining the “Year 1 Income Statement” for 4Seasons Aquatic Center (see below in supporting 

documents), we see that the total expected net revenue from our various income streams equals 

$516,540.00. Our total expected expenses for the first-year total $389,777.16, which includes depreciating 

the cost of our Property, Plant, and Equipment over its useful life (Refer to supporting documents 

“Depreciation Schedule”). This leaves us with an “Earnings Before Interest and Taxes” of $126,762.84. 



 
 

The total interest expense on the loan in year 1 will be $69,799.37, leaving us an “Earnings Before Taxes” 

of $56,963.47. Utilizing the appropriate tax table provided by the Internal Revenue Service (IRS), the 

total tax expense for 4Seasons Aquatic Center is $9,979.62, leaving the business with a “Net Earnings” of 

$46,983.85. While we would like this amount to be higher, we understand that realistically most startup 

businesses have a difficult time turning a profit in their first year of operation. We fully expect our net 

income to increase steadily over the first five years. 

As you can see from the “Year 1 Statement of Cash Flows”, our net cash flows each month of our 

first year of operations is positive with our net cash flows for the year ending at $242,903.58. Following 

common accounting practices, our statement of cash flows is broken into three main categories: operating, 

financing, and investing. This includes cash inflows and outflows related to the upfront purchasing of 

property, plant, and equipment, the repayment of our loan (interest and principal), receiving cash from the 

loan and owner contribution, and finally a year’s worth of monthly operating expenses. 

B. Proposed Plan to Meet Capital Needs 

After considering all of the initial capital needed to purchase our Property, Plant and Equipment as 

well as provide for 6 months of recurring materials, supplies, labor, and other operating costs, the total 

estimated startup funds required to make 4Seasons Aquatic Center operable is $1,736,174.68. To avoid 

financing the startup with 100% debt, I plan to finance 10% of the startup internally ($173,617.47). 

Therefore, I am requesting a 30-year loan of $1,562,557.21 at 4.5% rate of interest, making our monthly 

payments $7,917.25. (Refer to the item in supporting documents: “Loan Amortization Table”) 

 

 

 

 

 



 
 

 

Depreciation Schedule 

XI. Supporting Documents 

 

Federal Income Tax Bracket 



 
 

Income Statement 



 
 

Statement of Cash Flows 



 
 

 

Property, Plant, and Equipment: Price Ea. Qty. Needed Total

Building $191,919.00 1 $191,919.00

Parking Lot $80,000.00 1 $80,000.00

Land $73,000.00 1 $73,000.00

Pool $1,186,200.00 1 $1,186,200.00

Pool Pump $300.00 1 $300.00

Skimmer $30.00 1 $30.00

Circulation Pump $40.00 1 $40.00

Filter $830.00 1 $830.00

Heater $60.00 1 $60.00

Chlorinator $100.00 1 $100.00

Brominator $85.00 1 $85.00

Oxygen Tank with Equipment $211.00 1 $211.00

Backboard $250.00 1 $250.00

Lifeguard Stands $400.00 2 $800.00

Emergency Phone $50.00 1 $50.00

Automated External Defibrillator $190.00 1 $190.00

Lane Ropes $500.00 5 $2,500.00

Pool Ladders $10.00 4 $40.00

Computers $600.00 3 $1,800.00

Front Desk $30.00 1 $30.00

Office Desk $150.00 1 $150.00

Benches $80.00 7 $560.00

Toilets $100.00 9 $900.00

Sinks $200.00 7 $1,400.00

Lockers $20,000.00 1 $20,000.00

Showers $90.00 7 $630.00

File Cabinet $200.00 1 $200.00

Chair $150.00 3 $450.00

Printer $300.00 1 $300.00

Laminator $80.00 1 $80.00

Bleachers $4,000.00 1 $4,000.00

Water Fountain $420.00 1 $420.00

Total Property, Plant, and Equipment: $1,567,525.00

Materials and Supplies: (6 months worth)

Pocket Masks $12.00 25 $300.00

Rescue Tubes $40.00 5 $200.00

Bloodborne Pathogen Gloves $10.00 3 $30.00

First Aid Kits $60.00 1 $60.00

Fanny Packs $6.00 25 $150.00

Ropes $300.00 2 $600.00

Kick Sticks $20.00 5 $100.00

Swim Belts $20.00 5 $100.00

Calcium Hypochlorite Granular  Shock (25 lbs. - 

lasts 2 months) $100.00 3 $300.00

Granular Calcium Chloride (25lbs. - lasts 6 

months) $48.00 1 $48.00

Alkalinity Up (25 lbs. - lasts 3 months) $39.00 2 $78.00

Ultra-Pure TriChloro-s-Triazinetrione (50 lbs. - 

lasts 3 months) $170.00 2 $340.00

Sodium DiChloroisocyanurate (50 lbs. - lasts 6 

months) $140.00 1 $140.00

Cyanuric Acid (50 lbs. - last 12 months) $160.00 0.5 $80.00

pH Increaser (25 lbs. - lasts 2 months) $44.00 3 $132.00

pH Reducer (30 lbs. - lasts 2 months) $60.00 3 $180.00

Testing Kit $50.00 1 $50.00

Total Materials and Supplies: $2,888.00

Labor: (6 months worth)

Lifeguards (1,004 labor hours) $8.75 1004 $8,785.00

Swim Instructors ( 51.96  labor hours) $10.00 51.96 $519.60

Swim Team Coaches (30.31labor hours) $11.00 30.31 $333.41

Front Desk Workers ( 861.67labor hours) $9.86 861.67 $8,496.07

Office Workers/ CPO (389.7 labor hours) $16.50 389.7 $6,430.05

Total Labor Costs: $24,564.13

Operating Costs: (6 months worth - 54,834 

total square feet)

Building Maintenance and Repairs ($1.63 per 

square foot) $89,379.42 0.5 $44,689.71

Utilities Expense ($2.15 per square foot) $117,893.10 0.5 $58,946.55

Janitorial Expenses ($1.37 per square foot) $75,122.58 0.5 $37,561.29

Total Startup Funds Required: $1,736,174.68

Less: Internal Financing (10%) 173,617.47$   

Loan Amount Requested: $1,562,557.21

4Seasons Aquatic Center
Schedule of Startup Funds Required

Prepared by the owner, Mariah Behrns

Schedule of Startup Funds Required 



 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Loan Amortization Table 
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