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 Executive Summary 

1 Peterborough City Council’s Regional Fitness and Swimming Centre (RFSC), also known as 
Regional Pool, was built in 1976, last refurbished in 2011 and is considered to be coming to the 
end of its useful operational life.  

2 In March 2020, Paul Weston Architect (PWA) was appointed by Peterborough Investment 
Partnership (PIP) to undertake an initial high-level options appraisal for the replacement of RFSC 
on the Pleasure Fairs Meadow site in Peterborough. The Sport, Leisure and Culture Consultancy 
(SLC) were appointed by PWA as sub-consultants to support this work. 

3 Based on this Stage 1 Options Appraisal, a requirement for more detailed feasibility work was 
identified in order to further explore the need for a replacement for RFSC and to develop the 
overall business case in more detail. SLC has subsequently been appointed by PIP, working in 
partnership with PCC, to undertake further detailed feasibility work through delivery of the 
following workstreams: 

 Review the Council’s existing Indoor Built Facilities Strategy (IBFS) including the detailed 
Needs Assessment and Sport England Facilities Planning Model reports and consider the 
outputs in light of any subsequent facility developments / closures 

 Focused engagement with selected stakeholders including National Governing Bodies of 
Sport and Vivacity to gather further evidence on specific areas of need 

 Identify / confirm the Essential and Optimal facility mixes based upon the current state 
review and needs analysis, and amend existing layout drawings, site plans and development 
cost estimates if required 

 Develop a baseline financial model to establish the likely cost of “do nothing” in order to 
inform the overall business case. This is to be informed by further condition survey work to 
identify future medium / long term lifecycle costs of the existing facility. 

 Develop 15-year revenue business plans for the Essential and Optimal facility mix options 
which identify the projected income to be generated by specific facility areas and activities, 
and the expenditure associated with these activities alongside the overall operational costs 
of the new facility.  

4 SLC’s review of the existing RSFC has revealed that the overall level of usage and income is 
relatively typical for a facility of the age and condition of RFSC and there is no evidence of a 
significant decline over the past 3 years. Usage and financial performance is, however, 
significantly below what would be expected from a comparable modern leisure facility in a 
number of key areas.  

5 Health and fitness membership and income levels are well below the level which would typically 
be expected for a facility of this size and whilst there is competition locally, it is likely that this is 
to a large extent due to the availability of more attractive and better value alternatives 
elsewhere. An improved facility with a health and fitness offer of a similar scale would typically 
generate substantially higher membership and income levels. 

6 Swimming lessons income has grown with an expansion of the programme in recent years, 
although this has resulted in some loss of casual swimming income. The number of swimming 
lesson pupils for a facility of this scale, however, remains relatively low and the latent demand 
assessment previously undertaken suggests there is potential for further expansion of the 
programme subject to capacity of the pools and specifically, the availability of shallow water 
space. 
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7 Casual pool admissions have fallen which is considered to be partly due to a reduction in public 
swimming sessions to accommodate more swimming lesson provision, as well as the 
deteriorating quality of the facilities, particularly the changing areas. 

8 Consultation with stakeholders has revealed significant capacity issues at RFSC in terms meeting 
demand for pool space to support the combination of requirements for swimming lessons, casual 
lane swimming, schools and club use. There is a need for additional shallow water space to meet 
growing demand for the swimming lessons programme which has almost doubled in recent 
years. There is also a requirement for additional main pool space to accommodate the needs of 
the high performing City of Peterborough Swimming Club and other clubs in the surrounding area 
from which there is high demand for training space.   

9 The centre manager at RFSC reports that the decline in recent years of health and fitness 
memberships and income is partly due to local competition but primarily due to the age, quality 
and condition of facilities at RFSC and the lack of suitable space to develop the exercise class 
programme. They note that the limited overall offer at RFSC, poor quality changing provision and 
‘customer journey’ restricts the appeal and believe there is strong potential to develop a more 
diverse leisure offer which appeals to a wider audience, particularly children, young people and 
families. 

10 Swim England are very supportive of an increase in main pool provision beyond the 6 lanes 
currently provided at RFSC. This would enable the swimming club to develop further and provide 
an opportunity to host higher level competitions.  

11 A review of the detailed Needs Assessment report which underpins the Council’s Indoor Built 
Facilities Strategy (IBFS) and the Sport England Facility Planning Model (FPM) reports which 
support them has been undertaken as a check and challenge against the facility mix 
recommendations for core facility types (swimming pools, health and fitness and sports hall 
provision) included in the Stage 1 Options Appraisal.  

12 The review has demonstrated that, whilst the 9 lane x 25m shortfall stated in the IBFS does not 
provide the full picture, there is clear evidence of a lack of capacity within existing provision to 
adequately meet the demand for public swimming, swimming clubs and a learn to swim 
programme. Existing facilities are already under significant strain from a capacity perspective and 
the age and declining quality of RFSC will exacerbate that situation by displacing demand to 
other, more attractive facilities in the area. 

13 In order to deliver a swimming programme which meets the needs of the full range of users, a 
replacement facility will need to provide an increase in water space and it will need to be 
configured to allow for maximum flexibility in terms of programming between club, public and 
learn to swim sessions in particular. 

14 With regard to health and fitness provision, SLC’s latent demand assessment, the IBFS and the 
more detailed Needs Assessment all come to the same conclusion with regard to the existence of 
a theoretical oversupply of provision in the area, as is the case in most places in the UK. However, 
the IBFS and Needs Assessment also concur with SLC’s view that this should not translate into the 
exclusion of health and fitness provision from new leisure provision, given its vital role in an 
overall leisure centre membership offer and its ability to generate income. Given the level of 
competing provision in the market, membership assumptions within the business plan will need 
to be set with this in mind but balanced by the strength of appeal of a new, large-scale leisure 
centre offer and the potential impact of the Covid-19 pandemic on competing supply. 

15 Sports hall provision has only been included in the optimal facility mix in the form of a 4-court 
sport hall. The IBFS Needs Assessment and FPM report are clear that there is some pressure on 
existing supply, but that most unmet demand is locational rather than the result of a lack of 
overall capacity. Population growth will further exacerbate existing capacity issues, so additional 
provision does need to be considered, although the extension of opening hours at existing 
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facilities would provide a more cost effective option if considered to be feasible. Given the likely 
lower return on investment potential of a sports hall and the limitations of the site in terms of 
footprint, its inclusion in only the optimal facility mix is justified. 

16 As part of the Stage 1 Options Appraisal, Essential and Optimal facility mix options were 
developed as shown in Figure 6 below. 

Figure 1: Proposed Facility Mix – Essential and Optimal options 

  

17 The needs analysis work supports these proposed facility mix options and has identified no 
evidence to suggest that these options should be altered.  

18 Layout drawings and site plans for both facility mix options were developed as part of the Stage 1 
Options Appraisal which, given the findings above, are still applicable and can be used to inform 
the financial modelling of options. A cost for fittings, furniture and equipment, including gym 
equipment, has been added to the previous budget cost estimates by cost consultants Castons in 
order to further inform the financial modelling. 

19 The layout drawings, site plans and budget cost estimates are provided within PWA’s full report 
on the Stage 1 Options Appraisal in Appendix D. The total development costs excluding land 
purchase and including inflation based on a start on site in March 2022 are as follows: 

 Essential Mix: £21.14M 

 Optimal Mix: £31.26M  

20 Land purchase, developer profit and developer finance cost estimates are applied to these 
budget cost estimates to provide overall developments costs which inform the capital financing 
requirements that are subsequently built into the financial modelling. 

21 SLC has developed a detailed financial model for a replacement facility based on the 
development of the Essential and Optimal facility mixes, forecast over a 15-year period and 
factoring in capital financing and lifecycle costs to understand the overall return on investment. 
This is then compared with the Council’s alternative options, namely the retention and eventual 
closure of the existing RFSC, and retention and eventual replacement of RFSC in 10 years’ time.  
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22 The options considered through the financial modelling are summarised as follows: 

 No Replacement – RFSC continues to operate with the required investment for the 
remainder of its viable life (c. 10 years), at which point it is closed and not replaced 

 2031 Replacement – RFSC continues to operate with the required investment for the 
remainder of its viable life (c. 10 years), at which point it is replaced by new facility with the 
Essential facility mix at an indeterminate site 

 Essential – RFSC continues to operate with minimal investment until the opening in 2024 of a 
new facility with the Essential facility mix at the Pleasure Fair Meadows site 

 Desirable – RFSC continues to operate with minimal investment until the opening in 2024 of 
a new facility with the Optimal facility mix at the Pleasure Fair Meadows site. 

23 This approach has been taken to demonstrate the relative costs of each option over the next 15-
years. The Essential and Optimal facility mix models have also been extrapolated out over a 40-
year capital repayment period to assess the capacity of the proposed facilities to cover the 
development costs over their expected lifespan. 

24 The financial modelling has also included a comparison between different management models, 
including a multi-site external operator model and a Local Authority Trading Company model. 

25 Table ES1 shows a comparison of the options based on 15-year totals. This demonstrates that all 
options would require a subsidy from the Council or for alternative sources of capital funding to 
be found to reduce the borrowing requirements. The lowest cost option over the 15-year period 
is the Essential option, operated under an external operator at a total cost of £10,081,420. 

26 Whilst this is a significant funding gap, if the Council believes that the facility will need to be 
replaced once it reaches the end of its usable life, this option actually represents a saving of c. 
£9.4M compared with the 2031 replacement option. 

27 Due to its lower capital cost requirements, the Essential option offers marginally the best value 
option over a 15-year period. However, if the figures are extrapolated with adjustments for 
inflation over a 40 year period from the development of a new facility, the Optimal option has a 
smaller overall funding gap of £12.8M compared with £17.8M for the Essential option.  

Table ES1: Comparison of Options 

 
 

28 The key conclusions arising from the feasibility study on the replacement of RFSC are as follows: 

a) The current state review of the existing RFSC shows that overall level of usage and income is 
relatively typical for a facility of the age of RFSC and there is no evidence of a significant 
decline in financial performance over recent years. However, usage and financial 
performance is significantly below what would be expected from a comparable modern 
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leisure facility in a number of key areas. This is considered to be largely as a result of the poor 
condition and quality of facilities at RFSC 

b) The needs analysis has demonstrated that there is clear evidence of a lack of capacity within 
existing provision to adequately meet the demand for public swimming, swimming clubs and 
a learn to swim programme. This is apparent through desktop studies and is supported by 
the engagement undertaken with key stakeholders Vivacity and Swim England 

c) Any replacement facility will need to provide an increase in water space and be configured to 
allow for maximum flexibility in terms of programming between club, public and learn to 
swim sessions in particular 

d) Whilst desktop analysis has indicated a theoretical oversupply of health and fitness facilities 
in the city, the inclusion of a high quality, suitably sized gym facility with accompanying 
exercise studio provision would still be highly recommended for any new leisure facility and 
would expect to capture a strong share of the existing market.  

e) There is demand for additional sports hall provision in Peterborough as demonstrated 
through the Sport England Facility Planning Model report and Indoor Built Facilities Strategy  

f) The results of the needs analysis supports the facility mix options developed as part of the 
Stage 1 Options Appraisal and has identified no evidence to suggest that these options 
should be altered.   

g) Taking into account the repayment of lifecycle costs identified through condition surveys, the 
total cost of continuing to operate the existing RFSC over the remainder of its usable life is c. 
£13.2M. 

h) Taking into account the capital repayments over the period of both the condition survey 
investment costs and new facility build costs and lifecycle costs for the new facility, the total 
cost over a 15-year period of replacing RSFC when it comes to the end of its usable life in 
2031 is c. £19.4M 

i) Taking into account the capital repayments of the new build and lifecycle costs for the new 
facility, the total cost over the 15-year period of the Essential facility mix option is c. £10.1M 
under an external operator management model or c. £16.4M under the LATC model 

j) Taking into account the capital repayments of the new build and lifecycle costs for the new 
facility, the total cost over the 15-year period of the Optimal facility mix option is c. £11.3M 
with an external operator management model or c. £20.7M under the LATC model. 

29 The recommendations for the Council are as follows: 

 Assuming that the Council agree that there is a strategic need to replace the facility at some 
point and that it would be unacceptable to allow the facility to close without replacement, 
best value would be achieved by making that investment immediately rather than sinking 
further cost into sustaining an old, inefficient and suboptimal facility  

 Of the two facility replacement options, there is little difference in the total cost over 15 
years with the Optimal option being slightly more expensive over the period. This option 
does, however, provide a much more significant level of provision for a relatively small 
increase in overall cost, so the Council should consider this to be the best value option. This is 
further supported by the fact that over a longer period, the Optimal option is likely to prove 
to be a less costly option than the Essential facility mix, as demonstrated by the extrapolation 
of costs over a 40-year period 

 The modelling clearly indicates that external management by a multi-site provider would be 
the most financially advantageous operating model. However, the Council may wish test this 
further through a more detailed options appraisal which considers the whole of the Council’s 
leisure portfolio and which also assesses the non-financial implications of different 
management models. 
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1. Introduction 

Background context, previous work and key required outputs of 
the study 

1.1 Background 

1.1.1 Peterborough City Council’s Regional Fitness and Swimming Centre (RFSC), also known as 
Regional Pool, was built in 1976, last refurbished in 2011 and is considered to be coming to the 
end of its useful operational life. It is expected that it will need to be replaced or be subject to 
major renovation and refurbishment within the next 5 – 10 years, with the latest condition 
survey recommending c. £6m of work over the next decade, the majority of which (c. £4.5m) is 
required in the next two years.  

1.1.2 RFSC is an outdated facility which fails to meet modern expectations in terms of design and 
overall quality of provision. Essentially a swimming pool with some fitness facilities, it has a 
limited offer compared with modern, multi-use leisure facilities. Poor quality changing facilities 
and a disjointed layout over three levels makes it uninviting and provides for a poor ‘customer 
journey’ and overall experience.  

1.1.3 Previous studies have identified that the city has a relatively poor supply of water space in 
comparison to the national average and the overall quality of pools in the area is a concern, 
especially with a view to provision in the longer term. Publicly accessible pools are considered to 
be at a capacity, limiting their ability to meet existing and future demand for swimming activities. 

1.1.4 Despite the age and condition of RFSC, it facility remains well used and plays a critical role in 
providing publicly accessible swimming pool space for Peterborough residents, local schools, 
colleges and community groups and is also home to the city’s thriving and high performing 
swimming club.  

1.1.5 Low energy efficiency and high operating costs together with the extensive lifecycle works 
identified through the condition surveys means that RFSC is reaching the end of its economic life. 
This combined with the importance of publicly accessible swimming pool space and identified 
need for future provision means that the strategic case for a replacement facility is clear.  

1.2 Stage 1 Options Appraisal 

1.2.1 In March 2020, Paul Weston Architect (PWA) was appointed by Peterborough Investment 
Partnership (PIP) to undertake an initial high-level options appraisal for the replacement of RFSC 
on the Pleasure Fairs Meadow site in Peterborough. The Sport, Leisure and Culture Consultancy 
(SLC) were appointed by PWA as sub-consultants to support this work. 

1.2.2 Two distinct facility mix options were identified by PWA and SLC based on the existing facilities at 
RFSC, the findings of Peterborough City Council’s (PCC) Indoor Built Facilities Strategy and a high 
level supply and demand assessment of additional “non-core” facilities (i.e. climbing, soft play, 
indoor assault courses), and developed through discussion with officers from the Council. 

1.2.3 Site plans and layout drawings for both of the agreed facility mix options were developed to 
demonstrate how the options could work on the site and budget cost estimates produced to 
identify the overall likely development costs. A high level business plan showing the projected 
income and expenditure for each facility mix was also developed which was compared with the 
“do nothing” option of continuing to operate the ageing RFSC.  
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1.2.4 A copy of PWA’s report on the Stage 1 Options Appraisal is provided as an appendix to this 
report. 

1.2.5 This initial high-level options appraisal was not informed by detailed needs assessment work and 
SLC was subsequently commissioned by PIP to undertake a further latent demand assessment to 
supplement the evidence base for a replacement facility. 

1.2.6 The findings of this assessment can be summarised as follows: 

 An oversupply of health and fitness provision equivalent to 757 stations at current population 
levels and 646 stations in 2025 was identified within the catchment of RFSC. Whilst this 
suggests that there is not demand for additional health and fitness provision, the inclusion of 
a high quality, suitably sized gym facility with accompanying studio provision would still be 
highly recommended for the new leisure centre development given the trends in 
participation growth and the potential impact of the COVID-19 pandemic both on competing 
supply and demand 

 The latent demand assessment showed a small oversupply of general swimming provision 
within the catchment equivalent to 250 SQM at current levels and 163 SQM in 2035. This 
contrasts with the City’s Indoor Built Facility Strategy and Facility Planning Model (FPM) 
findings which suggested a shortfall equivalent to 9 x 25m lanes. However, SLC’s assessment 
is based on peak time capacity for general swimming, but actual peak time capacity is likely 
to be reduced due to the programming of other swimming pool activities (e.g. lessons and 
swimming club sessions etc.) during these times  

 The proportion of local swimming demand which relies on local authority provision 
compared with alternative commercial leisure club facilities will also place added pressure on 
water space capacity at Council facilities 

 The latent demand assessment showed a significant current undersupply of swimming lesson 
provision equivalent to 2,579 pupils falling to 1,983 pupils in 2035. This suggests there would 
be significant potential for a strong swimming lesson programme at a replacement facility, 
and the configuration and programming of any water space provision should be considered 
accordingly. This also supports the need for significant main pool water space which can 
provide additional capacity for swimming lessons in addition to general swimming capacity 

 The current RFSC also plays an important role in meeting need from schools for school 
swimming lesson provision which would need to be reprovided at a new facility in the event 
of its replacement 

 Given the current  demand for water space at RFSC and demand pressures at peak time as 
suggested by the FPM study, as well as the high levels of unmet demand for swimming 
lessons, the inclusion of more flexible water space to replace the current provision at RFSC 
would be recommended. 

1.2.7 Based on these findings and building on the Stage 1 Options Appraisal, a requirement for more 
detailed feasibility work was identified in order to further explore the need for a replacement for 
RFSC and to develop the overall business case in more detail.  

1.3 Our Terms of Reference 

1.3.1 SLC has subsequently been appointed by PIP, working in partnership with PCC, to undertake 
further detailed feasibility work through delivery of the following workstreams: 

 Review and analyse usage and financial performance over the last 3 years including health 
and fitness membership, swim school numbers etc. to identify trends in usage and financial 
performance of key income streams and any capacity issues / opportunities to meet existing 
demand as part of the new facility mixes 
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 Review the Council’s existing Indoor Built Facilities Strategy (IBFS) including the detailed 
Needs Assessment and Sport England Facilities Planning Model reports and consider the 
outputs in light of any subsequent facility developments / closures 

 Focused engagement with selected stakeholders including National Governing Bodies of 
Sport and Vivacity to gather further evidence on specific areas of need 

 Identify / confirm the Essential and Optimal facility mixes based upon the current state 
review and needs analysis, and amend existing layout drawings, site plans and development 
cost estimates if required 

 Develop a baseline financial model to establish the likely cost of “do nothing” in order to 
inform the overall business case. This is to be informed by further condition survey work to 
identify future medium / long term lifecycle costs of the existing facility. 

 Develop 15-year revenue business plans for the Essential and Optimal facility mix options 
which identify the projected income to be generated by specific facility areas and activities, 
and the expenditure associated with these activities alongside the overall operational costs 
of the new facility. The projections are to be based on clear assumptions and a strong 
rationale regarding usage and membership numbers informed by the needs analysis work 
and tested against industry benchmarks. The financial model will be based upon operation by 
a multi-site national operator on the assumption that the new facility will be operated under 
a new management contract, procured through an open market tender process. It will also 
need to show how this compares with operation under the Council’s planned Local Authority 
Trading Company model. Finally it will require a sensitivity analysis which tests scenarios of 
under and over performance. 

1.4 Structure of our Report  

1.4.1 The remaining sections of this feasibility study report have been structured to meet the 
requirements of the project brief, as shown in Table 1. 

Table 1: Report Structure 

Section Key Content or Output 

2 Current State Review Review of historical financial performance and usage trends of 
RFSC 

3 Stakeholder 
Engagement 

Results of engagement with key stakeholders – Vivacity and 
Swim England  

4 Supply and Demand 
Analysis 

Review of the Council’s Indoor Built Facilities Strategy and Sport 
England’s Facility Planning Model reports 

5 Key Conclusions from 
Needs Analysis and 
Implications for 
Facility Mix Options 

Key conclusions arising from current state review, stakeholder 
engagement and supply and demand analysis and implications 
for the proposed facility mix options 

6 Financial Modelling 
of Options 

15-year revenue business plans for facility mix options and 
comparison with ‘do nothing’. Overall business case / return on 
investment taking account of capital financing costs. 

7 Conclusions and 
Recommendations 

Key conclusions from feasibility study and recommendations to 
the Council. 

1.4.2 Supporting information is included in a series of Appendices. 
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2. Current State Review 

Review of historical financial performance and usage trends of 
RSFC to inform the assessment of need 

2.1 Introduction 

2.1.1 In order to supplement the needs assessment work undertaken as part of previous workstreams, 
SLC has undertaken a high level review of the performance of RFSC in recent years. This includes 
a review of the membership numbers and throughput of the existing facility, as recorded by the 
operator Vivacity, and the financial performance of the facility. 

2.1.2 This is designed to inform an understanding of the trends in the usage and financial performance 
of the facility over recent years, potential issues around capacity and demand, and the extent of 
the existing user base which would be likely to transfer to a new replacement facility. 

2.1.3 The review is based upon information provided by Vivacity for the years 2017/18, 2018/19, and 
2019/20 (up to the end of February 2020 and extrapolated to provide an estimated full year’s 
figures). The assessment is to some degree restricted by Vivacity’s own data collection and 
recording methods which dictate the level of detail available. 

2.1.4 Where possible and appropriate, comparisons with typical or comparable leisure facilities have 
been made, drawing on SLC’s experience and understanding of leisure operations. 

2.2 Usage and Memberships 

2.2.1 Figure 2 shows the trend of usage levels at RSFC including swim academy (lessons) and school 
swimming throughput over the past 3-year period. This demonstrates a decline in usage levels 
over the period, albeit not a steep one. Swimming academy, gym admissions and other areas of 
wet and dry throughput all show a decline over the period, although wet and gym usage appear 
to have stablised between 2018-19 and 2019-20. 

Figure 2: Total Annual Usage - 2017 - 2020 

 

69



Feasibility Study on Regional Fitness and Swimming Centre 
Peterborough Investment Partnership 

 

Report Ver 1.0 www.slc.uk.com  14 

2.2.2 The largest decrease in activity appears to be for “dry” activities which include room hires, 
classes, personal training and spectators. Whereas in previous years, classes throughput is shown 
at c. 35K, no throughput is shown for 2019-20 and there is no corresponding increase in usage 
elsewhere. This may therefore be an anomaly in the recording of throughput data for 2019/20 
which is perhaps overstating the apparent decline. 

2.2.3 Overall the total throughput figures show a 20% decrease over the period, although this falls to c. 
8% if the anomalous “dry” throughput figures are discounted. This level of decline is not 
unexpected in a facility of the age and condition of RFSC, where existing customers are more 
likely to be attracted to newer, higher quality facilities elsewhere in the area. 

2.2.4 Figure 3 shows the proportion of throughput attributable to different facility areas based on 
2019/20 data. If “dry” throughput were included at previous levels of c. 35K the split would be 
closer to 66% wet, 22% gym, 12% dry, but this demonstrates the heavy emphasis on RFSC as a 
swimming facility first and foremost. Over 1/3 of swimming activity at the facility is from the 
swimming academy / school swimming programme which had c. 75K attendances last year. This 
demonstrates the importance of the facility from a learn to swim perspective and in terms of its 
role in providing publicly accessible water space. 

Figure 3: RFSC 2019-20 Throughput by Activity Type 

 

2.2.5 The level of swimming throughput (c. 190K per annum) is reasonable for a swimming facility of 
this size, albeit modern facilities typically achieve significantly higher throughput levels of 300K 
plus visits per annum. The number swimming lesson pupils (1070) is relatively low for a medium-
sized swimming facility such as RFSC with a dedicated teaching pool, albeit the average number 
of swim academy students has increased over recent years along with an expansion of the 
number of lessons, suggesting that there remains good levels of demand.  
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2.2.6 Gym admissions at c. 65K are very low for what would be expected for a facility of this size. An 
85-station gym would typically expect to have in excess of 2,000 members and c. 100K visits per 
year. Membership numbers have been in decline over recent years from c. 1,800 in 2016-17 to c. 
1500 currently. At under 18 members per station, this is significantly below expected levels. A 
membership base of a minimum of 22-25 members per station would be typical for a facility like 
RFSC and more like 28-30 members per station for a high performing facility. Given the increasing 
importance of a strong group exercise programme as part of a good quality health and fitness 
offer, it is likely that the limited programme at RFSC, due to the limited studio space, is 
contributing to the low membership numbers.  

2.2.7 It is likely that the relatively low usage levels overall reflect, to a large extent, the ageing nature 
of the facility and its declining appeal to users with more attractive alternatives to choose from, 
particularly in terms of health and fitness provision.  

2.3 Financial Performance 

2.3.1 SLC has been provided with copies of Vivacity’s management accounts to inform a review of the 
recent financial performance of the facility. It should be noted that Vivacity treated the 
swimming academy as a separate cost centre, so whilst specific swim academy income is 
attributable to RFSC, expenditure is allocated on a proportionate basis (55% of total). It is also 
important to note that the figures for RFSC do not appear to include discernible central / support 
service costs (central management, payroll, HR, I.T., Health and Safety etc.) nor do they include 
utilities and significant maintenance items which are the responsibility of the Council currently. 
Utility costs for the facility are understood to be c. £150k per annum. 

2.3.2 Figure 4 shows a summary of RFSC’s financial performance over the past 3-year period, based on 
Vivacity’s figures, with 2019/20 figures having been extrapolated out from the 11 months of data 
received in order to provide comparable figures. 

2.3.3 This shows a surplus level of last year of c. £331K taking into account income and estimated 
expenditure from the swimming academy. The surplus in 2017/18 was higher at c. £372K from a 
similar income position and reduced expenditure (particularly staff costs). The 2019/20 figures 
show an overall improvement from the previous year of c. £44K. 

2.3.4 With budgeted maintenance and lifecycle expenditure in 2019/20 of c. £115K and typical utility 
costs of c. £150K, this leaves a modest surplus of c. £66K. However, as noted above, there are no 
central support costs attributed to the accounts and once these are included it would likely shift 
this into an overall deficit position. Given the age of the facility, it is very likely that in the coming 
years income will fall as the appeal of the facility is diminished, and maintenance and running 
costs will increase, further increasing this deficit. 
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Figure 4: RFSC Financial Performance 

 

2.3.5 Figure 5 shows trends in different areas of income over the last 3 years. Health and fitness 
income including membership income, is the most significant income stream at RFSC and has 
fallen over the period, albeit 2019-20 shows a partial recovery from the c. £50K fall in income the 
year before.  

2.3.6 As with usage and membership numbers, health and fitness income is below what would be 
expected for a facility of this scale with c. £8K per station when £10K+ would be a more typical 
return. 

2.3.7 Swim academy income is the second most significant income stream and one which has 
experienced growth over the period. This has been an area targeted by Vivacity and the 
increased income reflects an expansion of the swimming lesson programme at RFSC. SLC has 
identified this as an area of strong latent (unmet) demand; a position which is supported by 
evidence of recent growth in lessons at RFSC. 

Figure 5: RFSC Income 2017 - 2020 
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2.3.8 Pool admissions have fallen slightly over the last 3 years. This is believed by the centre manager 
to be as a direct result of the expansion of the swimming lesson programme and a lack of 
investment into equipment such as inflatables to encourage more family swimming. It was also 
suggested that the programming of additional casual swimming sessions is limited to some 
extent by the pool space required by the City of Peterborough Swimming Club (COPS). 

2.3.9 Other areas of income are relatively stable, with small increases in parking, health suite and other 
income over the period. The minimal level of vending / retail income is notable. A café offer 
would normally be a core component of a leisure centre offer, particularly one with a significant 
swimming lesson programme and family offer and one which plays host to swimming galas with 
large numbers of spectators. 

Figure 6: RFSC 2019-20 Income 

 

2.3.10 Figure 6 demonstrates the reliance on the gym and pool within the current facility mix. Health 
and fitness memberships and casual health and fitness income contribute 45% of total income 
and swimming makes up a further 43%. This is to be expected from a facility with a core offer of 
swimming and fitness but a more diverse facility mix could draw on a wider range of income 
streams and serve a more extensive customer base. 

2.3.11 Staffing is the biggest cost of any public sport and leisure facility. However, the staffing costs at 
RFSC are relatively high at over 61% of income when c. 50-55% would be more typical for a wet 
and dry leisure centre. It is likely therefore, that there is significant scope for a replacement 
facility to be operated more efficiently from a staffing perspective. However, it may also be the 
case that this percentage is more of a reflection of relatively low income and the proportion of 
water space within the facility and inefficient layout of an older building will also contribute to 
the proportionally high staffing costs. Either way, a new well designed facility will support the 
opportunity to improve staffing cost efficiency. 

2.4 Summary 

2.4.1 The overall level of usage and income is relatively typical for a facility of the age and condition of 
RFSC and there is no evidence of a significant decline over the past 3 years. Usage and financial 
performance is, however, significantly below what would be expected from a comparable 
modern leisure facility in a number of key areas.  
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2.4.2 Health and fitness membership and income levels are well below the level which would typically 
be expected for a facility of this size and whilst there is competition locally, it is likely that this is 
to a large extent due to the availability of more attractive and better value alternatives 
elsewhere. An improved facility with a health and fitness offer of a similar scale would typically 
generate substantially higher membership and income levels. 

2.4.3 Swimming lessons income has grown with an expansion of the programme in recent years, 
although this has resulted in some loss of casual swimming income. The number of swimming 
lesson pupils for a facility of this scale, however, remains relatively low and the latent demand 
assessment previously undertaken suggests there is potential for further expansion of the 
programme subject to capacity of the pools and specifically, the availability of shallow water 
space. 

2.4.4 Casual pool admissions have fallen which the centre manager suggests is partly due to a 
reduction in public swimming sessions to accommodate more swimming lesson provision, as well 
as a lack of investment. A larger facility, particularly one with a moveable floor, would have the 
capacity to deliver a substantially expanded swimming lesson programme without compromising 
public swimming provision to the same extent. It would also be possible to provide more 
availability to the City of Peterborough Swimming Club who are also currently competing for 
water space with the swimming lesson programme and public swimming sessions. 
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3. Stakeholder Engagement 

Summary feedback from discussion with key selected 
stakeholders 

3.1 Introduction 

3.1.1 In order to inform the needs analysis of replacement facility provision and to provide additional 
context to the desktop review of supply and demand described in Section 4 of this paper, SLC has 
undertaken focussed engagement with identified key stakeholders. 

3.1.2 Given the confidential nature of this feasibility work and the sensitivities surrounding it, the level 
of engagement has been limited to the Council’s leisure operator Vivacity and the National 
Governing Body for swimming, Swim England.  

3.1.3 This section provides a summary of the feedback provided by these stakeholders.    

3.2 Feedback from Stakeholders 

Vivacity – General Manager, Regional Fitness and Swimming Centre 

3.2.1 SLC consulted with the General Manager of RFSC to discuss the challenges associated with the 
existing facility in terms of capacity and any opportunities that should be considered for any new 
facility provision. This discussion was supplemented by a written response to a series of 
questions posed by SLC. A summary of the key points arising from the discussion and written 
response is provided below.  

Are there any particular capacity issues at RP currently? If so, in which areas? 
 
 RFSC is an ageing pool and is “stretched to breaking point” struggling to meet demand for 

pool space to support the combination of requirements for swimming lessons, casual lane 
swimming and club and school use. 

 Customer ‘journey’ is poor due to current layout of building over three floors and ancillary 
areas such as changing rooms are unappealing 

 Gym memberships have declined over the past 6 years from a peak of c. 1800 in 2016/17 to 
c. 1500 currently. This partly due to increased competition, mainly Premier Fitness in 
Hampton and budget gyms within the city centre. Also due to age, quality and condition of 
facility. An improvement in facilities would allow for a higher membership base and 
increased gym – c. 125 stations+ 

 RFSC has two studios which host a variety of classes but popular classes reach capacity very 
quickly so additional studio space is required  

 Pay as you go (casual) swim admissions have also decreased over the last 4 years which is 
believed to be a direct impact of the successful growth in swimming lessons and the lack of 
investment into equipment such as inflatables to encourage more family fun swimming. A 
larger pool (8 lanes) would be able to accommodate more lessons, more public swimming 
and increased capacity for City of Peterborough Swimming Club (COPS) who require more 
pool space/time.   

 The existing teaching pool gets up to capacity very quickly and increased capacity of this 
alongside a larger main pool would allow for fewer lessons in the main pool which would 
increase public availability or other sessions, including school sessions for which there is 
strong demand 
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 A larger main pool would also mean COPS would be able to host higher tiered galas. 

 The swimming lesson programme has grown significantly in recent years from c. 650 in 
2014/15 to the current figure of c. 1070 with c. 200 on the waiting list and a number of 
‘bottlenecks’ at certain stages. There is sufficient demand to “double the swimming lesson 
programme”.  

 The showers and changing room design is a key weakness and puts off many workers and 
commuters using RFSC. The current separate male and female wet change is not ideal and a 
changing village would be very beneficial for swimming lessons and school swimming with 
the emphasis now on safeguarding children and vulnerable adults as well as the current 
social distancing requirements.  

 
Linked to above, is there demand for additional space, activities or services which you’re currently 
unable to meet due to the constraints of the existing RP layout/size? 
 
 There is demand for more free weights and functional training activities in the right 

surroundings such as a ‘CrossFit’ area. This would not only attract new and different users 
but also provide opportunities for more personal training. 

 Additional exercise studio space including a dedicated spinning (group cycling) studio with 
interactive or on demand sessions would  also attract more use and help to diversify the offer 

 A flexible, multi-use room which could be used for meeting space, birthday parties, ad 
hoc bookings and galas would be highly beneficial. Currently such use has to be 
accommodated in the exercise studio which impacts upon the class programme and 
subsequent income generation.  

 

What’s your view on the local market for key income streams such as health and fitness and 
swimming lessons? 
 
 The immediate competition for RFSC is the budget gym market and RFSC is unable to 

compete on price with this market. However, RFSC does have the benefit of pool provision as 
part of a more diverse offer but the current age and condition of facilities makes it difficult to 
compete. RFSC attracts a large number of older users and this should continue to be a key 
target market in the future.  

 Swimming lessons is a significant income generator with potential to grow. However, the 
current size of the pool and its configuration does not allow for growth without impacting 
upon public swimming sessions.  

 Health and wellbeing services bring in some additional daytime use and income through the 
studios - the NHS and our internal H & W department run sessions throughout the week. 
Increased studio space could help to extend and diversify this offer.   

 
Do you have any thoughts on additional complementary provision such as soft play, clip and climb 
etc. supported by café provision? 
 
 Trending activities such as these would be great to attract new and different users and would 

enable birthday parties etc. as part of a more diverse offer and to give it more of a 
‘destination’ feel to increase dwell time and secondary spend e.g. café.  

 There is definitely strong market potential for an increased offering for children and teens in 
Peterborough as well as the option of corporate activities and there would likely be a captive 
audience as there is not much of this type of activity locally.  
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Swim England – Leanne Brace, Development Manager East Region and Ryan Davies, Facilities 
Officer 

3.2.2 SLC held a virtual meeting with Leanne Brace and Ryan Davies from Swim England to seek their 
views of swimming provision currently in the area, challenges associated with the existing RSFC 
and opportunities for consideration as part of any new development of swimming facilities. 

3.2.3 The discussion was supplemented by a written response to a series of questions posed by SLC. A 
summary of the key points arising from the discussion and written response is provided below. 

Are you able to provide an overview of swimming facilities provision in the area. Any identified 
shortfalls or over-provision? 
  
 The water provision for the area shows a deficit of 316m² along with an unmet demand of 

239m², which would indicate that we should be aiming to provide a similar facility 
replacement in terms of water volume. Regional Pool currently provides 622m2 of water 
space. Note: SLC understands that this deficit has been identified through the Sport England 
Active Places Power platform which is a relatively simplistic tool and does not fully explore all 
factors of supply and demand.   

 RSFC is one of only three swimming facilities in the district which are open to community on 
a “pay and play” basis. The others are Jack Hunt Pool and Gym and Stanground Sports 
Centre. 

 SE note the general trend nationally of a reduction in the provision of deep water space as 
part of new facility developments. SE would support the inclusion of deep water to cater for 
water polo, synchronised swimming and diving but recognise that there are no clubs 
currently delivering these activities at RFSC and the demand is low. 

 An 8 lane pool will provide a wider range of activities along with creating more demand for 
regional competition use. 

 There are a lack of facilities in the area with sufficient spectator seating to support regional 
events. Despite the challenges with RFSC, this is a positive aspect of the current provision and 
means it is well used for events. 

  
Are you aware of any challenges with capacity of existing pools in the area and specifically the 
existing Regional Swimming and Fitness Centre in Peterborough? i.e. club use, swimming lessons 
demand etc. 
 
 With the 6 lanes currently, it is difficult to hire to clubs and maintain public use alongside the 

learn to swim programme. With an increase in lanes to 8 or even 10, this would allow for 
multiple activities to take place simultaneously.  

 City of Peterborough Swimming Club (COPS) are a very high performing club (in the top ten in 
the country) who “punch above their weight” and have developed a number of elite 
swimmers over the years. They currently hire approximately 30 hours per week but there is 
always a need for more space. COPS do not provide a learn to swim service, so all their 
programme is concentrated around competitive swimming.  

 There is significant demand for additional pool space from other clubs in the local area. 
Within a drive time of 30 minutes or less to the pool, there are the following clubs: 

 March Marlins  
 Whittlesey SC  
 Deepings SC  
 Corby SC  
 Wellingborough SC  
 Kettering SC 
 Chatteris Kingfishers SC  
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 South Lincs Competitive SC 
 Spalding SC 
 Huntingdon SC 

 
 Clubs are consistently are looking for more water time to hire, and with a large list of local 

clubs, and the ease of travel to Peterborough using the A1, A15, and A47 there is demand for 
more pool time available for the clubs to hire.  

Are there any challenges with the existing provision and layout of swimming facilities at the 
Regional Swimming and Fitness Centre ? 
 
 Pool length is not certified, therefore higher level of competitions cannot be held here as it is 

not compliant to licensing regulations. It can only host level 4 competitions (the lowest level) 
but is regularly used due to spectator area seating being available. 

 Poolside is slippery and is often the cause of poolside falls. I have seen a fall each time I 
attend a competition at the site.  

 The number of showers in the wet changing is very limited, and result in swimmers not being 
able to use them effectively prior and post training. 

 The cubicles in the wet changing room do not have doors. Instead they have curtains, which 
causes concern from a welfare point of view for club usage (lack of direct supervision). 

 The layout of the lanes and the deep water space causes complications during competitions 
as the officials cannot walk the length of the lane, and the starter has to stand on a board 
over the water.   

  
Are you aware of any other swimming facility developments planned in the area that will have 
implications upon the planning for a new facility in Peterborough?  
 
 None that we are aware of.  

  
Is Peterborough considered a priority area for swimming development in the East region? 
 
 Peterborough SC is one of the top 10 clubs in the country, and we use Peterborough as one 

of our regional development sites for talent camps on a regular basis. With better provision, 
we will be able to deliver more talent camps and workshops in the area. 

  
What mix of swimming facilities would you ideally like to see in any new, replacement provision? 
 
 Of the proposed facility mixes, SE’s preference would be for the Optimal Mix to increase the 

versatility of use. 

 Increased flexibility comes with the addition of moveable floors and the “ultimate mix” 
would include the addition of a bulkhead, which allows the pool to be split into sections and 
allows for lessons, lane swimming and deep water activities to take place simultaneously. 

 A certified length pool of 25M with 8-lanes (or 10 if possible) with spectator seating for at 
least 300 is required. If more spectator seats are possible, perhaps through temporary 
seating options on poolside, a higher level of competition (often equates to larger numbers 
of footfall) could be held.  

 Deep water space is being reduced all over the region and if this is removed, it would affect 
the future of diving, artistic swimming, and water polo in the region. Diving boards are few 
and far between as it is, and whilst SE appreciates that there is no club making use of the 
boards at current, by removing them, it would restrict any future possibility of diving to be 
developed in the area. A moveable floor to a depth of at least 2m would allow for grass roots 
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artistic swimming and water polo to take place, providing adequate space around the sides of 
the pool was available for goals to be placed.  

 A meeting room/ adaptable studio, with seated capacity for c. 40 people would allow 
development workshops to take place regularly, and as RFSC is currently an Assessment Site 
for delivering Swim England teaching and coaching courses, the room would be regularly 
hired and provide an additional income stream.  

3.3 Summary 

3.3.1 Consultation with the current operator, Vivacity and Swim England has revealed significant 
capacity issues at RFSC in terms meeting demand for pool space to support the combination of 
requirements for swimming lessons, casual lane swimming, schools and club use. There is a need 
for additional shallow water space to meet growing demand for the swimming lessons 
programme which has almost doubled in recent years. There is also a requirement for additional 
main pool space to accommodate the needs of the high performing City of Peterborough 
Swimming Club and other clubs in the surrounding area from which there is high demand for 
training space.   

3.3.2 Vivacity report that the decline in recent years of health and fitness memberships and income is 
partly due to local competition but primarily due to the age, quality and condition of facilities at 
RFSC and the lack of suitable space to develop the exercise class programme. They note that the 
limited overall offer at RFSC, poor quality changing provision and ‘customer journey’ restricts the 
appeal and believe there is strong potential to develop a more diverse leisure offer which appeals 
to a wider audience, particularly children, young people and families. 

3.3.3 Swim England are very supportive of an increase in main pool provision beyond the 6 lanes 
currently provided at RFSC. This would enable the swimming club to develop further and provide 
an opportunity to host higher level competitions.  
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4. Supply and Demand Analysis 

4.1 Introduction 

4.1.1 The previous options appraisal work drew on the recommendations of the Council’s Indoor Built 
Facilities Strategy (IBFS) which considers at a strategic level the need for sport and leisure 
facilities to serve the current and future population of Peterborough. The market potential for 
other “non-core” but complementary leisure facilities such as climbing, indoor assault courses 
and soft play was also separately assessed. 

4.1.2 The subsequent needs assessment work undertaken by SLC considered at a more local level the 
latent demand for key income generating activities – health and fitness, general swimming and 
swimming lessons. This was based on a localised supply and demand assessment considering the 
current and future population and competing supply within an identified drive time catchment 
around the proposed site. 

4.1.3 The IBFS identified an undersupply of sports halls (4 courts currently, increasing to 13 courts by 
2036) and swimming provision (9 x 25m lanes currently increasing to 14 x 25m lanes by 2036), 
and no modelled shortfall of health and fitness. However, SLC’s latent demand assessments 
suggested an oversupply of general swimming and health and fitness provision, and undersupply 
of swimming lesson provision. 

4.1.4 This section sets out the findings of the IBFS in more detail, supported by the Needs Assessment 
report and Sport England Facility Planning Model Reports on which they are based. This will 
provide more detail on local elements to the findings which will be of particular relevance to 
inform the facility mix options for a replacement RFSC. 

4.2 Swimming Provision 

4.2.1 The latent demand assessment previously undertaken by SLC showed a small oversupply of 
general swimming provision within the catchment equivalent to 250 SQM at current levels and 
163 SQM in 2035. This contrasts with the IBFS findings which suggested a shortfall equivalent to 9 
x 25m lanes based on current population levels. 

4.2.2 SLC’s assessment is based on peak time capacity for general swimming, but actual peak time 
capacity is likely to be lower due to the programming of other swimming pool activities (e.g. 
lessons and swimming club sessions etc.) during these times. 

4.2.3 The proportion of local swimming demand which relies on local authority provision compared 
with alternative commercial leisure club facilities will also put added pressure on water space 
capacity at publicly accessible Council facilities. 

4.2.4 The latent demand assessment undertaken for swimming lessons showed a high current 
undersupply of swimming lesson provision equivalent to 2,579 pupils falling to 1,983 pupils in 
2035. This suggests there would be significant potential for a strong swimming lesson programme 
at a replacement facility, also supported by the recent growth in the swimming academy 
programme at the existing RFSC.  

4.2.5 RFSC is also home to City of Peterborough Swimming Club (COPS), a highly successful club ranked 
in the top ten in the country and in need of more pool time to continue to meet the needs of its 
members, grow membership and to provide an important development pathway into 
competitive swimming. 

4.2.6 The current RFSC also plays a critical role in meeting need for school swimming lesson provision 
which would need to be reprovided at a new facility in the event of its replacement. 
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4.2.7 Whilst the pressure from swimming lesson demand and swimming club demand, as well as the 
limitations of commercial leisure pool provision in meeting demand, place the findings of SLC’s 
latent demand assessment into context, the discrepancy with the findings of the IBFS merits 
further review.  

4.2.8 A review of the more detailed IBFS Needs Assessment report and the supporting Sport England 
Facilities Planning Model (FPM) report on pool provision in Peterborough which informs it, raises 
the following key points: 

 The 9 lane x 25m shortfall in water space is based on the difference between the total 
accessible supply (over 20m in length) – 1,678 SQM within the local authority area – and the 
total supply required to comfortably (i.e. at no more than 70% peak time capacity) meet 
estimated demand from residents within the catchment – 2,148 SQM 

 It is estimated that 89.6% of total demand is currently satisfied and that 90.9% of satisfied 
demand is retained within the local authority area. The 10.4% of demand which is not 
currently being satisfied equates to c. 4 lane x 25m shortfall, but crucially, of this unsatisfied 
demand, only 8.9% is as a result of existing pools being full. The remaining 91.1% is as a result 
of people being outside of the catchment area of an existing facility. 

 This “locational” unmet demand is spread across the local authority area with no one “hot 
spot” of unmet demand being evident, albeit the city centre is still the area of highest need. 
This suggests that it would not be possible to meet all swimming demand simply by 
increasing water space. This also partially explains the discrepancy between SLC’s latent 
demand assessment and IBFS recommendation as the latent demand assessment considered 
a city centre catchment encompassing all local supply but not all demand from within the 
local authority. 

 The 9 lane x 25m shortfall identified by the IBFS is also deceptive in that it refers only to the 
ideal supply and demand balance within the local authority area if it is treated in isolation, 
rather than with reference to imported and exported demand and supply in neighbouring 
areas. 

 Having said that, it is clear from the Needs Assessment report and the FPM that there are 
significant quality and capacity issues at the public swimming facilities within Peterborough 
which need to be addressed. 

 The FPM modelling estimates the used capacity of the Council’s swimming facilities to 
average 97% - 100% at Jack Hunt and Premier Fitness, and 94% at RFSC. In contrast, the used 
capacity at Bannatynes and David Lloyd is 59% and 36% respectively. Anything over 70% used 
capacity is considered to be uncomfortably full. 

 Consultation with stakeholders undertaken as part of the IBFS suggests that there is 
considerable unmet demand locally, especially for learn to swim and swimming club sessions. 

 The city is home Cambridgeshire’s premier swimming club – City of Peterborough Swimming 
Club – which competes at a high level - in the National Arena League and Premier Division of 
the East Midlands Section. The club aims to produces national and international swimmers 
and trains at 5 sites, 2 of which are outside of the Peterborough area (Oundle School and 
Manor Leisure Centre).  

 RFSC is one of the club’s key training sites, but the age of the pool presents quality issues and 
the club needs more pool time and space. They are currently at capacity and are unable to 
grow the club further without more access. They believe they would be able to double their 
capacity with additional access to water space. The current RFSC pool is also slightly below 
regional competition length standards, limiting its potential to host competitions as was 
originally intended. 

 Swim England regard Peterborough as a key development area and are supportive of an 
increase in provision. They report a deficit of usable water space between c. 470 SQM and 
497 SQM although it is unclear how this has been calculated. 
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4.2.9 Whilst the IBFS may be overstating the level of unmet demand by relying on the local authority 
supply and demand balance, the research undertaken and anecdotal evidence provided through 
the Needs Assessment clearly indicates that existing provision is under significant capacity 
pressures. The age of RFSC is impacting on the quality of provision and the perception of users, 
and yet used capacity is well over comfortable levels, with additional pressure for more club 
usage and demand for swimming lessons. 

4.2.10 Given the current demand for water space at RFSC and demand pressures at peak time suggested 
by the FPM study and IBFS, as well as the high levels of unmet demand for swimming lessons and 
requirement for more water space to meet local club needs, the inclusion of additional and more 
flexible water space to replace current provision at RFSC would be recommended.  

4.2.11 The scale, configuration and programming of any water space provision at a replacement facility 
should be designed to accommodate a significant swimming lesson programme. Typically this 
would include a dedicated teaching pool as well as main pool water space which can provide 
additional capacity for swimming lessons in addition to general swimming and club sessions. This 
will allow the water space to be programmed more flexibly to accommodate a range of needs, as 
will an overall increase in the water space provided. 

4.3 Health & Fitness Provision 

4.3.1 The IBFS and supporting Needs Assessment report include an assessment of supply and demand 
for health and fitness provision in the area. This is broadly based on a review of existing provision 
and assessment of demand using UK wide penetration rates. 

4.3.2 SLC also undertook a latent demand assessment for health and fitness provision within a 
localised catchment around Pleasure Fair Meadows, to assess the market potential for additional 
provision.  

4.3.3 The IBFS modelling found a current (2016) need for 797 stations across Peterborough, growing to 
932 by 2026 and 1056 by 2036. This compares with a supply of community accessible 1,649 
stations within the local authority area. Similarly, SLC’s modelling identified a significant 
oversupply within a local catchment of c. 757 stations at current population levels, falling to 636 
by 2035. 

4.3.4 This suggests that there is an adequate supply of provision to meet current and future demand. 
However, as SLC’s report and the IBFS both point out, health and fitness facilities are an 
important element of a wider leisure offer which help to offset the cost of more costly facilities 
i.e. swimming pools and form an important element of the membership offer being presented to 
customers. New or extended provision, therefore, should not be considered solely on a desktop 
supply and demand basis, but rather on its contribution to a comprehensive leisure offer and 
ability to attract market share. The same is also true of exercise studio provision which is 
required to serve the needs of health and fitness memberships who will expect an extensive and 
varied exercise class programme as part of their leisure centre membership offer. 

4.3.5 Membership numbers at RFSC are relatively poor, but there is already a solid customer base of c. 
1,500 members in place which would be ideally placed to transfer to a new facility. In addition, a 
new, well-designed facility of the right quality would be expected to capture significant market 
share, both by virtue of it being a new and attractive facility to potential customers, and as a 
result of its more extensive leisure offer (i.e. wet and dry facilities) compared with most of the 
local competing facilities.  

82



Feasibility Study on Regional Fitness and Swimming Centre 
Peterborough Investment Partnership 

 

Report Ver 1.0 www.slc.uk.com  27 

4.3.6 The Covid-19 pandemic may also have a bearing on the future market. As has already been 
shown in Peterborough, the lockdown and subsequent social distancing requirements is placing 
significant financial pressure on leisure operators and may well force the closure of a number of 
competing gyms which could further enhance the market potential for health and fitness 
provision at a replacement RFSC. The impact of the pandemic on customers’ perceptions of 
health, fitness and physical activity over the longer term may also have a positive bearing on 
future demand. 

4.4 Sports Hall Provision 

4.4.1 Although there is currently no sports hall provision at RFSC, sports halls are considered one of the 
core facilities for community sports as they provide a venue suitable for a range of competitive 
and recreational sports and activities to take place. The need for additional provision was 
considered as part of the IBFS supported by a Sport England FPM report for the area. 

4.4.2 The Needs Assessment identified 32 sports halls of at least one court (badminton courts are used 
as the measure of sports hall size), 18 of which have 3 courts or more (the minimum size 
considered to be of value for delivery of a multi-sport community offer). Of the 18 halls identified 
with 3+ courts, 14 are available for community use, with a total of 69 courts. A high proportion of 
these, however, are at educational sites which somewhat limits their opening hours and 
accessibility. Facilities to the north of the city centre appear to be limited and the population in 
the centre of the city is served with generally below average and poor quality facilities. 

4.4.3 The FPM report identifies that 90.4% of demand for sports hall usage within the city is currently 
being satisfied with 95.6% being met within facilities in Peterborough. The 9.6% of unmet 
demand is largely the result of residents being outside of the catchment of an existing facility 
(91%) rather than due to a lack of capacity at existing provision. This applies predominantly to 
more rural parts of the local authority area. 

4.4.4 However, the used capacity at existing provision within Peterborough is also very high at 86.5%. 
This means existing provision is operating at an uncomfortably full level with little / no capacity 
to take on additional activity. This is in part due to the importation of demand from neighbouring 
local authority areas. 

4.4.5 The key challenge identified by the IBFS with regard to sports hall provision is in increasing the 
hours of peak time availability at current sites and increasing the scale of provision to maximise 
participation. There is little capacity within existing identified provision to meet an increase in 
demand from participation or population growth, so additional provision is suggested, although 
this would be secondary to seeking to extend availability at existing sites. 

4.4.6 This supports the inclusion of a 4-court sports hall in the proposed optimal facility mix but not the 
essential facility mix, acknowledging that this is typically a low return-on-investment facility type, 
albeit one that would play a critical strategic role in enabling and supporting community sport. 

4.5 Summary 

4.5.1 A review of the detailed Needs Assessment report which underpins the IBFS and the Sport 
England FPM reports which support them has been undertaken as a check and challenge against 
the facility mix recommendations for core facility types (swimming pools, health and fitness and 
sports hall provision) included in the Stage 1 Options Appraisal. It is also intended to provide 
evidence to support the development of assumptions in the development of the more detailed 
business plan work to be undertaken as part of this feasibility study. 
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4.5.2 The review has demonstrated that, whilst the 9 lane x 25m shortfall stated in the IBFS does not 
provide the full picture, there is clear evidence of a lack of capacity within existing provision to 
adequately meet the demand for public swimming, swimming clubs and a learn to swim 
programme. Existing facilities are already under significant strain from a capacity perspective and 
the age and declining quality of RFSC will exacerbate that situation by displacing demand to 
other, more attractive facilities in the area. 

4.5.3 In order to deliver a swimming programme which meets the needs of the full range of users, a 
replacement facility will need to provide an increase in water space and it will need to be 
configured to allow for maximum flexibility in terms of programming between club, public and 
learn to swim sessions in particular. 

4.5.4 With regard to health and fitness provision, SLC’s latent demand assessment, the IBFS and the 
more detailed Needs Assessment all come to the same conclusion with regard to the existence of 
a theoretical oversupply of provision in the area, as is the case in most places in the UK. However, 
the IBFS and Needs Assessment also concur with SLC’s view that this should not translate into the 
exclusion of health and fitness provision from new leisure provision, given its vital role in an 
overall leisure centre membership offer and its ability to generate income. Given the level of 
competing provision in the market, membership assumptions within the business plan will need 
to be set with this in mind but balanced by the strength of appeal of a new large scale leisure 
centre offer and the potential impact of the Covid-19 pandemic on competing supply. 

4.5.5 Sports hall provision has only been included in the optimal facility mix in the form of a 4-court 
sport hall. The IBFS Needs Assessment and FPM report are clear that there is some pressure on 
existing supply, but that most unmet demand is locational rather than the result of a lack of 
overall capacity. Population growth will further exacerbate existing capacity issues, so additional 
provision does need to be considered, although the extension of opening hours at existing 
facilities would provide a more cost effective option if considered to be feasible. Given the likely 
lower return on investment potential of a sports hall and the limitations of the site in terms of 
footprint, its inclusion in only the optimal facility mix is justified. 
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5. Key Conclusions from Needs Analysis and 
Implications for Facility Mix Options 

A summary of the Needs Analysis and how this informs the 
proposed facility mix options for a replacement facility 

5.1 Needs Analysis Key Conclusions 

5.1.1 The key conclusions arising from this needs analysis are as follows: 

 The overall level of usage and income is relatively typical for a facility of the age and 
condition of RFSC and there is no evidence of a significant decline in financial performance 
over recent years. Usage and financial performance is, however, significantly below what 
would be expected from a comparable modern leisure facility in a number of key areas 

 Engagement with Vivacity and Swim England has revealed significant challenges with the 
existing swimming facilities at RFSC and its ability to meet the needs of a range of users 
including swimming lessons, general lane swimming, clubs and schools. 

 The age, condition and quality of facilities, together with strong local competition has led to a 
decrease in health and fitness memberships, a key income stream for any leisure facility 

 A review of the detailed Needs Assessment report, including the supporting Sport England 
Facility Planning Model reports which underpins the Council’s Indoor Built Facilities Strategy 
2017-2037, has demonstrated that there is clear evidence of a lack of capacity within existing 
provision to adequately meet the demand for public swimming, swimming clubs and a learn 
to swim programme 

 SLC has identified strong demand and market potential for a significantly increased 
swimming lessons programme 

 In order to deliver a swimming programme which meets the needs of the full range of users, 
a replacement facility will need to provide an increase in water space and it will need to be 
configured to allow for maximum flexibility in terms of programming between club, public 
and learn to swim sessions in particular 

 With regard to health and fitness provision, both SLC’s latent demand assessment and the 
Indoor Built Facilities Strategy modelling conclude that there is a theoretical oversupply of 
provision in the area. Whilst this suggests that there may be no demand for additional health 
and fitness provision, the inclusion of a high quality, suitably sized gym facility with 
accompanying exercise studio provision would still be highly recommended for a new leisure 
facility development given the trends in participation growth and the potential impact of the 
COVID-19 pandemic both on competing supply and levels of demand. In addition, whilst the 
budget gym market is crowded, a mid-level health and fitness offer with the added benefit of 
swimming provision will be attractive and likely to capture a strong share of the existing 
market. 

 There is demand for additional sports hall provision in Peterborough as demonstrated 
through the Sport England Facility Planning Model report and Indoor Built Facilities Strategy. 
However, the spatial requirements and subsequent capital costs of a sports hall may be 
prohibitive and it is therefore reasonable for this to be included only in the optimal facility 
mix.  
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5.2 Implications for Facility Mix Options 

5.2.1 The needs analysis work undertaken by SLC provides further evidence in support of the strategic 
need to develop a new facility to replace RFSC. It also further informs the mix of facilities in terms 
of size and scale. 

5.2.2 As part of the Stage 1 Options Appraisal, Essential and Optimal facility mix options were 
developed as shown in Figure 6 below. 

Figure 7: Proposed Facility Mix – Essential and Optimal options 

  

5.2.3 The needs analysis work described in previous sections of this report supports the proposed 
facility mix options and has identified no evidence to suggest that these options should be 
altered.  

5.2.4 Layout drawings and site plans for both facility mix options were developed as part of the Stage 1 
Options Appraisal which, given the findings above, are still applicable and can be used to inform 
the financial modelling of options. A cost for fittings, furniture and equipment, including gym 
equipment, has been added to the previous budget cost estimates by cost consultants Castons in 
order to further inform the financial modelling. 

5.2.5 The layout drawings, site plans and budget cost estimates are provided within PWA’s full report 
on the Stage 1 Options Appraisal in Appendix D. The total development costs excluding land 
purchase and including inflation based on a start on site in March 2022 are as follows: 

 Essential Mix: £21.14M 

 Optimal Mix: £31.26M  
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5.3 Hydrotherapy Pool 

5.3.1 Peterborough City Council currently has a standalone community hydrotherapy pool which 
provides a facility for use by children and adults with a range of disabilities or long-term health 
conditions to benefit their health, assist rehabilitation from surgery or injury and as a leisure 
facility for those with learning and physical disabilities. 

5.3.2 St George’s Community Hydrotherapy Pool was built in 1976 and due to its age and condition is 
unlikely to be able to continue to operate for many more years. The facility is much valued by its 
users and the Council has requested SLC to explore, at a high level, what the implications may be 
for its inclusion part the facility mix options for the replacement of RFSC.  

5.3.3 The hydrotherapy pool did not feature in the original facility mix brief and was not considered for 
inclusion in the design and costings work undertaken as part of the Stage 1 Options Appraisal. 
Upon request of the Council, the inclusion of a 10m x 5m pool (1.2m depth), ideally with 
adjoining specialist changing accommodation, has therefore been considered retrospectively and 
at a high level by SLC and PWA. 

5.3.4 There are a number of potential options which the Council could explore for its inclusion in the 
facility designs although all have potential compromises associated with them: 

a. Reduced leisure water area and introduce hydrotherapy pool close to the changing 
village. This is also likely to require a small reduction in the size of the learner pool or its 
relocation with some loss of car spaces. This option could also have significant 
operational issues, given its location within the pool hall between the learner and leisure 
pools. The nature of the activities and types of users of the hydrotherapy pool is such 
that being located within a busy and noisy area of the pool hall is likely to be 
problematic. 

b. Reduce car parking and insert narrower hydrotherapy pool adjacent to learner pool. 
This solution would leave the pool remote from the changing village and would suffer 
from similar noise issues to those in (a.) albeit this could be mitigated through glazed 
screening. Placing the pool in this location would also leave it highly visible from an 
external aspect which may be problematic for some users. 

c. Create a hydrotherapy pool and separate changing facilities at level 0. This would 
reduce car parking spaces by c. 15 and would be divorced from the main pool activity. 

d. Add separate hydrotherapy pool and changing facilities at level 3. This would be costly 
and divorced from the main pool activity. Deck level access to the pool would be difficult 
to achieve so the pool would likely need to be raised. 

5.3.5 None of these options provides an ideal solution with all requiring some degree of operational 
and / or design compromises and impacting on the revenue generating potential of other facility 
areas and activities. 

5.3.6 The additional build cost for including a hydrotherapy pool within the main pool hall has been 
estimated at c. £400k. This estimate only includes the pool tank and associated plant and 
excludes the requirement for additional glazing around the hydrotherapy pool to isolate it from 
the rest of the pool hall. This would be necessary due to the requirement for warmer air 
temperature for the area around the warmer hydrotherapy pool compared with the rest of the 
water space provision. This isolated area would therefore likely require a dedicated air handling 
system to meet these requirements. 

5.3.7 The alternative of a separate pool hall construction on level 0 or level 3 would be more costly to 
construct and would require more detailed design work in order to inform a proper budget cost 
estimate. 
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5.3.8 The increased build cost associated with a hydrotherapy pool also has additional capital cost 
implications in terms of the knock on impact on contingency and professional fees, developer 
profit costs, inflation etc. Based on a build cost of £400K, these additional costs add a further c. 
£220K to the capital cost requirement. 

5.3.9 From a revenue perspective, the existing facility operates at annual deficit of c. £16K (based on 
2019/20 figures provided by the Council) excluding utilities and repair and maintenance costs (c. 
£25K per annum) which are covered by the Council. There is no reason to expect demand or 
usage levels to change significantly, given the lack of comparable provision in the area currently, 
so it is likely that income from the pool (currently c. £65K per annum) would not increase 
significantly at a new facility. 

5.3.10 Some cost reductions would be achievable through improved energy efficiency and reduced 
repair and maintenance costs for a newer facility, but the pool would still require a significant 
operational subsidy. 

5.3.11 Under options (a.) and (c.) in particular, the inclusion of the hydrotherapy pool would also have 
additional negative revenue implications for other areas of the facility either by reducing car 
parking spaces, reducing the size and revenue generating potential of the teaching and/or leisure 
pools or both. 

5.3.12 Overall, whilst the inclusion of a hydrotherapy pool as part of the replacement for RFSC is 
possible, it would need to be explored in more detail in terms of its design and operation and 
have significant implications in terms of capital and revenue costs. From a capital cost 
perspective, it is likely to add a minimum of £620K to the total once on costs are taken into 
account. The better option operationally i.e. separate dedicated pool and changing provision on 
level 0 would cost significantly more. 

5.3.13 From a revenue perspective, there are likely to be some limited savings relative to current 
subsidy requirements for the existing hydrotherapy pool, but it would add to the overall net 
subsidy position. 

5.3.14 The capital and revenue cost implications have not been explored in sufficient detail at this stage 
to determine the extent of the additional cost requirements. If the Council wishes to explore the 
inclusion of a hydrotherapy pool further, more detailed design work should be undertaken to 
determine the capital costs for each option, the impact upon other facility areas and the 
additional income and expenditure associated with the hydrotherapy pool itself. 

5.3.15 Given the need for more detailed work to be undertaken on the provision of a hydrotherapy pool 
both in terms of operation, design and costing, it does not form part of SLC’s financial modelling 
described in the next section of this report.  
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6. Financial Modelling of Options 

This section sets out the financial modelling of both facility mix 
options including the capital financing payments to understand 
the return on investment and to inform the overall business case 
for a replacement facility 

6.1 Introduction 

6.1.1 SLC has developed a financial model for a replacement facility based on the development of the 
Essential and Optimal facility mixes, forecast over a 15-year period. This is then compared with 
the Council’s alternative options, namely the retention and eventual closure of the existing RFSC, 
and retention and eventual replacement of RFSC in 10 years’ time.  

6.1.2 The options considered through the financial modelling are summarised as follows: 

 No Replacement – RFSC continues to operate with the required investment for the 
remainder of its viable life (c. 10 years), at which point it is closed and not replaced 

 2031 Replacement – RFSC continues to operate with the required investment for the 
remainder of its viable life (c. 10 years), at which point it is replaced by new facility with the 
Essential facility mix at an indeterminate site 

 Essential – RFSC continues to operate with minimal investment until the opening in 2024 of a 
new facility with the Essential facility mix at the Pleasure Fair Meadows site 

 Desirable – RFSC continues to operate with minimal investment until the opening in 2024 of 
a new facility with the Optimal facility mix at the Pleasure Fair Meadows site. 

6.1.3 This approach has been taken to demonstrate the relative costs of each option over the next 15-
years. The Essential and Optimal facility mix models have also been extrapolated out over a 40-
year capital repayment period to assess the capacity of the proposed facilities to cover the 
development costs over their expected lifespan. 

6.1.4 The model considers operational income and expenditure, management and other costs (e.g. 
business rates), lifecycle costs and capital repayments. In order to provide a consistent basis for 
comparison, the 15-year modelling is based on the period 2021/22 to 2035/36 for all options. 
Given that the timescales for the development of both the Essential and Desirable options show 
a 2024 opening, all options are based on the continued operation of RFSC until that point. An 
overview of the timescales for each option is shown in Figure 8. 
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Figure 8: 15-year Timescales for Replacement Options 

  

Management Model Considerations 

6.1.5 The management model under which a facility is operated has an influence on operational 
revenue performance, management costs and business rate costs which will affect the overall 
surplus / subsidy position. 

6.1.6 The Council’s leisure trust operator, Vivacity, has been forced to cease trading as a direct result of 
Covid-19 and the Council has yet to decide on the future long-term management model. SLC 
understands that as a transitional arrangement, the Council will be transferring the services to an 
existing Peterborough Local Authority Trading Company, Aragon Direct Services. Whilst SLC 
would strongly recommend that the Council undertakes a rigorous investigation into and 
appraisal of available management options for its leisure services over the longer term, a Local 
Authority Trading Company (LATC) model has been assumed as the baseline management 
position for the existing RFSC (whilst it remains in operation) in each option.  

6.1.7 Management costs associated with the LATC have been based on high level assumptions at this 
stage. The Council has not been able to provide a definitive position on the likely support costs 
for the service when delivered through the LATC, necessitating the use of indicative benchmarks 
based on SLC’s experience. 

6.1.8 For those options where RFSC is eventually replaced by a new facility, it has been assumed in the 
baseline position that an external procured leisure operator will manage the facility. It is broadly 
accepted that this is the most cost-effective management model which will therefore have the 
highest probability of being able to meet capital repayment costs through operational surpluses. 
As requested by PIP and PCC, the same options have also been modelled with an LATC 
management model in place for comparison.  

Detailed Financial Modelling and Assumptions 

6.1.9 The financial modelling undertaken and the assumptions informing it are set out at a high level in 
this report. The full model with corresponding assumptions has been provided as Appendix A to 
this report. Detailed income and expenditure assumptions for the Essential and Optimal 
replacement facilities are included in Appendix B.  
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6.2 No Replacement for RFSC 

6.2.1 This option sets out the financial implications for the Council of retaining and continuing to 
operate the existing RFSC for the remainder of its viable life (estimated to be c. 10 years) under 
an LATC management model. At the end of the facility’s lifespan, it would be closed and not 
replaced.  

6.2.2 In order to keep the facility operational for 10 years, investment in the existing facility would be 
required. A condition survey undertaken in 2020 has identified c. £6M of required investment 
over the 10-year period. 

Key Assumptions 

6.2.3 The following key assumptions have been used in developing revenue forecasts including 
management and other premises costs, for this option: 

 Revised RFSC baseline accounts have been developed from the 2019/20 Vivacity accounts 
and 2019 utility costs with assumptions applied to reflect the change in management to an 
LATC model  

 A 5% decrease in income and 5% increase in specific areas of operational expenditure 
has been applied to reflect reduced central expertise, operational experience and 
economies of scale 

 Support costs have been estimated at 15% of income 
 NNDR costs have been included at 51% of current business rates (based on the 

proportion of rates income which are not retained by the Council). This equates to 
£46,876 based on current rates. 
 

 Income is based on the revised RFSC baseline accounts. An annual rate of income 
deterioration of 5% has been applied to reflect the decline of the facility relative to customer 
expectations as the facility ages 

 Expenditure is based on the revised RFSC baseline accounts and utility costs. An annual rate 
of expenditure increases of 2.5% has been applied specific areas of expenditure to reflect the 
escalating costs associated with an ageing facility, primarily relating to premises costs and 
reactive repairs and maintenance 

 An annual inflation rate of 2% has been applied to income and expenditure. 

Revenue Forecasts 

6.2.4 Table 2 shows the annual average operational income and expenditure over the remaining 10-
year life of the current facility compared with the estimated baseline 2020/21 figures, developed 
from current financial performance, inflationary adjustments and LATC management 
assumptions. 

6.2.5 Over the 10-year period, income deteriorates and specific areas of facility expenditure increase 
based on assumptions links to the ageing and continued deterioration of the facility relative to 
customer expectations. 

6.2.6 Over the 10-year period, the average operational subsidy is forecast at £362,500, compared with 
a baseline operational surplus (before management and lifecycle condition survey costs) of 
£73,524. 
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Table 2: Revenue Forecast for No Replacement – 10-year annual average 

 

Capital / Lifecycle Costs 

6.2.7 A condition survey undertaken in 2020 identified the capital investment works required at RFSC 
over the remaining 10-year period, bearing in mind that by the end of the 10 years, it will likely 
have reached the end of its useful life. A total of c. £6M of investment was identified, which the 
PIP and Council have advised should be considered, for the purposes of this model, as an upfront 
investment cost to be repaid as borrowing costs.  

6.2.8 The Council has provided estimated capital repayment costs based on Prudential Works Loan 
Board (PWLB) rates (minus 0.2%) for £6M of capital over a 10-year repayment period. This 
generates an estimated annual repayment cost of c. £661K. The annual repayments have been 
factored into the net surplus / subsidy calculations for this option. 

Summary 

6.2.9 Table 3 shows the 15-year (same as 10-year) total cost of the No Replacement option and the 
average annual cost over 10 years, based on the number of operational years, and 15 years to 
facilitate comparison with other options. An annual breakdown with income and expenditure 
detail is shown in Appendix C. 

6.2.10 Taking into account the repayment of capital costs, the total cost of continuing to operate the 
existing facility over the remainder of its usable life is c. £13.2M. 
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Table 3: Financial Implications of No Replacement Option 

 

6.3 2031 Replacement for RFSC 

6.3.1 This option sets out the financial implications for the Council of retaining and continuing to 
operate the existing RFSC for the remainder of its viable life under an LATC model (as above) and 
replacing it in 2031/32 with a facility based on the Essential facility mix on a site yet to be 
identified. Under the baseline option it is assumed that the new facility would be operated by an 
external leisure operator rather than by the LATC. 

6.3.2 Unlike the no replacement model, this option assumes that there would be a need and desire to 
replace the existing facility at the end of its viable lifespan rather than accept a net loss of 
provision in the City. 

6.3.3 Continuing to operate the existing facility for this period of time would require undertaking of the 
condition survey works identified – an investment of £6M to be funded through prudential 
borrowing. 

6.3.4 This option effectively delays some of the higher costs associated with a larger capital investment 
to a later date, but as a result additional costs are incurred in the form of investment in the 
existing facility and through escalating revenue costs associated with its operation over the first 
10-years. 

Key Assumptions 

6.3.5 The following key assumptions have been used in developing revenue forecasts including 
management and other premises costs for this option: 

 Revenue costs including income and expenditure, support costs and other costs (e.g. NNDR) 
for the first 10-years are the same under this option as in the “no replacement” option, and 
are based on the same assumptions 

 Revenue costs including income and expenditure, support costs, operator profit and other 
costs are the same for Years 11 – 15 of this option as in Years 4 – 8 of the Essential option, 
adjusted for inflation 

 Income from the new facility is based on specific areas of income generation in each 
facility area e.g. health and fitness, swimming etc. through identified revenue streams. 
These have been developed based on a detailed set of locally informed and experience-
based assumptions for each income stream as set out in detail in Appendix B. Income is 
phased in the first two years of the new facility’s operation at 70% of steady state in the 
first year, and 85% in the second year 
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 Expenditure for the new facility is based on a breakdown of required core and casual 
staff, developed linked to income streams and in consultation with the Council’s leisure 
officer, and benchmarked premises, supplies and services expenditure as set out in 
Appendix B 

 It is assumed that the external operator would be eligible for business rate relief 
through charitable status, as is the case for the majority of external leisure operators 
(but often not the case for LATCs) 

 Below the line costs – operator profit and central support costs – are benchmarked at 
6% of income each in accordance with typical operator market levels 

 An annual inflation rate of 2% has been applied to income and expenditure. 

 

Revenue Forecasts 

6.3.6 Table 4 shows the annual average operational income and expenditure of the full 15-year period 
alongside the estimated 2020/21 baseline figures. As with the no replacement option, there is a 
deterioration of income over the first 10 years, whilst the existing facility is still being operated. 
Income levels then increase significantly when RFSC is replaced by the new facility under an 
external operator, although expenditure levels are also higher at the new facility. 

6.3.7 A more detailed breakdown of income and expenditure across each year is shown in Appendix C. 

6.3.8 Over the 15-year period, an average operational subsidy of c. £10,519 is generated by this option. 
During the first 10 years, whilst the existing facility continues to be in operation, the average 
annual subsidy is £362,200. In the final 5 years, the new facility generates an average operational 
surplus of £755,957. 
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Table 4: Revenue Forecast for 2031 Replacement - 15-year annual average 

 

Capital / Lifecycle Costs 

6.3.9 As with the no replacement option, capital investment is required to carry out the £6M of 
improvement works identified through the 2020 condition survey. Capital cost repayment for this 
borrowing has been assumed on the same terms as the no replacement option. 

6.3.10 In addition, capital investment is required to fund the development of the new facility. Annual 
repayment costs have been calculated based on an estimated capital cost consisting of: 

 Estimated development cost for the facility of £22.98M adjusted for inflation (7 years) and 
including developer finance costs (estimated at 5% of construction cost per annum over a 2 
year build) 

 Developer profit at 12% of development cost 

 estimated land value of c. £1.5M (site not identified). 

6.3.11 The Council has provided a capital repayment cost calculation based on PWLB rate (minus 0.2%) 
over a 40-year repayment period starting from 2029. This generates an estimated annual 
repayment cost of c. £1.21M. 

6.3.12 Lifecycle costs for the new facility have also been estimated as part of the financial modelling to 
fund ongoing lifecycle replacements required to keep the facility operating optimally over the 
long term. This has been estimated at 0.5% of development costs per annum which equates to 
£57,450 (not adjusted for inflation). 
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Alternative Management Model 

6.3.13 This option has assumed that the existing facility would continue to be run throughout its 
operational life by an LATC, but that the new facility would be operated by an external operator. 
A variant on this option has also been developed showing the additional costs of operating the 
new facility under the LATC management model as well. 

6.3.14 The following assumptions are applied to the new facility’s financial performance to account for 
management by an LATC under this variant: 

 Lower levels of income generation - 10% reduction – less expertise, less marketing and sales 
experience and resources, less experience of delivering a similar range of services and 
initiatives, less capacity for innovation 

 Higher procurement costs - 10% increase – reduced buying power and economies of scale 
compared with larger multi-contract leisure operators 

 Higher support service costs – 15% of steady state turnover – proportionally higher support 
service costs (payroll, HR, finance, property, health & safety, I.T etc.) as these cannot be 
shared across multiple contracts 

 Higher NNDR costs - £54,775 per annum – business rates estimated based on rateable value 
of RFSC and 2021 multiplier, proportional increase in new facility’s GIFA compared with RFSC 
and the proportion of business rates not retained by PCC (51%). 

 No operator profit. 

6.3.15 Based on these assumptions, the average annual operational subsidy over the 15-year period 
under an LATC would be £127,879, compared with an operational surplus of £10,519. 

Summary 

6.3.16 Table 5 shows the 15-year total and annual average costs of the 2031 replacement option both 
with an external operator running the new facility, and an LATC throughout. An annual 
breakdown with detailed income and expenditure by year is shown in Appendix C. 

6.3.17 Taking into account the capital repayments over the period of both the condition survey 
investment costs and new facility build costs, and lifecycle costs for the new facility, the total cost 
of this option over the 15-year period is £19.45M with an external operator for the new facility or 
£22.13M with an LATC operator.  

Table 5: Financial implications of 2031 Replacement Options 
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6.4 Essential Option 

6.4.1 This option sets out the financial implications for the Council of replacing the existing facility with 
a new leisure centre development based on the Essential facility mix at the Pleasure Fair 
Meadows site as soon as practicable. Based on estimated development timeframes, this new 
facility would open in 2024 and the existing facility would continue to operate until that time. 

6.4.2 Under the baseline option, it is assumed that the existing RFSC would operate under an LATC 
model (as above) and the new facility, once operational, would be managed by an external 
leisure operator. 

6.4.3 Compared with the 2031 replacement, this option explores whether the more immediate 
development of a new facility which can generate more significant operational surpluses and 
better meet the needs of the community can provide a better value option. 

6.4.4 The more immediate prospect of replacement removes the need for significant investment in the 
existing facility and mitigates against the gradual decline in revenue performance of the ageing 
facility as it approaches the end of its useable life. 

6.4.5 In essence, it examines if, assuming the facility is to be replaced, best value would be achieved by 
making that investment immediately rather than in 10 years’ time. 

Key Assumptions 

6.4.6 The following key assumptions have been used in developing revenue forecasts including 
management and other premises costs for this option: 

 Revenue costs including income and expenditure, support costs and other costs (e.g. NNDR) 
for the first 3 years, whilst the existing facility continues to operate, are the same under this 
option as in the “no replacement” option, and are based on the same assumptions 

 Revenue costs including income and expenditure, support costs, operator profit and other 
costs for Years 4 – 15 are based on detailed income, expenditure and management costs 
assumptions for the Essential facility mix development as operated by an external operator; 

 Income from the new facility is based on specific areas of income generation in each 
facility area, e.g. health & fitness, studios, swimming pools etc. through identified 
activities and revenue stream. These have been developed through a set of detailed 
experience-based assumptions, informed by local factors (e.g. pricing etc.). These 
assumptions are set out in detail by facility area and activity in Appendix B. Income is 
phased in the first two years of the new facility’s operation at 70% of steady state in the 
first year and 85% in the second 

 Expenditure for the new facility is based on a breakdown of required core and casual 
staff, linked to income streams and developed in consultation with the Council’s leisure 
officers, as well as benchmarked premises, supplies and services, repair and 
maintenance and cost of sales expenditure as set out in Appendix B 

 It is assumed that the external operator would be eligible for business rate relief 
through charitable status, as is the case for the majority of external leisure operators  

 Below the line costs – operator profit and central support costs – are benchmarked at 
6% of income each in accordance with typical operator market levels 
 

 An annual inflation rate of 2% has been applied to income and expenditure. 
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Revenue Forecasts 

6.4.7 Table 6 shows the annual average operational income and expenditure over the 15-year period 
alongside the baseline figures for the new facility, as developed through the detailed business 
plan modelling set out in Appendix B. Years 1-3 reflect the continued operation of the existing 
facility with declining financial performance, as in the no replacement and 2031 replacement 
options. The new facility, operating under external operator management, introduces a 
significant improvement in operational revenue performance, albeit there is some phasing of 
income in Years 4 and 5 of the 15-year period. 

6.4.8 A more detailed breakdown of income and expenditure in each year is shown in Appendix C. 

6.4.9 Over the 15-year period, the average operational surplus generated by this option is £692,855. 
During the first 3 years, whilst the existing facility continues to be in operation the average 
annual subsidy is £86,142. In the remaining 12 years, the new facility generates an average 
operational surplus of £887,605. 

Table 6: Revenue Forecast for Essential Option - 15-year annual average 

 

Capital / Lifecycle Costs 

6.4.10 As, under this option, the existing facility is replaced within 3 years, only essential works required 
to keep the facility safe and operational over that period would be undertaken. The Council has 
identified that none of the £6M of investments required by the 2020 condition survey should be 
required during this period if the facility were to be replaced, so these costs are not incurred 
under this option. 
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6.4.11 Capital investment would, however, be required to fund the development of the new facility. 
Annual repayment costs have been calculated based on an estimated capital cost consisting of: 

 Estimated development cost for the facility of £22.98M including developer finance costs 

 Developer profit at 12% of development cost 

 Estimated land value of c. £1.25M (for Pleasure Fair Meadows). 

6.4.12 The Council has provided a capital repayment cost calculation based on PWLB rate (minus 0.2%) 
over a 40-year repayment period starting from 2022. This generates an estimated annual 
repayment cost of c. £1.05M. 

6.4.13 Lifecycle costs for the new facility have also been estimated as part of the financial modelling to 
fund ongoing lifecycle replacements required to keep the facility operating optimally over the 
long term. This has been estimated at 0.5% of development costs per annum which equates to 
£57,450 (not adjusted for inflation). 

Alternative Management Model 

6.4.14 This option has assumed that the existing facility would continue to be run during the first three 
years of the period by an LATC, and that the new facility would be operated by an external 
operator (Years 4 – 15). A variant on this option has been developed showing the additional costs 
of operating the new facility under LATC management. 

6.4.15 The following assumptions are applied to the new facility’s financial performance to account for 
management by an LATC under this variant: 

 Lower levels of income generation - 10% reduction – less expertise, less marketing and sales 
experience and resources, less experience of delivering a similar range of services and 
initiatives, less capacity for innovation 

 Higher procurement costs - 10% increase – reduced buying power and economies of scale 
compared with larger multi-contract leisure operators 

 Higher support service costs – 15% of steady state turnover – proportionally higher support 
service costs (payroll, HR, finance, property, health & safety, I.T etc.) as these cannot be 
shared across multiple contracts 

 Higher NNDR costs - £54,775 per annum– business rates estimated based on rateable value 
of RFSC and 2021 multiplier, proportional increase in new facility’s GIFA compared with RFSC 
and the proportion of business rates not retained by PCC (51%). 

6.4.16 Based on these assumptions, the average annual operational surplus over the 15-year period 
under an LATC is reduced to £366,223, compared with £692,855. 

Summary 

6.4.17 Table 7 shows the 15-year total and annual average costs of the Essential facility mix replacement 
option both with an external operator running the new facility, and an LATC throughput. An 
annual breakdown with detailed income and expenditure by year is shown in Appendix C. 

6.4.18 Taking into account the capital repayments over the period of both the condition survey 
investment costs and new facility build costs, and lifecycle costs for the new facility, the total cost 
of this option over the 15-year period of £10.1M with an external operator for the new facility or 
£16.4M under the LATC model. 
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Table 7: Financial implications of Essential Options 

 

6.4.19 A sensitivity assessment has also been applied to this option to demonstrate the potential impact 
of an under or over performance in income or increase in assumed costs on the overall funding 
gap over the period. As shown in Table 8, this demonstrates that a 10% overperformance on 
income would result in a reduced average annual subsidy of c. £374K compared with £672K 
under the baseline model. In contrast, under performance on income of 10% would increase the 
annual subsidy to £970K and a 10% increase in costs would increase it to £901K. 

Table 8: Essential Option Sensitivity Analysis 
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6.4.20 An extrapolation of the baseline 15-year figures over a longer period, covering 40 years from the 
opening of the new facility based on 2% annual inflationary adjustments has also been 
developed. This provides an indication of the total funding gap over the period. Based on this 
extrapolation the total subsidy required for the Essential option (assuming an external operator 
model) would be £17,767,335. 

6.5 Optimal Option 

6.5.1 This option sets out the financial implications for the Council of replacing the existing facility with 
a new leisure centre development based on the Optimal facility mix at the Pleasure Fair 
Meadows site as soon as practicable. Based on estimated development timeframes, this new 
facility would open in 2024 and the existing facility would continue to operate until that time. 

6.5.2 Under the baseline option, it is assumed that the existing RFSC would operate under an LATC 
model (as in the no replacement and 2031 replacement options) and the new facility, once 
operational, would be managed by an external leisure operator. 

6.5.3 As with the Essential option, this option explores whether a more immediate replacement of 
RFSC provides a better value alternative to replacing it at the end of its viable life but does so 
based on the larger and more extensive facility offer. 

Key Assumptions 

6.5.4 The following key assumptions have been used in developing revenue forecasts including 
management and other premises costs for this option: 

 Revenue costs including income and expenditure, support costs and other costs (e.g. NNDR) 
for the first 3 years, whilst the existing facility continues to operate, are the same under this 
option as in the “no replacement” option, and are based on the same assumptions 

 Revenue costs including income and expenditure, support costs, operator profit and other 
costs for Years 4 – 15 are based on detailed income, expenditure and management costs 
assumptions for the Optimal facility mix development as operated by an external operator; 

 Income from the new facility is based on specific areas of income generation in each 
facility area, e.g. health & fitness, studios, swimming pools etc. through identified 
activities and revenue stream. These have been developed through a set of detailed 
experience-based assumptions, informed by local factors (e.g. pricing etc.). These 
assumptions are set out in detail by facility area and activity in Appendix B. Income is 
phased in the first two years of the new facility’s operation at 70% of steady state in the 
first year and 85% in the second year 

 Expenditure for the new facility is based on a breakdown of required core and casual 
staff, linked to income streams and developed in consultation with the Council’s leisure 
officers, as well as benchmarked premises, supplies and services, repair and 
maintenance and cost of sales expenditure as set out in Appendix B 

 It is assumed that the external operator would be eligible for business rate relief 
through charitable status, as is the case for the majority of external leisure operators  

 Below the line costs – operator profit and central support costs – are benchmarked at 
6% of income each in accordance with typical market levels 

 An annual inflation rate of 2% has been applied to income and expenditure. 
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Revenue Forecasts 

6.5.5 Table 9 shows the annual average operational income and expenditure over the 15-year period 
alongside the baseline figures for the new facility, as developed through the detailed business 
plan modelling set out in Appendix B. Years 1 – 3 reflect the continued operation of the existing 
facility with declining financial performance, as in the no replacement and 2031 replacement 
options. The new facility, operating under external operator management, introduces a 
significant improvement in operational revenue performance, albeit there is some phasing of 
income in Years 4 and 5 of the 15-year period. 

6.5.6 A more detailed breakdown of income and expenditure in each year is shown in Appendix C. 

6.5.7 Over the 15-year period, the average operational surplus generated by this option is £1,219,672. 
During the first 3 years, whilst the existing facility continues to be in operation the average 
annual subsidy is £86,142. In the remaining 12 years, the new facility generates an average 
operational surplus of £1,546,125. 

Table 9: Revenue Forecast for Optimal Option - 15-year annual average 

 

Capital / Lifecycle Costs 

6.5.8 As with the Essential option, only vital works required to keep the existing facility safe and 
operational over the first 3 years would be required. The Council has identified that none of the 
condition survey investments should be need if the facility is to be replaced so these costs are not 
incurred under this option. 
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6.5.9 Capital investment would be required to fund the development of the new facility. Annual 
repayment costs have been calculated based on an estimated capital cost consisting of: 

 Estimated development costs for the facility of £34.02M including developer finance costs 

 Developer profit at 12% of development cost 

 Estimated land value of c. £1.25M (for Pleasure Fair Meadows). 

6.5.10 The Council has provided a capital repayment cost calculation based on PWLB rate (minus 0.2%) 
over a 40-year repayment period starting from 2022. This generates an estimated annual 
repayment cost of c. £1.53M. 

6.5.11 Lifecycle costs for the new facility have also been estimated as part of the financial modelling to 
fund ongoing lifecycle replacements required to keep the facility operating optimally over the 
long term. This has been estimated at 0.5% of development costs per annum which equates to 
£85,050 (not adjusted for inflation). 

Alternative Management Model 

6.5.12 This option has assumed that the existing facility would continue to be run during the first three 
years of the period by an LATC, and that the new facility would be operated by an external 
operator (Years 4 – 15). A variant on this option has been developed showing the additional costs 
of operating the new facility under LATC management. 

6.5.13 The following assumptions are applied to the new facility’s financial performance to account for 
management by an LATC under this variant: 

 Lower levels of income generation - 10% reduction – less expertise, less marketing and sales 
experience and resources, less experience of delivering a similar range of services and 
initiatives, less capacity for innovation 

 Higher procurement costs - 10% increase – reduced buying power and economies of scale 
compared with larger multi-contract leisure operators 

 Higher support service costs – 15% of steady state turnover – proportionally higher support 
service costs (payroll, HR, finance, property, health & safety, I.T etc.) as these cannot be 
shared across multiple contracts 

 Higher NNDR costs - £83,091 per annum – business rates estimated based on rateable value 
of RFSC and 2021 multiplier, proportional increase in new facility’s GIFA compared with RFSC 
and the proportion of business rates not retained by PCC (51%). 

6.5.14 Based on these assumptions, the average annual operational surplus generated over the 15-year 
period under an LATC is reduced to £736,309, compared with £1,219,672. 

Summary 

6.5.15 Table 10 shows the 15-year total and annual average costs of the Optimal facility mix 
replacement option both with an external operator running the new facility, and an LATC 
throughput. An annual breakdown with detailed income and expenditure by year is shown in 
Appendix C. 
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Table 10: Financial implications of Optimal Options 

 

6.5.16 Taking into account the capital repayments over the period of both the condition survey 
investment cost and new facility build costs, the lifecycle costs for the new facility, the total cost 
of this option over the 15-year period of £11.3M with an external operator for the new facility or 
£20.7M under the LATC management model. 

6.5.17 A sensitivity analysis has been applied to this option to demonstrate the potential impact of an 
under or over performance in income or increases in assumed costs on the overall funding gap 
over the period. As shown in Table 11 this demonstrates that a 10% over performance on income 
would result in a reduced average annual subsidy of c. £326K compared with £754K under the 
baseline model. In contrast, under performance on income of 10% would increase the annual 
subsidy to £1.18M and a 10% increase in costs would increase it to £1.06M. 

Table 11: Optimal Option Sensitivity Analysis 
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6.5.18 An extrapolation of the figures over 40 years from the opening of the new facility based on 2% 
annual inflationary adjustments has been developed to provide an indication of the total funding 
gap over the period. Base on this extrapolation, the total subsidy required for the Optimal option 
(assuming an external operator model) would be £12.8M. 

6.6 Comparison of Options 

6.6.1 Table 12 shows a comparison of the options based on 15-year totals. This demonstrates that all 
options would require a subsidy from the Council or for alternative sources of capital funding to 
be found to reduce the borrowing requirements. The lowest cost option over the 15-year period 
is the Essential option, operated under an external operator at a total cost of £10,081,420. 

6.6.2 Whilst this is a significant funding gap, if the Council believes that the facility will need to be 
replaced once it reaches the end of its usable life, this option actually represents a saving of c. 
£9.4M compared with the 2031 replacement option. 

6.6.3 Due to its lower capital cost requirements, the Essential option offers marginally the best value 
option over a 15-year period. However, if the figures are extrapolated with adjustments for 
inflation over a 40 year period from the development of a new facility, the Optimal option has a 
smaller overall funding gap of £12.8M compared with £17.8M for the Essential option.  

6.6.4 The larger operational surplus generated the Optimal facility is better able to meet the fixed 
borrowing costs in future years, resulting in the lower overall subsidy. It should be noted 
however that this is a simple straight-line extrapolation which has not sought to take account of 
any changes in financial performance or market conditions, beyond those built into the 15-year 
business plan figures. 

Table 12: Comparison of Options 
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7. Conclusions and Recommendations 

7.1 Conclusions 

7.1.1 The key conclusions arising from the feasibility study on the replacement of RFSC are as follows: 

a) The current state review of the existing RFSC shows that overall level of usage and income is 
relatively typical for a facility of the age of RFSC and there is no evidence of a significant 
decline in financial performance over recent years. However, usage and financial 
performance is significantly below what would be expected from a comparable modern 
leisure facility in a number of key areas. This is considered to be largely as a result of the poor 
condition and quality of facilities at RFSC 

b) The needs analysis has demonstrated that there is clear evidence of a lack of capacity within 
existing provision to adequately meet the demand for public swimming, swimming clubs and 
a learn to swim programme. This is apparent through desktop studies and is supported by 
the engagement undertaken with key stakeholders Vivacity and Swim England 

c) Any replacement facility will need to provide an increase in water space and be configured to 
allow for maximum flexibility in terms of programming between club, public and learn to 
swim sessions in particular 

d) Whilst desktop analysis has indicated a theoretical oversupply of health and fitness facilities 
in the city, the inclusion of a high quality, suitably sized gym facility with accompanying 
exercise studio provision would still be highly recommended for any new leisure facility and 
would expect to capture a strong share of the existing market. 

e) There is demand for additional sports hall provision in Peterborough as demonstrated 
through the Sport England Facility Planning Model report and Indoor Built Facilities Strategy  

f) The results of the needs analysis supports the facility mix options developed as part of the 
Stage 1 Options Appraisal and has identified no evidence to suggest that these options 
should be altered.   

g) Taking into account the repayment of lifecycle costs identified through condition surveys, the 
total cost of continuing to operate the existing RFSC over the remainder of its usable life is c. 
£13.2M. 

h) Taking into account the capital repayments over the period of both the condition survey 
investment costs and new facility build costs and lifecycle costs for the new facility, the total 
cost over a 15-year period of replacing RSFC when it comes to the end of its usable life in 
2031 is c. £19.4M 

i) Taking into account the capital repayments of the new build and lifecycle costs for the new 
facility, the total cost over the 15-year period of the Essential facility mix option is c. £10.1M 
under an external operator management model or c. £16.4M under the LATC model 

j) Taking into account the capital repayments of the new build and lifecycle costs for the new 
facility, the total cost over the 15-year period of the Optimal facility mix option is c. £11.3M 
with an external operator management model or c. £20.7M under the LATC model. 

7.2 Recommendations 

7.2.1 The recommendations for the Council are as follows: 

 Assuming that the Council agree that there is a strategic need to replace the facility at some 
point and that it would be unacceptable to allow the facility to close without replacement, 
best value would be achieved by making that investment immediately rather than sinking 
further cost into sustaining an old, inefficient and suboptimal facility  
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 Of the two facility replacement options, there is little difference in the total cost over 15 
years with the Optimal option being slightly more expensive over the period. This option 
does, however, provide a much more significant level of provision for a relatively small 
increase in overall cost, so the Council should consider this to be the best value option. This is 
further supported by the fact that over a longer period, the Optimal option is likely to prove 
to be a less costly option than the Essential facility mix, as demonstrated by the extrapolation 
of costs over a 40-year period 

 The modelling clearly indicates that external management by a multi-site provider would be 
the most financially advantageous operating model. However, the Council may wish test this 
further through a more detailed options appraisal which considers the whole of the Council’s 
leisure portfolio and which also assesses the non-financial implications of different 
management models. 
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8. Appendix A: Detailed Financial Modelling 

Provided as separate Excel document: Peterborough Financial 
Modelling Final Ver 2.0 
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9. Appendix B: Income and Expenditure 
Assumptions 

 Essential Optimal 

 General comments / Key Assumptions General comments / Key Assumptions 

Income 

Swimming 
(and 
spectator 
seating) 

Identified shortfall in water space, 
identified additional demand from 
swimming clubs and latent demand for 
swimming lesson used to support income 
assumptions. Projected combined general 
swim and pool hire throughput of c. 187K 
is a significant increase from c. 122K at 
RFSC, but this reflects increased main pool 
water space, increased capacity to 
accommodate clubs and improved facility 
with significantly greater appeal. C. 2000 
swimming lesson pupils projected for 
regular lessons compared with c. 1070 at 
RFSC, reflecting significant latent demand 
(c.1700 pupils) and ability to deliver 
significant increases to programming. 
Pricing is based on Vivacity rates with 
modest uplift (due to size increase / 
facility improvement) to pool hire costs. 

Identified shortfall in water space, 
identified additional demand from 
swimming clubs and latent demand for 
swimming lesson used to support income 
assumptions. Projected combined general 
swim and pool hire throughput of c. 300K 
is a significant increase from c. 122K at 
RFSC, but this reflects the inclusion of a 
new leisure pool, increased main pool 
water space , improved flexibility of water 
space, increased capacity to 
accommodate clubs and improved facility 
with significantly greater appeal. C. 2000 
swimming lesson pupils projected for 
regular lessons compared with c. 1070 at 
RFSC, reflecting significant latent demand 
(c.2000 pupils) and ability to deliver 
significant increases to programming. 
Pricing is based on Vivacity rates with 
modest uplift (due to size increase / 
facility improvement) to pool hire costs. 

25m Main Pool 

15m x 10m teaching pool 

320 spectator seats 

Total of 95 opening hours per week. In 
main pool 15% of hours are used for pool 
hire and 15% for swimming lessons. In 
teaching pool 20% are used for pool hire 
and 20% for swimming lesson 

The main pool has a maximum capacity of 
70 and the teaching pool 25 (based on 
6SQM per swimmer). 

14.25 hours of main pool hire by schools, 
clubs etc. per week during term time at a 
rate of £180 (based on current pricing). 
19 hours of teaching pool hire during 
term time at a rate of £75. Total of 
£100,035 main pool hire income and 
£55,575 teaching pool hire 

General swimming available the 
remaining 70% of main pool hours (85% 

25m Main Pool with moveable floor 

20m x 12.5m teaching pool with 
moveable floor 

Leisure water with flume, water feature 
and splash zone 

360 spectator seats 

Total of 95 opening hours per week. In 
main pool 15% of hours are used for pool 
hire and 15% for swimming lessons. In 
teaching pool 20% are used for pool hire 
and 20% for swimming lesson 

The main pool has a maximum capacity of 
70 and the teaching pool 41 (based on 
6SQM per swimmer). The leisure pool has 
a maximum capacity of 58. 

14.25 hours of main pool hire by schools, 
clubs etc. per week during term time at a 
rate of £180 (based on current pricing). 
19 hours of teaching pool hire during 
term time at a rate of £120. Total of 
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 Essential Optimal 

 General comments / Key Assumptions General comments / Key Assumptions 

outside of term time). During term time 
the occupancy rate of general swimming 
sessions in 45%; 50% in non-term time. 

70% of swims are assumed to be from 
members (included in membership cost) 
12.5% by adults, 10% by children and 
7.5% by concessions.  

The teaching pool is available for general 
swimming 60% of hours during term time 
and 80% of hours in non-term time. The 
occupancy rate is 40% in term time and 
35% during holidays.  

12.5% of swims are assumed to be by 
adults, 7.5% by concessions and 80% by 
children. 

Total of £128,856 main pool casual 
swimming income and £110,327 teaching 
pool casual swimming income 

There are a total of 28 half hour 
swimming lesson sessions per week in the 
main pool, each with 6 classes. The 
teaching pool has a total of 38 sessions 
per week with 3 classes per session. Each 
class has a maximum capacity of 10 pupils 
and the programme has an estimated 
occupancy of 60%. Lessons are charged at 
£6.75 per class (based on current pricing). 

14 intensive holiday course session per 
week are also run outside of term time 
with a maximum capacity of 60 pupils per 
session in the main pool and 19 sessions 
each with a maximum capacity of 30 
pupils in the teaching pool. The estimated 
occupancy is 60%. Lessons are charged at 
£5 per class (based on current pricing). 

Total of £367,920 main pool swimming 
lesson income and £249,660 teaching 
pool swimming lesson income. 

Spectator seating charged a £1 per seat. 
Estimated occupancy of 50% across c. 50 
events per annum  

Total main pool income - £596,811 

Total teaching pool income - £415,562 

Total swimming income - £1,012,373 

Total spectator seating income - £8,000 

£100,035 main pool hire income and 
£88,920 teaching pool hire 

General swimming available the 
remaining 70% of main pool hours (85% 
outside of term time). During term time 
the occupancy rate of general swimming 
sessions in 45%; 50% in non-term time. 

70% of swims are assumed to be from 
members (included in membership cost) 
12.5% by adults, 10% by children and 
7.5% by concessions.  

The teaching pool is available for general 
swimming 60% of hours during term time 
and 80% of hours in non-term time. The 
occupancy rate is 40% in term time and 
35% during holidays.  

12.5% of swims are assumed to be by 
adults, 7.5% by concessions and 80% by 
children. 

The leisure pool has c. 51.5 peak hours 
and 43.5 off peak hours per week with an 
assumed occupancy rate of 40% and 25% 
respectively. 12.5% of leisure pool swims 
are assumed to be by adults, 7.5% by 
concessions and 80% by children. 

Total of £128,856 main pool casual 
swimming income, £180,936 teaching 
pool casual swimming income and 
£318,330 leisure pool causal swimming 
income. 

There are a total of 28 half hour 
swimming lesson sessions per week in the 
main pool, each with 8 classes. The 
teaching pool has a total of 38 sessions 
per week with 4 classes per session 
(additional classes due to moveable 
floor). Each class has a maximum capacity 
of 10 pupils and the programme has an 
estimated occupancy of 55%. Lessons are 
charged at £6.75 per class (based on 
current pricing). 

14 intensive holiday course session per 
week are also run outside of term time 
with a maximum capacity of 80 pupils per 
session in the main pool and 19 sessions 
each with a maximum capacity of 40 
pupils in the teaching pool. The estimated 
occupancy is 55%. Lessons are charged at 
£5 per class (based on current pricing). 
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Total of £449,680 main pool swimming 
lesson income and £305,140 teaching 
pool swimming lesson income. 

Spectator seating charged a £1 per seat. 
Estimated occupancy of 50% across c. 50 
events per annum  

Total main pool income - £678,571 

Total teaching pool income - £574,996 

Total leisure pool income - £318,330 

Total swimming income - £1,571,897 

Total spectator seating income - £9,000 

Health & 
Fitness 

Based on 24 members per station 
(drawing on local knowledge and insight 
from PCC officers), income is based on 
projection of 3600 members plus limited 
casual use. This compares with c. 18 
members per station at a gym about half 
the size at RFSC currently. Although there 
is a local oversupply, a new facility with a 
broad offer such as this should be able to 
claim significant market share. Pricing 
based on former Vivacity rates with 20% 
reduction applied to allow margin for 
promotions etc. 

Based on 24 members per station 
(drawing on local knowledge and insight 
from PCC officers), income is based on 
projection of 4200 members plus limited 
casual use. This compares with c. 18 
members per station at a gym less than 
half the size at RFSC currently. Although 
there is a local oversupply, a new facility 
with a broad offer such as this should be 
able to claim significant market share. 
Pricing based on former Vivacity rates 
with 20% reduction applied to allow 
margin for promotions etc. 

150 station H&F Gym 

150 stations with 24 members per station 
and average monthly yield of £33.80 for 
full price memberships and £21.12 for 
concessions. Prices are based on current 
adult and concessionary rates, estimated 
membership split and a 20% reduction to 
account for discounts and promotions 

Casual income at 10% of membership use 
(calculated based on estimated 2 weekly 
visits per member). Casual visits are 
charged at £7 for full price adults (65%) 
and £4.75 for concessions (35%) – based 
on current prices. 

Total health & fitness membership 
income - £1,1,295,827 

Total casual health & fitness gym income 
- £223,650 

Total health & fitness gym income - 
£1,519,477 

175 station H&F Gym 

175 stations with 24 members per station 
and average monthly yield of £33.80 for 
full price memberships and £21.12 for 
concessions. Prices are based on current 
adult and concessionary rates, estimated 
membership split and a 20% reduction to 
account for discounts and promotions 

Casual income at 10% of membership use 
(calculated based on estimated 2 weekly 
visits per member). Casual visits are 
charged at £7 for full price adults (65%) 
and £4.75 for concessions (35%) – based 
on current prices. 

Total health & fitness membership 
income - £1511,798 

Total casual health & fitness gym income 
- £260,925 

Total health &fitness gym income - 
£1,772,723 
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Studios 
Studio provision primarily supports health 
and fitness membership income with 
some limited income from pay and play 
visits. Pricing based on former Vivacity 
rates 

Studio provision primarily supports health 
and fitness membership income with 
some limited income from pay and play 
visits. Occupancy is higher compared with 
Essential reflecting increase in members. 
Pricing based on former Vivacity rates 

2 x 200 SQM exercise studios 

20 bike spin studio 

Capacity of 40 people per exercise studio 
(2 studios), each with 32 classes per week 
and an average class occupancy of 60% 

Class attendance split into 75% members 
(no charge), 20% full price pay and play 
(£7 per class) and 5% concessionary pay 
& play (£5 per class). Casual prices are 
increased from current levels to reflect 
improved quality and market pricing 

Spin studio with capacity for 20 bikes, 32 
instructor-led classes per week and 
occupancy of 70%. 

Class attendance split into 75% members, 
20% full price pay and play and 5% 
concessionary pay and play 

16 additional virtual spin classes per week 
have a 25% occupancy with virtual class 
attendance split into 85% members, 10% 
full price pay and play and 5% 
concessionary pay and play. 

Total studio income - £165,880 

3 x 200 SQM exercise studios 

20 bike spin studio 

Capacity of 40 people per exercise studio 
(3 studios), each with 32 classes per week 
and an average class occupancy of 65% 

Class attendance split into 75% members 
(no charge), 20% full price pay and play 
(£7 per class) and 5% concessionary pay & 
play (£5 per class). Casual prices are 
increased from current levels to reflect 
improved quality and market pricing 

Spin studio with capacity for 20 bikes, 32 
instructor-led classes per week and 
occupancy of 65%. 

Class attendance split into 75% members, 
20% full price pay and play and 5% 
concessionary pay and play 

16 additional virtual spin classes per week 
have a 30% occupancy with virtual class 
attendance split into 85% members, 10% 
full price pay and play and 5% 
concessionary pay and play. 

Total studio income - £208,560 

Health Suite 
and 
Treatment 
Rooms 

Relatively modest income from casual 
visits assumed (c. £18K) plus additional 
income from upgraded memberships. 

Relatively modest income health suite 
from casual visits assumed (c. £20K) plus 
additional income from upgraded 
memberships. Increase compared with 
Essential reflects higher membership and 
throughput levels. Treatment room 
income is based rental to a third party 
specialist provider. 

Total of 65 opening hours per week – 32 
peak hours and 33 off peak hours. 

Total capacity of 12 people. 

Estimated peak time occupancy of 40% 
and off peak occupancy of 25%. 

80% of visits are assumed to be by 
members at no cost, 15% at full price 
(peak £8.75 / off peak £7) and 5% at a 
concessionary rate (£6 / £4.80). 

Total of 65 opening hours per week – 32 
peak hours and 33 off peak hours. 

Total capacity of 12 people. 

Estimated peak time occupancy of 45% 
and off peak occupancy of 30%. 

80% of visits are assumed to be by 
members at no cost, 15% at full price 
(peak £8.75 / off peak £7) and 5% at a 
concessionary rate (£6 / £4.80). 
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Estimated 7.5% of members take up a spa 
membership upgrade at an additional 
cost of £6 per month. 

Total health suite income - £37,274 

Estimated 7.5% of members take up a spa 
membership upgrade at an additional 
cost of £6 per month. 

Treatment room rental income of 
£20,000 per room (2). 

Total health suite income - £43,151 

Total treatment room income - £40,000 

Café / 
Vending 

Based on activity specific spend 
assumptions - income is balanced by Cost 
of Sales and staffing. Small profit margin 
typical of leisure centre provision. 

Based on activity specific spend 
assumptions - income is balanced by Cost 
of Sales and staffing. Small profit margin 
typical of leisure centre provision. 

Estimated £0.25 spend per visit 

Estimated throughput of 862,070 
calculated based on membership and 
casual visits from other facility activity 
areas 

Total café / vending income - £215,517 

Estimated £0.25 spend per visit 
(members, casual users, parents / 
spectators) and £3 per head for parties 
(soft play / clip n climb). 

Estimated throughput of 1,239,427 
calculated based on membership and 
casual visits from other facility activity 
areas 

Total café / vending income - £348,357 

Sports Hall 
N/A Shortfall in Sports Hall provision identified 

in FPM. Modest income levels projected 
based on c. 40% occupancy and current 
vivacity rates. Total income of c. £75K is in 
line with expected income levels for 4-
court sports hall. 

N/A 35.5 peak hours per week with an 
expected occupancy of 50%. Booking split 
between 40% whole hall bookings at £55 
and 60% single court bookings (assuming 
50% of courts on average booked at any 
one time) at £12.50. 

59.5 off peak hours per week with an 
expected occupancy of 35%. Booking split 
between 65% whole hall bookings at £50 
and 35% single court bookings (assuming 
50% of courts on average booked at any 
one time) at £11.50. 

Total sports hall income - £75,060 

Soft Play 
N/A Large soft play facility over 2 levels 

adjacent to café has significant capacity. 
Conservative occupancy levels for casual 
use projected with prices benchmarked 
with local facilities. Additional income 
projected from children's parties. Income 
levels comparable to similar scale leisure 
centre soft play facilities. 
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N/A Total capacity of 40 children. Total of 33 
peak hours per week and 30 off peak 
hours. 

An estimated 4 parties per week during 
peak hours (2 hrs each) with an average 
head count per party of 12 and price per 
head of £10.50. 

Estimated 2 parties per week during off 
peak hours with an average head count 
per party of 12 and price per head of £8. 

Total weekly casual use capacity during 
peak hours of 1,224 and expected 
occupancy of 40%. An estimated 25% of 
peak time visits is by over 5’s at £5 and 
75% by under 5’s at 2.50. 

Total weekly casual use capacity during 
off peak hours of 1,152 and expected 
occupancy of 25%. An estimated 10% of 
off peak visits is by over 5’s at £3.50 and 
90% by under 5’s at £1.50. 

Total party income - £34,800 

Total casual income - £100,980 

Total soft play income - £135,780 

Clip n Climb 
N/A No competing clip n climb provision in the 

area. This is a popular family activity at 
the moment, but the space has the 
flexibility to be adapted when trends shift. 
Limited opening hours and conservative 
occupancy levels for casual use projected 
with prices benchmarked with similar 
facilities. Additional income projected 
from children's parties. Income levels 
modest compared to similar scale 
facilities. 

 Total capacity of 12 people. Total of 40 
weekday hours per week and 20 weekend 
hours. 

An estimated 5 parties per week (2 hrs 
each) with an average head count per 
party of 8 and price per head of £12.50. 

Expected weekday term time casual use 
occupancy of 40% (£8.50 per visit) and 
weekend term occupancy of 65% (£10 per 
visit). 

Expected weekday non-term time casual 
use occupancy of 50% (£8.50 per visit) 
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and weekend non-term occupancy of 65% 
(£10 per visit). 

Total party income - £25,000 

Total casual income - £148,488 

Total soft play income - £173,4880 

Expenditure 

Staffing 
As shown in staff costs breakdown below. 

Repair and 
Maintenance 

Based on 0.5% of capital cost – benchmarked cost to cover day to day repairs / reactive 
maintenance and planned preventative maintenance. 

Water & 
Utilities 

Based on £30 per SQM benchmark which has been tested through consultation with 
sector leading energy consultants, Leisure Energy. Leisure Energy has identified that 
there may be significant opportunities for ongoing revenue savings through additional 
investment in energy efficiency and it is recommended that these are explored further 
through any further detailed design stages 

Equipment 
Based on 0.5% of income – benchmarked cost to cover replacement of minor 
equipment purchases. 

Cost of Sales 
50% of sales – fluctuates based on café / vending income levels. 

Cleaning 
Based on 1% of income – benchmarked cost to cover contract cleaning and materials. 
Spot cleaning / reactive cleaning undertaken by duty officers / leisure assistants. 

Marketing 
Based on 2.0% of income – benchmarked cost to cover site-based marketing and 
promotions. Some central marketing function provided by head office. 

Insurance 
Based on 1% of income – benchmarked, linked to income, as costs will differ linked to 
scale / throughput / usage. 

IT / Admin 
Legals and 
Licenses 

Based on 2% of income – benchmarked against recent market data. 

Irrecoverable 
VAT 

Based on 7.5% of income – benchmarked against recent market data, but expect level 
of VAT recovery will depend on the specific operator’s model. Some operators are able 
to recovery a higher proportion of VAT. 

Capital 
Equipment 
replacement 
fund 

Based on identified fixtures, fittings and equipment costs for the site and estimated 
replacement periods – depreciation. 
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Essential Facility Mix – Staff Costs 
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Optimal Facility Mix Staff Costs 
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10. Appendix C: 15-year income and expenditure summaries – all 
options 

No Replacement 

2031 Replacement  

2031 Replacement LATC 

Essential 

Essential LATC 

Optimal 

Optimal LATC 
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11. Appendix D: Stage 1 Options Appraisal 
Report 

Provided as separate document
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planning sustainable facilities and enabling successful operational partnerships.  
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