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Report to: Cabinet, 15th September 2015

Report of: Cabinet Member for Sport, Leisure and Retail

Subject: LEISURE OPERATOR PROCUREMENT – KEY DECISION

1. Decision Required 

1.1 That Cabinet approve the appointment of a new Leisure Operator to manage the 
leisure facilities at Perdiswell Leisure Centre, Worcester Swimming Pool, St Johns 
Sports Centre and Nunnery Wood Sports Complex and the Sport, Art and Play 
Service on behalf of the City Council for a period of ten years with effect from 1st 
January 2016 (with the option for a further three year extension).

2. Background

2.1 At the Cabinet meeting held on Tuesday 16th September 2014 a report was 
submitted outlining the need to appoint a new Leisure Partner as the existing 
contract with the current Operator is due to expire at the end of 2015. The issues 
considered included the need to close the existing Sansome Walk Swimming Pool, 
the emerging options for future development of the Perdiswell Leisure Centre site, 
the requirements of the Council’s Medium Term Financial Plan (MTFP), the separate 
management arrangements in place for the two joint use sites at St Johns Sports 
Centre and Nunnery Wood Sports Complex, and the future sustainability of the 
Sport, Art & Play Service. Cabinet approved the following recommendations:

a) Approve the proposals to undertake a procurement exercise to identify a long-
term Leisure Partner for the operation and management of all the Council’s Sport 
& Leisure facilities.

b) Approve the proposals to undertake a procurement exercise to identify a long-
term Leisure Partner for the management and delivery of Sport, Art and Play 
Development activities and services as a separate lot.

c) In recognising there will be some level of costs associated with the procurement 
process, delegate to the Director of Resources authority to utilise existing budget 
flexibility for this purpose.

d) Note the critical link between this report and the business case for the 
replacement of the Swimming Pool.

2.2 In order to deliver the business case for the new swimming pool at Perdiswell Leisure 
Centre and to achieve the savings identified in the MTFP the Council therefore needs 
to procure a new Leisure Partner to take over the management of the leisure centres 
and Sport, Art & Play Service with effect from 1st January 2016. 

2.3 Perdiswell Leisure Centre and Worcester Swimming Pool have been operated by 1Life 
Management Solutions Ltd (formally known as Leisure Connection) on behalf of the 
City Council since 1993, initially for a period of 10.5 years. This agreement was then 
extended in late 2013 for a period of an additional two years (plus up to a further 12 
months if necessary) and is due to expire on 31st December 2015. 
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3. Tender Evaluation 

3.1 The tendering process commenced in October 2014 with the publishing of the 
voluntary OJEU notice and advert, and was followed by a bidder’s open day on the 
13th November 2014 which included a presentation and a coach tour of all the leisure 
facilities.

3.2 Fourteen expressions of interest (Pre-Qualification Questionnaires - PQQ) were 
received in December 2014 with eleven compliant submissions. 

3.3 A detailed evaluation by the internal project team then took place resulting in a 
shortlist of six Leisure Operators. At this stage the current incumbent operator was 
excluded from the process.

3.4 At the PQQ stage, the Sport Art and Play Service was specified as a separate lot.  As 
all six of the shortlisted operators included this Service as an integrated element of 
their bid, the professional advice was to proceed on the basis of not separating out 
this Service as an individual bid but to continue as integrated bids.

3.5 Sport, Leisure and Culture Consultancy (SLC) were appointed in February 2015, 
through our Project Management Partner Turner & Townsend, to assist in managing 
the Invitation to Tender (ITT), bid evaluations and the selection of a new Leisure 
Operator. SLC have provided specialist knowledge of the sector and the additional 
capacity required to support this project through to completion.

3.6 The Service Specification and ITT documentation was made available electronically 
to the shortlisted bidders in March 2015, including design plans for the new 
swimming pool and refurbished Perdiswell Leisure Centre. 

3.7 Service Specification and draft Contract clarification questions were responded to 
and this process was completed by 12th June 2015.

3.8 Senior management representatives and technical teams from all of the shortlisted 
bidders were taken on facility visits on a number of occasions during the process, in 
order to enhance their understanding of the potential business performance of the 
existing facilities, the current condition of the buildings and the role of the Sport, Art 
& Play team within the local community.   

3.9 The bid evaluation criterion was weighted as 60% quality (including 10% for 
investment proposals) and 40% price. Evaluation criteria for the quality scoring 
against eleven method statements are set out in Appendix 1.

3.10 All six short listed Operators submitted strong bids which were compliant with the 
Council’s requirements for price, all six exceeding the Council’s fully funded 
management fee requirement, and met the requirements for investment, and 
quality. 

3.11 Detailed evaluation of the bids was carried out independently by SLC and separately 
by City Council officers and the scores were then subjected to a moderation process. 
The full evaluation report is attached as Appendix 2 (EXEMPT).

3.12 Bidder interviews were held over the course of three days during week commencing 
6th July 2015 with final scores then agreed amongst the full evaluation panel. Details 
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of the evaluation scoring are shown in Appendix 3 (EXEMPT) and summarised in 
the table below:

Operator  Overall Score

  
(Percentage 
points)

Operator A  80.2

Operator B  75.0

Operator C  66.7

Operator D  53.6

Operator E  45.8

Operator F  45.7

3.13 Operator A scored higher than any of the other Operators on their combined price 
and quality score, with the latter category including scores for their investment 
proposals.

 
3.14 It is therefore recommended that the Leisure Operator contractor is awarded to 

Operator A.  A summary of Operator A’s experience and activity is contained in 
Appendix 4 (EXEMPT).

  
4. Equalities, Financial, Health and Safety, HR, Legal, Policy, and Risk 

Management Implications 

Equalities
4.1 The proposed new Operator will be required to comply with the Council’s 

concessionary pricing scheme to ensure continuing equality of opportunity and 
access to the facilities and activities available. 

4.2 The proposed new Operator has also made a commitment to provide periods of free 
swimming for targeted groups and free swimming lessons for identified year 6 pupils 
that are not able to reach the national curriculum criteria of being able to swim at 
least 25 metres.

. 
Financial

4.3 The baseline budget funding included in the MTFP for all of the Council’s Sports and 
Leisure facilities and for the Sport, Art and Play Service is £288k p.a.  This includes 
funding provision for income arising from Golf and for the cost of maintaining the 
Golf facility.  It also includes estimated annualised costs of maintenance for the 
various associated buildings.  The £288k p.a. is effectively a tax payer subsidy for 
sports and leisure activities and facilities. 

4.4 The baseline budget in the MTFP recognises that outsourcing our dual use centres 
will bring financial advantages for the operator regarding Business Rates and VAT.  
Budget reductions were therefore included in the MTFP to reflect this in both 
2015/16 and 2016/17.
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4.5 In the previous financial modelling undertaken by specialist advisors for both the 
Swimming Pool and Leisure Operator, the modelling indicated that the Leisure 
Operator would return a management fee of c£87k p.a. for the 10 year period, and 
that this and the budget baseline funding would be needed to pay for the borrowing 
costs associated with the new swimming pool at Perdiswell.

4.6 As detailed above in paragraph 3.10, all 6 tender submissions exceeded the Council’s 
fully funded management fee requirement. The Operator tender submissions have 
been comprehensively reviewed for cost and variation risks.  In particular, it should 
be noted that the Operators have confirmed full acceptance of contract 
documentation with no mark up, as specified by the Council.

4.7 After allowing for the following financial costs:

 revised estimated borrowing costs for the new pool;
 continued golf course maintenance provision outside of the leisure operator 

contract (this was not included in the specification);
 resources for client side contract management, and;
 City Council share of reduced Business Rates income from the Leisure Operator.

the financial impact of accepting Operator A’s bid is a net improvement of £300k p.a. 
to the Council’s budget and MTFP.  

4.8 The preferred bid enables the Council to remove its annual leisure budget of £288k 
p.a. and ensures that there is no longer an annual tax payer subsidy for these 
discretionary services. The Operator Tender Submissions also include detailed 
investment plans.  It is worth noting that Operator A’s bid included significant 
investment in the current in-house and new Perdiswell facilities.

4.9 It should also be noted that the Council will also have income and cost certainty for 
the 10 year period, having fully transferred the financial risk for Leisure Centre 
income and expenditure, repair and maintenance costs, and utilities costs. All of the 
activities are delivered by the new leisure operator of the centre and all of the 
revenue from membership, swimming lessons and all sporting activities is retained 
by the operator accordingly.

4.10 The Council specified a flat line management fee for 10 years.  The Operator cost 
profile will, in practice, be phased, with higher costs and lower income in the early 
years (due to the continuation of Sansome Walk pool and the need to establish a 
Perdiswell customer base).  Because of this, the Operators will have included their 
own financing costs in the bids, and they have been invited to consider offering an 
increased management fee for the 10 year period in return for a profiled 
management fee rather than a flat line fee.  Approval is sought for this to be 
considered by the Programme Board at Preferred Bidder stage.

Health & Safety 
4.11 Operator A’s bid was fully compliant with the requirements of the Health & Safety 

method statement.

Human Resources
4.12 As this process will involve the TUPE transfer of some 36 existing staff members 

based at St Johns Sports Centre, Nunnery Wood Sports Complex and within the 
Sport, Art & Play team, a separate report will be required for approval at the Council 
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meeting on Tuesday 17th November 2015. A period of consultation with the 
workforce will need take place following the appointment of Operator A. 

4.13 1Life employees based at Perdiswell Leisure Centre and Worcester Swimming Pool 
will also need to undergo a similar consultation process with the new operator.

4.14 Funding for resource to manage the outsourced leisure operator contract will be 
retained by the Council and staff with the appropriate skills will need to be engaged 
to undertake this wider contract management role.

Legal 
4.15 The Council will be required to enter into a binding contractual agreement (including 

lease arrangements) with Operator A for the duration of the agreement. This 
contract is in draft format at the moment and will be finalised following further 
discussion/negotiation with Operator A, following approval of their appointment.

4.16 Revised Management and Operating agreements have been drafted for Nunnery 
Wood Sports Complex. These have been discussed with the three site partners and 
will be signed prior to the commencement of the new leisure operator contract.   A 
similar legal process will be needed for the St John’s Sports Centre.

4.17 The existing contract with 1Life was due to terminate in November 2015. This 
contract has now been extended until December 2015, until the new operator is in 
place. Preliminary discussion has already commenced with 1Life and end of contract 
requirements, such as delapidations, will be agreed in negotiation.   

Policy 
4.18 The Corporate Plan confirms that the preferred direction of travel in order to 

continue to provide excellent value for money and customer service is as an enabling 
Council. This can be accomplished by focusing on the outcomes the authority is 
seeking to achieve and then identifying the best organisation to deliver them.

Risk Management
4.19 In appointing Operator A as the preferred bidder, there is the risk of legal challenge 

by one of the unsuccessful bidders.  Actions taken to mitigate this risk are:

 Professional advisors have been engaged throughout the procurement process to 
ensure that due process has been followed;

 A clear and transparent audit trail has been maintained throughout the process, 
and;

 A robust procurement and evaluation process has been completed supported by 
leading industry experts.

4.20 There is a risk that the preferred Operator will fail to deliver on the requirements of 
the Contract and or Service Specification then the Council’s desired outcomes 
(financial and non-financial) would not be achieved. This risk has been mitigated by 
the following actions:

 The provision of a detailed Service Specification;
 A thorough independent review of the bid submissions to ensure compliance with 

requirements;
 Legal Contract (with a framework based on the Sport England toolkit);
 A comprehensive Performance Framework will be implemented;
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 Recognition that sufficient resources will be needed to both monitor and develop 
the contract and partnership in conjunction with the Operator;

 Operator incentivised by responsibility for income generation;
 Range and quality of facilities and activities available across the service;
 Good geographical spread of locations across the City
 Quality and experience of the staff team transferring over

5. THE CABINET MEMBER FOR SPORT, LEISURE AND RETAIL, COUNCILLOR 
MIKE JOHNSON RECOMMENDS THAT CABINET: 

5.1 Approve the appointment of Operator A as the preferred Leisure Operator 
Partner for Worcester City Council, to manage the new Leisure Contract on 
their behalf with effect from 1st January 2016 for a duration of ten years 
(with the option to extend for a further three year period).

5.2 Delegate completion of the financial aspects of the contract and on any 
phasing of the management fee with Operator A to the Corporate Director 
Resources, in consultation with the Cabinet Member for Resources. 

5.3 Delegate completion of the remaining contract negotiation and final award 
of the contract to Operator A to the Corporate Director – Service Delivery, in 
consultation with the Cabinet Member for Sport, Leisure and Retail. 

Ward(s): All
Contact Officer: Alan New (Business Development Manager)

01905 721122
alan.new@worcester.gov.uk

Background Papers: Service Specification

mailto:alan.new@worcester.gov.uk

