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EXECUTIVE SUMMARY 
 
THE PROJECT 
 
Strategic Leisure Limited (SLL) was appointed by Worcester City Council (WCC) in May 
2014 to develop independent revenue estimates to inform the way forward on new facility 
developments in the City.   
 
The revenue modeling is to specifically test the feasibility of developing a new build facility 
against that of building a new pool, and refurbishing an existing facility at Perdiswell Golf 
and Leisure Centre. 
 
The facility mix as determined by the Council includes: 
 

Base Facility Mix Option 1 (1a With 
Leisure Trust) 

Option 2 (2a With Leisure Trust) 

6 lane 25m x 13m Main Pool with No 
moveable floor  
 

6 lane 25m x 13m Main Pool with 
Moveable floor 

13m x 8m Teaching Pool with No 
Moveable Floor  
 

18 x 10 Teaching Pool with Moveable 
floor 

Swimming Pool Spectator seating for 150 
 

Swimming Pool Spectator seating for 150 

Fitness gym minimum of 120 stations 
 

Fitness gym minimum of 120 stations 

Large fitness class studio with the ability to 
be used as a flexible space or split into 
two by operator to provide spin studio 
 

Large fitness class studio with the ability to 
be used as a flexible space or split into 
two by operator to provide spin studio 

Medium sized fitness/dance class studio  
 

Medium sized fitness/dance class studio  

8 Court Sports Halls (Existing) 
 

8 Court Sports Halls (Existing) 

New Reception  
 

New Reception  

Dry side changing 
 

Dry side changing 

Football Changing  
 

Football Changing  

2 x Five a side football pitches (Existing) 
 

2 x Five a side football pitches (Existing) 

 
The ‘Needs’ analysis identifies that there is currently a surplus of 270sq m of water space 
in the City. If the Worcester Swimming Pool and Fitness Centre closes, this reduces this 
surplus to a deficit of 300 sq m; this facility has over 50% of the swimming usage in the 
City. However, building a new pool (6 lane x 25m) at Perdiswell would result in an overall 
surplus of 100 sqm of water space in the City, against the required level of provision.  The 
issue is that this replacement pool ie 6 lane x 25m, does not provide significant additional 
capacity to meet future growth in demand as a result of population increase. However, 
providing both a 6 lane x 25m pool, and a learner pool (10m x 13m Option 1, or 10m x 
18m, Option 2) results in increased capacity and flexibility to meet future demand. 
Providing the moveable floor in the larger learner pool ie Option 2, is the best option for 
delivering increased capacity and flexibility into the longer term. 
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In terms of the financial modeling for the proposed facility the four options of:  
 
Option 1 -  Base Facility mix with a 13 x 8m teaching pool operated by an external 

operator that can obtain NNDR benefits only. 
 
Option 1a -  Base Facility Mix as above but operated by a Leisure Trust that can obtain 

VAT and NNDR benefits. 
 
Option 2 -  Base facility mix but with a larger 18 x 10 m teaching pool; both the main 

pool and Teaching pool include a movable pool floor, operated by an 
external operator that can obtain NNDR benefits only. 

 
Option 2a -  As Option 2 but operated by an external operator that can obtain NNDR 

and VAT benefits ie Leisure Trust. 
 
The financial modelling included in Appendix 3 identifies the following results: 
 
Financial Modelling 

Average cost per 
annum over ten 
years 

Option 1 Option 1a Option 2 Option 2a 

Total Income 1,665,223 1,809,651 1,843,799 1,991,951 

Total Expenditure 1,610,895 1,610,895 1,696,894 1696894 

Operational 
Surplus(Loss) 

54,328 198,755 146,905 295,057 

Sinking Fund, Fit 
Out and Lifecycle 

162,348 162,348 162,348 162,348 

Gross Surplus / 
(Loss) inc Sinking 
Fund and Fit Out 

(108,020) 36,408 (15,443) £ 132,710 

 
In terms of the different options and the impact on participation the following table 
summarises the impact of the different facility mixes: 
 
Impact on Participation 

Year 5 Total 
Option 1 

Year 5 Total 
Option 2 

% Increase 

Health and Fitness 292,550 292,550 0% 

Swimming 232,656 288,885 24% 

Studio 39,372 39,372 0% 

5 A side 34,553 34,553 0% 

Sports Hall 86,954 86,954 0% 

Spectators/Events 10,506 10,506 0% 

Total 
 

696,591  
 

 
     752,820  

 
8% 

 
CONCLUSIONS AND RECOMMENDATIONS 
 
WCC proposes to develop the Perdiswell Leisure Centre to include additional facilities. 
This development is intended to replace the facilities that will be lost if the city centre 
swimming pool closes. 
 
This report and analysis is intended to challenge and validate the potential for developing 
the new facility and to establish if there is a robust business case for the investment. 
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The report has used national and SLL’s own experience and data in order to develop the 
various models. 
The needs analysis identifies that there is a surplus of 270sq m of water space in the 
City. If the Worcester Swimming Pool and Fitness Centre closes, this reduces this surplus 
to a deficit of 300 sq m; this facility has over 50% of the swimming usage in the City.  
 
Building a new pool (6 lane x 25m) at Perdiswell would result in an overall surplus of 100 
sqm of water space in the City, against the required level of provision.  The issue is that 
this replacement pool ie 6 lane x 25m, does not provide significant additional capacity to 
meet future growth in demand as a result of population increase. However, providing both 
a 6 lane x 25m pool, and a learner pool (10m x 13m (Option 1, or 10m x 18m, Option 2) 
does result in increased capacity and flexibility to meet future demand. The smaller 
learner pool in Option 1 does not result in as great capacity or flexibility. Providing the 
moveable floor in the larger learner pool ie Option 2, is the best option for delivering 
increased capacity and flexibility into the longer term. 
 
In addition the 2014 analysis identifies a surplus of 335 stations, based on current 
population and 12.6 % FIA penetration rate. Therefore this analysis has erred on the side 
of caution in terms of the throughput for the new facility’s health and fitness operation, 
given local competition and the current operation of the Perdiswell Leisure Centre fitness 
facility. 
 
Without knowing the specific budget for this project SLL has developed the models in 
isolation of the Council’s affordability in order for objectivity. 

 
Clearly Options 1a and 2a offer the greatest return to the Council in terms of affordability; 
however, this has to been considered alongside the Capital Funding available, as it is 
assumed alongside any Sport England funding the Council will have to rely on either 
reserves, Prudential Borrowing and Capital Receipts. The greater participation achieved 
through options 2 and 2a delivers a more longer term sustainable position particularly if 
the city centre facility closes as part of the Council’s longer term strategy. 
 
As with any forecasting there are risks; developing financial plans is not an exact science 
and is based on experience, detailed modelling and benchmarking against similar 
facilities. The only true test is testing the market through a formal procurement process. 
 

RECOMMENDATIONS 
 

On the basis of the detailed analysis undertaken as part of this project, the 
recommendations for the revenue and facility mix option are as follows: 

 

 
RECOMMENDATION 1 (R1) 
 

To progress with the option to develop the existing Perdiswell Leisure Centre by 
developing the swimming pool option with associated teaching pool, and health 
and fitness provision 
 

 

 
RECOMMENDATION 2 (R2) 
 

Subject to the necessary capital funding, to include in the facility mix the larger 
18m x 10m Teaching Pool with a moveable floor in both pools to create the most 
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opportunity for increased participation and income generation for the longer 
term. 
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1. INTRODUCTION 
 

INTRODUCTION 
 
1.1 Strategic Leisure Limited (SLL) was appointed by Worcester City Council (WCC) in 

May 2014 to develop independent revenue estimates to inform the way forward on 
new facility developments in the City.   

 
1.2 The revenue modeling is to specifically test the feasibility of developing a new build 

facility against that of building a new pool, and refurbishing an existing facility at 
Perdiswell Golf and Leisure Centre. 

 
1.3 The scale of the water space to be provided is also explored through the revenue 

modeling. 
 

1.4 The Council has considered a number of facility development options and has 
narrowed this down to the development of the existing Perdiswell Leisure Centre, 
refurbishing the 8 court sports hall and associated areas and developing a new 
wet facility with Fitness Gym and Studios. The proposed facility mixes are as 
follows: 

 
 Table 1.1 Proposed Facility Mixes 

Base Facility Mix Option 1                             
(1a With Leisure Trust) 

Option 2 (2a With Leisure Trust) 

6 lane 25m x 13m Main Pool with No 
moveable floor  
 

6 lane 25m x 13m Main Pool with 
Moveable floor 

13m x 8m Teaching Pool with No 
Moveable Floor  
 

18 x 10 Teaching Pool with Moveable 
floor 

Swimming Pool Spectator seating for 
150 
 

Swimming Pool Spectator seating for 
150 

Fitness gym minimum of 120 stations 
 

Fitness gym minimum of 120 stations 

Large fitness class studio with the 
ability to be used as a flexible space or 
split into two by operator to provide 
spin studio 
 

Large fitness class studio with the 
ability to be used as a flexible space or 
split into two by operator to provide 
spin studio 

Medium sized fitness/dance class 
studio  

Medium sized fitness/dance class 
studio  

8 Court Sports Halls (Existing) 
 

8 Court Sports Halls (Existing) 

New Reception  
 

New Reception  

Dry side changing 
 

Dry side changing 

Football Changing  
 

Football Changing  

2 x Five a side football pitches 
(Existing) 
 

2 x Five a side football pitches 
(Existing) 
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1.5 The introduction of a larger teaching pool will be considered by operators to be an 
essential development.  This is due to the increased flexibility the larger facility 
brings along with increase income and participation. 
 

1.6 The Council has previously commissioned a specialist leisure consultancy report 
in 2012 which identified the revenue and capital implications for a new 
development. This report by SLL is not intended to be a critique of previous work 
but is intended to be used to validate certain findings and obtain contemporary 
evidence of the business case for the new facility development. 
 

1.7 Perdiswell Leisure Centre is operated under contract by Leisure Connection Ltd 
trading as 1Life. This Contract has been extended by the Council for a period of 
two years form 1st December 2013 with the option to extend for a further year so 
that the facility developments can be concluded. 
 

1.8 This report intends to provide the following: 
 

• A review of existing available background information. 
 

• Review and assess all available participation data e.g. Market 
Segmentation, Active People and Places, the local sport profile data for 
the area. 

 

• Undertake a comparison of latent demand data against existing usage 
information. 

 

• Identify the key users who will benefit from the proposed facility 
developments, and also those who should be targeted as new users. 

 

• Develop indicative programmes for the new facility.  
 

• Provide tangible examples of how a moveable floor and larger learner 
pool would contribute to a more flexible and sustainable programming 
approach, to increase participation. 

 

• Develop revenue estimates reflecting this programme over 10 years with 
projections for 25 years, including all relevant assumptions. The 
revenue estimates will reflect individual activity areas. 

 

• Provide relevant benchmarks where appropriate, to demonstrate the 
validity of the numbers we present. Where possible we will also refer to 
current operational and financial data, although for obvious reasons we 
may not be able to disclose which facility/operator this relates to.  
However, this type of information can be used to demonstrate what is 
happening in the marketplace. 

 
1.9 SLL has used its experience and knowledge of over 200 management options, 

new facility business planning and operational procurement projects to inform 
and validate its forecasts. In addition SLL have recently completed on behalf of 
the Sport England the business planning element of the “Affordable Sports 
Centres” publication and therefore this document can and will be used to 
benchmark certain assumptions. Clearly every local authority area is different 
and no two sports centres are the same therefore there will be variances in 
certain activity areas dependent on the local demand and competition. 
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1.10 The next section of this report concentrates on the local demand and 
assessment of need. The section following the Needs Assessment addresses 
the various revenue implications. 
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2. ASSESSMENT OF NEED 
 

INTRODUCTION 
 
2.1 The key factors underpinning the assessment of need and informing the revenue 

modelling are set out below: 
 

KEY POINTS 
 

POPULATION 
 

• Census 2011 – WCC Population 2014 – 99,520; by 2021 101,392 
 

• Population growth is in the North and North East of the City – 
predominantly in Wychavon district 

 

• Ageing population – increases significantly in the 50+ age group to 2017 
and beyond 

 

• High obesity levels in adults; growing obesity levels in children 
 

STRATEGIC ISSUES 
 

• ASA – has identified Worcester as a strategic regional location for an 8 
lane pool (in ASA regional strategy) 

 

PARTICIPATION (ACTIVE PEOPLE 7 (AP7)) 
 

• Only 57.1% of population is physically active (higher than regional and 
England average) 2013 

 

• 38.2% of 16+ participates in sport once a week 2013 
 

• Higher participation levels for men than women 
 

• Adult participation in sport and active recreation (16+) by year – 15.7% 
2013 (NI8) 

 

MARKET SEGMENTATION 
 
2.2 Dominant segments – Tim, Phillip, Roger and Joy, Elsie and Arnold 
 

Table 2.1: Top Sport in local Authority with Regional and England Comparison 

Sport 

Worcester West Midlands England 

No. 
(000s) 

Rate 
No. 

(000s) 
Rate 

No. 
(000s) 

Rate 

Gym 10.6 13.6% 7.7 9.9% 4,622.7 10.9% 

Cycling 9.8 12.6% 5.4 7.0% 3,458.9 8.1% 

Swimming 7.6 9.8% 8.0 10.2% 4,896.9 11.5% 

Football 6.1 7.8% 4.6 6.0% 2,689.7 6.3% 

Athletics 5.6 7.2% 4.2 5.4% 2,778.8 6.5% 
Source: Active People Survey 7, 2012/13  

Measure: Participation rate of the top 5 sports and the number of adults (16+) that 
participate at least once per month 
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• 53.4% of all adults in the City want to dome sport and physical activity 
 

• 21.4% of adults who are currently inactive, want to do more sport 
 

FITNESS  
 

• 52,451 people within an 8 minute catchment area of Perdiswell Golf and 
Leisure Centre 

 

• Fitness memberships have fallen over last 2 years 
 

• Latent demand for health and fitness is 1,371 people within a 10 minute 
catchment area (of 2,571 people) 

 

• 16 fitness suites in Worcester ; Accessibility - 2 public, 14 
commercial/membership; Ownership – 5 commercial, 3 local authority, 6 
education, 2 other 

 

• 2014 identified surplus of 335 stations, based on current population; 12.6 
% FIA penetration rate, and demand for 360 stations (excluding private 
facilities) – See Appendix 1 

 

• 2021 identified surplus of 329 stations, based on projected population, 
12.6% FIA penetration rate, and demand for 366 stations (excluding 
private facilities) – See Appendix 2 

 

FACILITY PLANNING MODEL (FPM) (SPORT ENGLAND (SE) MARCH 

2011) 
 
2.3 Sports Halls - WCC has 6 courts for every 10k people – higher than the regional 

average. 
 
2.4 No impact of changing Perdiswell Golf and Leisure Centre 8 court hall into a 4 

court hall with 4 courts potentially accommodating an indoor cricket training facility.  
 
2.5 Theoretical surplus of courts (sports hall) – 95% satisfied demand. 
 
2.6 Only 5% unsatisfied demand (200 people) – but unmet demand is mostly in the NE 

of the City. 
 

SWIMMING POOLS BASED ON SE 2011 PROFILE REPORT 

 
2.7 Currently there is a surplus of 270sq m of water space in the City. 
 
2.8 If the Worcester Swimming Pool and Fitness Centre closes, this reduces this 

surplus to a deficit of 300 sq m; this facility has over 50% of the swimming usage in 
the City. 

 
2.9 However, building a new pool at Perdiswell (6 lane x 25m) results in a surplus of 

100 sq m against the identified level of required provision.  Whilst this represents a 
small surplus in water space, the issue is that this size of replacement does not 
leave much space to accommodate growth in demand as a result of population 
increase. The two teaching pool development options have been identified as a 
13m x 8m teaching pool (Option 1), and a 18m x 10m teaching pool (Option 2). 
Option 2 has a moveable floor in both pools. 
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2.10 On the basis of a new 6 lane x 25m pool at Perdiswell, 94% of satisfied demand for 
water space would be achieved, with an export of demand to neighbouring 
authorities of only 3%.   

 
2.11 The Base model 1 includes a 13 x 8m standard teaching pool. The detailed 

financial and throughput modelling identifies that if a larger 18 x 10m teaching pool 
is developed there will be a significant increase in throughput. The table at 2.2 
below identifies the increase in participation over the 13 x 8m teaching pool and 
the additional throughput if a movable pool floor is also introduced for both the 
main pool and the teaching pool. 
 

 Table 2.2 Increases in Participation 

  
Base 

Base with 
Moveable 
Floor 

Increase 
% 

Increase 

Main Pool 170,925 189,975 19,050 11% 

Teaching Pool 13 x 8  50,520 
   

Teaching Pool 18 x 
10 no Floor  

74,640 24,120 48% 

Teaching Pool 18 x 
10 with Floor  

84,990 34,470 68% 

 
2.12 The increase in participation for the larger teaching pool is significant, at 48% for 

the option without a moveable floor.  This increases again if a moveable floor is 
included, to 68%. The option of a moveable floor increases the flexibility of the pool 
in terms of access for the less abled, warm up club sessions and increased 
swimming teaching options. The inclusion of a movable floor in the main swimming 
pool also increases flexibility primarily for swimming lessons. 
 

2.13 The majority of the Worcester population has access to a car, but there is an 
impact on walkers using the pool at Worcester Swimming Pool and Fitness Centre 
if it closes.  However, a new pool at Perdiswell does address accessibility issues to 
water space in NE of City. 

 

SOFT MARKET TESTING – FEEDBACK FROM OPERATORS 
 

• 6 lane pool more likely to be operationally successful than an 8 lane 
pool, although the latter gives more flexibility. 

 

• Leaner pool will also provide an option for ladies’ only use (privacy). 
(However the teaching pool will be part of the same pool environment 
and not capable of being screen off, this is seen as desirable but not a 
cost effective option). 

 

• Moveable floor in main tank (only 1 operator said it would be better in the 
learner pool. 

 

• Need minimum 2 studios, ideally 3 studios. 
 

• No café; unless there is a ‘Costa’ concession type option. 
 

• Look at possibility for 5 aside pitches. 
 

• Ongoing discussion with SE over sports hall and use for indoor cricket. 
 



WORCESTER CITY COUNCIL 

NEW FACILITY PROVISION – REVENUE MODELLING  

 

7 

• Revenue plan drafted shows golf and ATP income as higher than that is 
actually achieved now. 

 

PROPOSED FACILITY MIX  
 
2.14 Based on the above information, the proposed facility mixes considered are as 

follows: 
 

OPTION 1 (BASE OPTION) 
 

• 6 x 25m lane pool  
 

• Teaching pool 13 x 8 
 

• 8 court sports hall (based on current Perdiswell Leisure Centre) 
 

• 120 station gym (existing is 57 stations, so reasonable increase, in 
number of stations, – also if Worcester Swimming Pool and Fitness 
Centre closes (Sansome Walk) the increase of 43 stations at Perdiswell 
equates to replacement of the existing 40 at Worcester Swimming Pool  
and Fitness Centre, with a very minor increase of 23 stations). 

 

• 2 studios  
 
• 2 ATP Football Pitches  

 

• Vending  
 

OPTION 2 (WITH SPORT ENGLAND FUNDING) 
 

• 6 x 25m lane pool (Including moveable pool floor) 
 

• Learner pool 18 x 10 (Including moveable pool floor) 
 

• 8 court sports hall (based on current Perdiswell Leisure Centre) 
 

• 120 station gym  
 

• 2 studios  
 

• 2 ATP Football Pitches (refurbished) 
 

• Vending 
 

2.15 The facility mixes at paragraph 2.14 above provide the basis of the revenue 
projections and complements the findings above with the inclusion of base models 
and movable pool floors. 
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3. REVENUE MODELLING 
 

INTRODUCTION 
 
3.1 SLL has used the available data to inform the revenue forecasts included in this 

report. There are however, a number of options within each identified option, 
dependent on the management model used to manage the facility. The delivery 
method for the new facility has yet to be finalised, but it is likely that the facility will 
be managed by an external operator be it an existing trust or a private operator, 
with some of non-profit distributing organisation as part of its delivery vehicle. 

 
3.2 In order to identify the most appropriate option, four options have been identified 

for modeling purposes; these are: 
 
Option 1 -  Base Facility mix with a 13 x 8m teaching pool operated by an 

external operator that can obtain NNDR benefits only. 
 
Option 1a - Base Facility Mix as above but operated by a Leisure Trust that can 

obtain VAT and NNDR benefits. 
 
Option 2 -  Base facility mix but with a larger 18 x 10 m teaching pool and both 

main pool and Teaching pools including a movable pool floor, 
operated by an external operator that can obtain NNDR benefits 
only. 

 
Option 2a -  As Option 2 but operated by an external operator that can obtain 

NNDR and VAT benefits ie Leisure Trust. 
 
3.3 The inclusion of a movable floor for the teaching pool is seen as essential, due to 

the additional flexibility achieved for use as further teaching, competitive warm up 
and disability sessions. Table 3.5 identifies the increase in throughput by the 
introduction of a movable floor to the teaching pool. Table 3.6 identifies the 
increase in throughput of a movable floor over 50% of the main 25 x 13m pool. 
 

3.4 When developing the business plan forecasts a number of assumptions have been 
developed to support the final projections. In summary, these are: : 
 

• This draft business plan is based on the Council’s stated facility mix 
 

• The base business plan assumes that an external organisation will 
operate the facility, and that this organisation is capable of realising 
NNDR relief. The rateable value is not yet known, so an assumption or 
PC sum is included for the residual NNDR cost. 

 

• In the base business plan it is assumed the operator is not able to gain 
VAT benefits, therefore where appropriate fees and charges are net of 
VAT. In options 2, 4 and 5 the addition VAT benefits are identified which 
the irrecoverable VAT element on purchases.  

 
It should be noted that if a hybrid trust that attracts some VAT benefits, 
or an existing trust manages the facility, then in theory there could be 
an improvement of the financial position by up to £150k per annum. 
However, this can only be tested through a procurement process. 
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• The options of the operation being managed by a leisure trust is 
included as above; however, this is not a full VAT analysis, but an 
estimate of the potential net VAT benefits. 

 

• The health and fitness estimates have used the available Leisure 
Database Company’s information included in the Council’s CMT report 
and also SLL’s assessment of demand. 

 

• The Cabinet Report (15 April 2014) identified that for a 120 station 
fitness gym the estimated income would be £1.154m, which equates to 
approximately £9,616 income per station per annum. In SL’s opinion this 
is a high figure, towards the upper end of what could possibly be 
achieved in an area where there is less competition and a more affluent 
population. The current facility has 60 stations and realises 
approximately £4,860 per station per annum. SL’s figure has been 
calculated at £7,061 per station per annum at its peak operation. 
(Industry benchmarks are between £6k-9k per annum). 

 

• Where appropriate the business plan acknowledges the Sport England 
(SE) document Affordable Community Swimming Pools,; however, this 
is not a standalone facility, but a sports centre. The current SE 
document is about to be updated, and therefore the SE publication 
Affordable Sports Centres has been used for validation only where 
appropriate. 

 

• Utilities estimates have been benchmarked against other similar 
operations with additional costs included for the larger teaching pool. 

 

• The business plan is based on a ten year contract; a longer contract 
may impact on these figures. Whilst there will be variations after the 
initial ten year period, any forecast beyond ten years is risky as trends 
change and contractors can get nervous about over ambitious targets. 
Therefore for the purpose of this exercise the 11 to 25 years can be 
assumed to be the same as year ten figures. 

 

• The Business plan uses comparative data from a number of recently 
built similar facilities and tender bid submissions, for benchmarking 
purposes. 

 

• The Business plan assumes a three year maturity in terms of income.  
 

• Staffing costs have been developed from a zero base. Benchmarking 
staff costs identifies that the externalised operator staff costs as a 
percentage of income vary between 45% and 55% of total income for a 
new facility. For the base options the staff cost as a percentage of 
income is 50.4%, which is midway between the benchmarks. 

 

• The detailed appendices include a sensitivity analysis for the base 
option. 

 

• Profit for the contractor is based on 8% of total income. 
 

• Contractor overheads are calculated on the basis of 4% of total income. 
This will vary dependent on the operator but only to a small degree. 
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• Certain cost headings e.g. repairs and maintenance, reflect that the 
initial years will realise a lower cost due to the facility requiring less 
initial maintenance, and a programme for later years that incorporates 
increased maintenance for items such as redecoration etc. 

 

• The cost of fit out, H & F equipment and lifecycle costs cost are shown 
as below the line. Lifecycle and Fitness equipment would normally be a 
Contractor cost. The Council will need to decide if it will include the fit 
out costs as part of the development or as part of the Contract’s cost. 

 

• The H & F equipment cost is estimated at £420k for 120 stations, this 
cost sits outside of the Councils capital cost and will be provided by the 
Leisure Operator. Operators are most likely to lease this cost over 5 or 
ten years dependent on whether its fixed weights or Cardio Vascular 
equipment, The latter is normally replaced after 4 or 5 years, dependent 
on the operator. 

 

• The new facility fit out cost is estimated at £100k and is included in the 
design team costs; this is a benchmarked figure and would depend on 
the final facility mix and the particular operator’s programming needs. 

 

• It is assumed that the sinking fund will become a Contractor cost (i.e. a 
Full Repairing Lease).  

 

• Growth at 2.5% has been applied to the business plan. Inflation has not 
been included. 

 

• No allowance for a Performance Bond has been included, based on the 
assumption that the Council could opt for a Parent Company Guarantee. 
If appropriate a Performance Bond cost can be added in at the cost of 
approximately £5k per £100k Bond sum. 

 

• No cost for Grounds Maintenance has been included as the demise for 
the facility has yet to be established.  

 

• The base options include Vending only catering provision. If  the new 
facility is to include Vending and a Café operation the latter will need to 
be added to the model. We would expect the net impact after staff costs 
etc. to be between £20k and £30k per annum dependent on the size of 
the operation.  

 
3.5 The details of the various modeling options are included in Appendix 3. The table 

below identifies a summary of the detailed options included in the appendices. 
 

Table 3.1 Summary of Options and Revenue 

Average cost 
per annum over 
ten years 

Option 1 Option 1a Option 2 Option 2a 

Total Income 1,665,223 1,809,651 1,843,799 1,991,951 

Total 
Expenditure 

1,610,895 1,610,895 1,696,894 1696894 

Operational 
Surplus(Loss) 

54,328 198,755 146,905 295,057 

Sinking Fund, Fit 
Out and Lifecycle 

162,348 162,348 162,348 162,348 
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Average cost 
per annum over 
ten years 

Option 1 Option 1a Option 2 Option 2a 

Gross Surplus / 
(Loss) inc 
Sinking Fund 
and Fit Out 

(108,020) 36,408 (15,443) £ 132,710 

 
3.6 The summary table above identifies that the options with most return to the Council 

are Options 1a & 2a; primarily due to the additional VAT benefits a Leisure Trust 
can realise. Options 2 and 2a will however realise the highest capital cost given the 
larger Teaching Pool, and the movable floors. 
 

3.7 In terms of overall throughput for the swimming pools the following tables identify 
the estimated throughout for the two primary facility mix options (Options 1and 2) 
Options 1a and 2a only identify the additional VAT benefits a leisure trust can 
realise.  
 
Table 3.2 Estimated Swimming Throughput Options 1 and 2 

Base Option 1 
     

  
Year 1 Year 2 Year 3 Year 4 Year 5 

 
Health and Fitness 223,910 229,270 250,380 271,490 292,550 

 
Swimming 188,228 210,373 221,445 226,981 232,656 

 
Studio 31,854 35,601 37,475 38,412 39,372 

 
5 A side 31,000 31,930 32,888 33,710 34,553 

  70,349  78,626  82,764  84,833  86,954  

 
Spectators/Events 8,500 9,500 10,000 10,250 10,506 

 
Total 

      
553,841  

      
595,300  

      
634,952  

      
665,676  

      
696,591  

       
25m x 13m, plus r& 18m x 10m Teaching Pool with Moveable floor (Option 
2) 

  
Year 1 Year 2 Year 3 Year 4 Year 5 

 
Health and Fitness 223,910 229,270 250,380 271,490 292,550 

 
Swimming 246,469 270,716 274,965 281,839 288,885 

 
Studio 31,854 35,601 37,475 38,412 39,372 

 
5 A side 31,000 31,930 32,888 33,710 34,553 

  70,349  78,626  82,764  84,833  86,954  

 
Spectators/Events 8,500 9,500 10,000 10,250 10,506 

 
Total 

      
612,082  

      
655,643  

      
688,472  

      
720,534  

      
752,820  

 
3.8 A comparison of the tables identifies a clear increase in throughput depending on 

the teaching pool option chosen. The above assume the main facility throughput 
remains the same and the increase is only attributed to the increase in throughput 
for the Teaching Pool. 
 

3.9 The increase in throughput for the various Teaching Pool options is included at  
Table 3.2 above. The increase is attributed to additional swimming lessons, club 
use (particularly for the pool with a movable floor 1.8m depth) and casual 
swimming. 
 

3.10 The various options included in this report assumes that the service will continue to 
be operated by an external operator, be it a Leisure Trust, or a private sector 
operator with some form of “hybrid” trust. There is little to choose between many of 
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these organisations in terms of operation and the fiscal benefits they can attract. 
The VAT and NNDR benefits traditionally realised by the trust sector are now 
increasingly being matched by the private sector with bespoke models being 
developed.  

3.11 These are continuing to be developed and the actual financial returns can only 
truly be established when a procurement exercise has been undertaken to the 
wider market. The modelling undertaken by this exercise has used benchmarked 
information and been developed from a zero base. The actual programmes of use 
may well differ from those included here dependent on the operators’ own method 
of operation.  
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4. CONCLUSIONS AND RECOMMENDATIONS 
 

INTRODUCTION 
 
4.1 WCC proposes to develop the Perdiswell Leisure Centre (Extend & Refurbish) to 

include additional facilities. This development is intended to replace the facilities that 
will be lost if the city centre swimming pool closes. 
 

4.2 This report and analysis is intended to challenge and validate the potential for 
developing the new facility and to establish if there is a robust business case for the 
investment. 
 

4.3 The report has used national and SLL’s own experience and data in order to 
develop the various models. 
 
CONCLUSIONS 

 
4.4 The needs analysis identifies that there is a surplus of 270sq m of water space in 

the City. If the Worcester Swimming Pool and Fitness Centre closes, this reduces 
this surplus to a deficit of 300 sq m; this facility has over 50% of the swimming 
usage in the City. Building a new pool (6 lane 25m x 13m) at Perdiswell would result 
in an overall surplus of 100 sqm of water space in the City, against the required 
level of provision.  The issue is that this replacement pool ie 6 lane 25m x 13m, 
does not provide significant additional capacity on its own, to meet future growth in 
demand as a result of population increase. However, providing both a 6 lane x 25m 
pool, and a learner pool (13m x 10m, Option 1, or 10m x 18m, Option 2) does result 
in increased capacity and flexibility to meet future demand. The smaller learner pool 
in Option 1 does not result in as great capacity or flexibility. Providing the moveable 
floor in the larger learner pool ie Option 2, is the best option for delivering increased 
capacity and flexibility into the longer term. 

 
4.5 In addition the 2014 analysis identifies a surplus of 335 stations, based on current 

population and 12.6 % FIA penetration rate. Therefore this analysis has erred on the 
side of caution in terms of the throughput for the new facility’s health and fitness 
operation, given local competition and the current operation of the Perdiswell 
Leisure Centre fitness facility. 

 
4.6 Without knowing the specific budget for this project SLL has developed the models 

in isolation of the Council’s affordability in order for objectivity. 
 
4.7 Clearly Options 1a and 2a offer the greatest return to the Council in terms of 

affordability; however, this has to been considered alongside the Capital Funding 
available, as it is assumed alongside any Sport England funding the Council will 
have to rely on either reserves, Prudential Borrowing and Capital Receipts. The 
greater participation achieved through options 2 and 2a delivers a more longer term 
sustainable position particularly if the city centre facility closes as part of the 
Council’s longer term strategy. 
 

4.8 As with any forecasting there are risks; developing financial plans is not an exact 
science and is based on experience, detailed modelling and benchmarking against 
similar facilities. The only true test is testing the market,  through a formal 
procurement process  
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RECOMMENDATIONS 
 
4.9 On the basis of the detailed analysis undertaken as part of this project, the 

recommendations for the revenue and facility mix option are as follows: 

 

RECOMMENDATION 1 (R1) 
 

To progress with the option to develop the existing Perdiswell Leisure 
Centre by developing the swimming pool option with associated teaching 
pool, and health and fitness provision 

 

 

RECOMMENDATION 2 (R2) 
 

Subject to the necessary capital funding, to include in the facility mix the 
larger 18m x 10m Teaching Pool with a moveable floor in both pools to 
create the most opportunity for increased participation and income 
generation for the longer term. 
 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

DISCLAIMER 

 
Forecasts and recommendation in any proposal, report or letter are made in good faith and 
on the basis of the information before the Company at the time. Their achievement must 
depend, among other things, on effective co-operation of the Client and the Client’s staff. In 
any consequence, no statement in any proposal, report or letter is to be deemed to be in 
any circumstances a representation, undertaking, warranty or contractual condition. 
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