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Executive Summary  
The proposed aquarium in Swansea aims to boost tourism and economic growth. While it 

offers strong revenue potential and wider economic benefits, high costs and financial risks 

require careful planning. Its success depends on accurate demand forecasting, cost control, 

and maintaining consistent visitor numbers to achieve long-term sustainability. 
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Introduction  

 

The planned aquarium attraction in Swansea is meant to boost the city’s tourism industry and 

economic growth. The attraction is expected to be located within the waterfront development 

and positioned as a significant tourist destination that combines immersive digital experiences, 

education and conservation (Labour, 2022).  The aquarium could furthermore benefit from 

Swansea’s tourism investments due to the wide appeal to families, schools and international 

tourists. This kind of development is particularly important in Swansea due to the city’s coastal 

identity and the necessity for year- round indoor attractions that lessen seasonal fluctuations in 

tourist. 

According to Swansea.Gov.UK (2026) tourism contributes approximately £658 million 

annually to the local economy with over 5,400 jobs supported (Swansea, 2024). This shows a 

demand for new tourist attractions. Furthermore, since Swansea Arena attracts many visitors, 

the introduction of this new attraction in proximity will enhance the city’s image as a tourist 

destination and contribute to the local economy (Labour, 2022). This suggests that the 

aquarium attraction is significantly important since it may expand visitor stays, broaden the 

tourism selection and increase overall spending.  

Despite their wide appeal, aquariums are linked to substantial initial capital investment and 

continuing operating expenses, which poses a financial risk if visitor numbers fall short of 

expected numbers. A prime example of this would be the National Marine Aquarium which 

recorded financial losses of around £3 million over a five-year period because of fewer visitors 

than anticipated (Morris, 2019).  

 However, thorough planning, demand forecasting and budget management are essential to its 

financial success, therefore a financial performance evaluation is crucial (Key, 2025). By 

focusing on cost-revenue analysis and overall financial viability, this report evaluates the 

expected Swansea aquarium’s financial performance. It evaluates whether the project can 

achieve long-term sustainability using important academic ideas such as demand forecasting, 

cost structure theory and break-even analysis. Through an analysis of cost structures, 

prospective revenue and related financial risks, the report assesses the project’s viability and 

make a well-informed suggestion for the decision makers. 

 



 

Main Findings  

 

Cost structure 

 

Understanding the precise makeup and effects of different cost components on total 

expenditures and revenues is necessary to assess an aquarium attraction's financial performance 

through an application of cost structure theory. Cost structure emphasises the breakdown of 

costs, have the potential to affect payment methods and perceptions of equity. This suggests 

that open communication of cost components associated with service experiences may enhance 

financial performance for service providers, including attractions like aquariums (Stangl, 

Kastner and Natter, 2025). This suggests that an aquarium might profit from identifying and 

distributing cost components, like aquatic species maintenance, facility operations, and 

educational programming, that correspond with visitor evaluations. 

In cost management for aquariums, it is crucial to address the various dimensions of costs, 

including direct operational and opportunity costs. Insights from food supply chain 

optimization highlight the need to integrate components such as procurement and 

transportation while considering factors like seasonality (Popa et al., 2025). For aquariums, 

effective cost management can involve sourcing aquatic life, preserving water quality, and 

planning events to maximise visitor flow and resource utilisation. 

The introduction of non-native species, which presents management and ecological issues, is 

the primary source of economic costs related to the aquarium industry. Because of higher 

managerial expenses, these costs are typically higher in developed regions (Zheng et al., 2025). 

These management, ecological, and regulatory costs must be considered in the financial 

evaluations of aquarium attractions that source species from around the world. To manage the 

financial performance for the aquarium it is relevant to track spending in addition to 

performance indicators to find cost-efficiency and support spending strategies (Guerrero‐

Pineda et al., 2025) 

The high fixed cost structure of aquarium projects is one of their main features. Construction, 

specialised tank systems, filtration technology, and infrastructure development are examples 



of fixed costs. Fixed costs are expenses that remain constant regardless of production or sales 

volume changes, staying stable within a business's capacity limits (Mark, 2023). These 

expenses pose a substantial financial risk because they are incurred before the attraction's 

opening and are mostly irreversible. This is consistent with cost structure theory, which 

highlights that companies with large, fixed expenses need to consistently produce income to 

survive (Ajamieh, 2026). 

Aquariums have significant continuing operating costs in addition to capital expenditures. 

These include energy use, staffing, maintenance, and animal care. Because water quality and 

temperature must be maintained, energy costs would be especially high. According to research 

in the UK, rising energy costs make operational budgeting even more uncertain (ONS, 2025). 

The aquarium will have a high break-even criteria due to its high fixed and operational costs, 

requiring a high number of visitors to turn a profit. In the initial years of operation when 

demand may not be fully established it can result to financial fragility (Break, 2025). 

 

Break-even analysis 

 

An essential method for assessing the aquarium's financial viability is break-even analysis. 

Based on ticket prices and variable costs per visitor, it determines the number of visitors needed 

to cover total costs (B.Com Institute, 2024). The break-even point is likely to be relatively high 

because aquarium development has a lot of fixed costs. This implies that to recover its initial 

expenses, the attraction must continuously draw large numbers of visitors for a significant 

amount of time. The aquarium can lose revenue if less visitors attend than anticipated. This has 

been seen in other UK attractions, where financial troubles have resulted from overestimating 

demand. To reduce risk, accurate demand forecasting and careful financial planning are crucial. 

It draws attention to how profitability is affected by shifts in demand (Tutor2u.net, 2019). There 

is long-term sustainability risks associated with the project. After the initial excitement wears 

off, aquariums may see a decline in visitors, which would eventually result in less profit. This 

emphasises how crucial ongoing innovation and reinvestment are to sustaining interest from 

visitors. 

 



Economic impact and income potential 

 

The aquarium has the potential to produce significant economic benefits despite the risks 

involved. These include both direct visitor revenue and indirect benefits from higher spending 

at nearby businesses including hotels, restaurants, and retail stores. Meaning initial spending 

encourages further economic activity in the local economy (Tutor2u.net, 2024). The aquarium 

could improve Swansea's overall tourism performance by drawing more guests and promoting 

longer stays. Additionally, the attraction might help the city achieve its goals for redevelopment 

and job creation (Mansfield, 2022). 

Although ticket sales will be the aquarium's main source of revenue, effective attractions 

usually diversify their sources of income because it is unsustainable to rely only on admissions. 

The size needed for financial sustainability is shown by benchmarking against comparable sites 

like The Deep, which draws about 450,000 visitors a year (YEAR IN R E V I E W 2 02 5, 

2025). This is consistent with demand forecasting theory, which estimates possible attendance 

using current tourism statistics (Zhang, Xu and Yu, 2025). 

 

 

 

Conclusion  

In conclusion, both opportunities and risks are highlighted in the Swansea aquarium project's 

financial report. High fixed and operating costs put a lot of financial strain on businesses, even 

though strong tourism demand offers a secure foundation. Accurate forecasting is crucial since 

break-even analysis demonstrates that consistent high visitor numbers are necessary for success. 

The aquarium may provide larger economic advantages, but its financial success is not 

guaranteed. To guarantee long-term sustainability and reduce financial risk, careful planning, 

cost control, and realistic estimates are crucial. 

 

 



Recommendation 

Aquariums are expensive fixed-cost projects that are hard to modify once the initial investment 

is made (Johnny, 2024). Although cost structure analysis indicates where money is spent and 

break-even analysis determines how many visitors are needed to pay expenditures, neither 

method guarantees that those visitors will show up. Demand forecasting, which is crucial for 

efficient tourist planning and resource allocation, reduces this uncertainty by anticipating 

reasonable visitor numbers based on current data (Huang and Zhang, 2024). Since tourism 

demand does not always match initial expectations and planned visits may not become into 

actual attendance. The project team should use existing Swansea tourism data, such as visitor 

numbers, seasonal trends, and demographics, benchmark against similar UK attractions like 

The Deep, and conduct market research through surveys to improve financial performance 

(FasterCapital, 2025). 

Additionally, the danger of overestimating demand can be decreased by going through worst-

case scenarios (Garro, 2025). Accurate demand forecasting allows the aquarium to determine 

suitable ticket pricing, grow the project successfully, and prevent overinvestment, which helps 

quicken break-even (Nakagawa, Abe and Isobe, 2024). By enabling decision-makers to predict 

variations in visitor numbers brought on by seasonality, competition, and economic conditions, 

thorough demand forecasting promotes improved strategic planning. This makes it feasible to 

allocate resources and budget more effectively, ensuring that marketing initiatives, operational 

capacity, and workforce levels are in line with demand expectations (Das, 2025). Accurate 

demand forecasting incorporated into the planning process boosts the aquarium project in 

Swansea's chances of long-term sustainability and financial resilience. 
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