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PRESIDENTIAL ADDRESS TO CONFERENCE

John Brooks

National President, IBRM

It has been 36 years since the last IBRM conference in
Bournemouth - that was in 1956. We came then under a
different name, at a time when we could never have
foreseen the dramatic changes that were to take place in
our industry in later times. Bournemouth was then a part
of my home county, Hampshire, as was the Isle of
Wight, so in a sense I am coming home today, although
not quite to the same county as it is now part of Dorset.
Bournemouth always has been in the forefront of
providing for the health, welfare and entertainment of its
citizens and its visitors. It is a quality resort noted for its
scenic beauty and its access to the nearby natural
attractions of Poole Harbour and the New Forest.

It is fitting that we should come here to this resort
that is so obviously striving to provide sport, leisure and
tourist facilities of the highest order. In seeking to
achieve this goal Bournemouth has taken on a new
perspective. This conveniently leads me to the theme of
the IBRM conference of 1992 - ‘Sports Management in
Perspective’.

For the next three and a half days we will examine
in detail the philosophies, programmes and practice
which provide the framework for perspective for sport
and recreation management in the UK. Those of you who
know IBRM will understand that we seek to influence
sport and recreation principally through our education
and training programmes. These are, in the main, very
specific, practically based, industry-led education and
training programmes for both management and
operatives.

IBRM has always valued and nurtured people’s
abilities as they are displayed in a working situation.
This is one reason why we have been so involved in
providing realistic, practically based training for our
industry. It follows quite logically then that IBRM is
wholly supportive, if not actively leading and waving the
flag, for National Vocational Qualifications. The
programme that we now provide by way of various
module courses will only need some minor modification
to reflect fully the standards now approved for National
Vocational Qualifications for Sport and Recreation. But
simply because all of our training qualifications are
developed by our members in the industry, any change
can only enhance or give added value to our existing
programmes.

For the existence of our training programmes,
IBRM is indebted to a network of tutors and assessors
throughout the UK, and particularly to our members who
contribute to this work. They, of course, have all
qualified in their own right through our industry-led
series of examinations, and are able to keep up to date
by continuing their involvement with IBRM, by attending
branch meetings and seminars which together constitute
our continuing professional development programme.

I would suggest to you that in providing education
and training for our industry, IBRM is a model for many 

other similar organisations because we achieve our aims
without any direct support whatever from central
government, or any other funding agency. At times this
can be very difficult and we rely almost completely on
the total commitment of individual members. In this way
we have, for more than two generations, provided many
of the training needs of the industry. Whilst we will also
always fight to preserve our independence and
objectivity, we would welcome the government, in their
drive for training through the recently established
Training and Enterprise Councils, to look again at the
track records of organisations such as ourselves, to see
what can be achieved in spite of the system in producing
quality managers and quality operators. With a little
additional funding the impact that we could make on the
industry would be dramatic and the benefits would be
revealed in improved health to society in general.

As you will hear later, a number of the subsequent
conference presentations focus on the health of
communities - indeed, on the health of the nation - as
the key to the future of the services for which we care so
much. There is now a well proven need to provide
positive health and fitness opportunities for all the
community. Our existing health service is for those in ill-
health. Sport, recreation and meaningful use of leisure
time are intrinsic to good health. This is the real health
service and it has the potential for producing real savings
in the national economy. But first it has to be resourced.
Without financial help in some form or other, or some
other input from central government, the only truly
healthy and fit people will be from the middle classes -
those who can afford to pay.

As a society we need to ensure that opportunities
for both sport and health are available for all. The most
deserving are always those who are less able to
participate, for whatever reason. Hence, it is the
emphasis that we, who mainly serve the public sector,
need to give to future patterns of provision.

If health is one aspect of sports management in
perspective, then programmes and development must be
another. IBRM welcomes the Sports Council’s initiatives
which have encouraged sports development through a
network of sports development officers who, with very
little resources but great inspiration, are changing the
face of sporting participation. Sports development is
integral to the operation of every centre and the work of
sports development officers operating outside facilities
will interrelate at some point with sports development
within facilities.

IBRM has recognised this interdependence and has
put the first steps in place to ensure that this relationship
is both recognised in itself and developed, to ensure
composite, logical patterns for sport and recreation
provision. In the near future we anticipate welcoming
those who are qualified in sports development into our
Institute.
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Whilst, as an Institute, we can recognise the impact
that sports development is likely to have at present and
for the future, there is no denying that our roots are in
facility management. The UK stock of sports facilities is
a subject of increasing concern to us all. I believe
Geraint John of the Sports Council, will emphasise this
point in his presentation on Thursday.

It is a sad but true fact that many of our sport and
recreation buildings that were developed in the early ’70s
are now approaching a stage in their lives when they
must either be replaced or refurbished. The investment
required will be massive. If we are to continue to
maintain our existing stock and, in reality, we should
even go a stage further; if we are really to serve the
needs of the people of this country and continue to
provide and develop new and better facilities; then
resourcing this investment is a vital issue. How this will
be achieved in a time of such economic gloom is difficult
to perceive but it does no good to bury our heads in the
sand and hope that the problem will go away. We need
to tackle this problem head on, involving all those
agencies who are capable of providing expertise or
exerting influence - the government, local authorities,
the private sector and specialist bodies must unite to find
innovative solutions to this very urgent problem.

Facilities are one perspective of participation.
Another major factor is school sport. It has been shown
that it is our introduction to sport at school that
influences our decision on whether to play and participate
in sport in later life.

The government has produced a policy which
ensures, in theory at least, that sport has found its true
place in the educational curriculum. The enactment of the
theory has yet to be proven.

Local management of schools is likely to have a
considerable role to play in affecting school sport. Where
there is expertise and entrepreneurial flair, then schools
will undoubtedly benefit and educational facilities will
become even more valuable as community assets. Where
resources are low and opportunities few, then the
requirements for academic study will take preference
over sport and recreation. There are many examples
already of where this is happening. Many swimming
pools, sports halls and school pitches are closing down
or being sold off. These are inevitably short
term solutions which in the long term are likely to have 

disastrous effects on the quality of life of the pupils
concerned.

In the business of sport and recreation we recognise
that change is not only inevitable but is necessary for it
provides a renewed stimulus to our efforts. We teach our
students that change should be accepted, but more than
that, welcomed and seized upon as an opportunity from
which individualsand services can benefit. But too much
change at one time can detract from the main issues and
waste valuable time and effort in looking at details of
peripheral issues when we really should be progressing
with the main priorities. I feel that this is the stage we
have now reached with compulsory competitive tendering
in sport and leisure management. Most operators are
some two years into their first contracts and at this time,
in its early faltering steps, both contractor and clients are
more concerned with their relationships and interaction
than with the initiatives that they should be pursuing. We
progress through change but surely not at the expense of
experience. What is now needed is a period of
consolidation and development after the initial turmoil of
CCT - a time to ensure that we have got the service
provision right and then to move on to attain those
considered strategic targets that we have agreed are
required for the advancement of sport and recreation in
the UK.

These then are just a few issues with which IBRM
is concerned, and the subject matter of presentations to
this conference. Please enjoy the experience and
participate at every opportunity for, rather like sport, it
is only through active participation that you will receive
any benefit at all. So make a point of talking to your
fellow delegates and discussing with our exhibitors the
products that they offer. Share with others your
problems, experiences, ambitions and achievements. No
man is an island. You will be amazed how many
concerns we have in common and how much we can
learn from each other. When you leave on Friday,
besotted with the new relationships you have established,
and overwhelmed with the information you have gained,
then remember how fundamental education and training
is to our continued evolution. Remember the over-riding
concern that each individual has in health. Remember the
strategic goals that we must strive to achieve to enrich
the lives of the communities we serve. And please
remember that IBRM is there to help.
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OPENING ADDRESS

Robert Key MP

Parliamentary Under Secretary for National Heritage

Your President has indicated that we are talking about
the total commitment of the individual. I could not agree
more. That is exactly what it is. I am committed to my
role in the Department of National Heritage, including
the sports brief, in the way that I know you are
committed to your professionalism. So I am delighted to
be here today and I am honoured to have been asked.

I want to start by very simply saying thank you to
each and every one of you for what you do in your
professional lives. It is true that sometimes the members
of the public we all serve forget to say thank you for the
little things we do, and indeed, for the big ones too. On
their behalf, I would like to say thank you to you. It can
sometimes be a thankless task getting involved in the
administration of things which touch the lives of millions
of people every day. Thank you very much for all that
you do. My own family are beneficiaries of the way in
which sports facilities are managed at their school, and
beyond school in my own home town of Salisbury.

Your training, your advice and your consultancy
services are of enormous importance in improving the
quality of management and operation of leisure centres,
sports facilities and swimming pools.

The new Department of National Heritage covers a
very wide range of activities. I would like to encourage
you to start thinking in a new way about the
interrelationship between sport and everything else in
life, particularly the things that enrich the quality of our
lives outside our working hours. Sport is crucially
important to the department and we include in our brief
the whole of what I am now beginning to be allowed to
call ‘culture’. Culture is a very un-British thing; it is a
sort of neo-Stalinist idea and the British are not quite
ready for the shock of talking about culture. That is what
I am told. Personally I think we need to talk about
culture in this country, but culture in its widest possible
sense. Of course it includes the performing arts and
music - not forgetting pop music. It is not just classical
music, subsidised music and arts festivals but also
remembering the highly successful and profitable pop
sector and the profitable industries that go behind it in
terms of recording and distribution. Also, let us not
forget theatres, some of which are very profitable
indeed, some of which are not. Let us also not forget the
world of dance which has an interesting relationship with
sport.

Then there is the whole of the heritage that we look
after. There are the obvious things like castles, the royal
palaces and parks, our museums, libraries and
broadcasting. That is so important for sport; it makes
absolute sense for broadcasting to be in the same
department as sport. There are millions of people who do
not go to sporting activities but who see them. Think of
the Olympics without broadcasting. The answer is that
you probably would not think about them, of course.
That is the point. Broadcasting is crucial to the present 

and future of sport. As we consider the future of the
British Broadcasting Corporation - which we have to do
because the charter runs out in 1996 - we shall, of
course, ensure that we consider the impact of sport and
the BBC’s impact on sport in turn. Then there is film.
Film can have a huge impact on sport. Think of the
impact ‘Chariots of Fire’ had in terms of inspiring a
generation of young people. The whole of the press also
falls to my department, as well as the National Lottery,
of which more anon.

Then, of course, there is something which binds all
of that together, a thread running through the whole
department - tourism. Tourism is something which used
to be seen as a free-standing industry. It is not free­
standing; it depends entirely on everything else. Without
everything else there would be no tourism. Tourism,
therefore, needs to be taken in the context of these other
areas of responsibility. In the Solent area, here, there is
no doubt that there are fresh moves afoot, there is a new
spirit abroad, in co-operation and working together
between sport and tourism in particular. Here in
Bournemouth they are working very hard on this as a
council.

Yesterday I was in Exeter and Torquay. In Exeter
I helped to launch a new initiative of the West Country
Tourist Board and the Sports Council South West on
sport and tourism. We recognise that if the tourist
industry is to grow it needs to find new outlets and ways
of encouraging tourism. In the west country they are
realising that there is tremendous potential for people
who want to go on holidays these days to participate in
active recreation. In other words, they might wish to
climb, sail, fish, play football or tennis. There are a
whole lot of those activities, some team sports, some
individual, and a joint effort like that is enormously to be
welcomed.

Sport is not a bolt-on extra in the department. Sport
is a primary core function of the new Department of
National Heritage. It goes through all our thinking. Peter
Brooke and I have to do the job that was previously done
by six ministers - six part time ministers in the sense
that they all did other things besides covering sport.
Sport had been hawked around from department to
department, as you well know, from environment to
education. It is now under National Heritage where I feel
it belongs.

That is very significant because it means that at last
it has a direct voice at the Cabinet table, for the first
time. The Secretary of State himself is a very keen
sportsman of long standing, one of the greatest
authorities on cricket I know, apart from the Prime
Minister, and he is very keen to master the brief on
sport. The Cabinet itself, the government, takes sport
ever more seriously.

I have been privileged to have been working for the
Manchester Olympic bid for 18 months now, previously
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as a local government minister. I spent a great deal of
time with Michael Heseltine designing the work which
had to be done, the research on the feasibility of the
government supporting the Manchester Olympic bid, and
I was delighted when we persuaded the Prime Minister
and the Chancellor that the government should put its
money where its mouth is in terms of Olympic sport and
come up with money for Manchester, win or lose. I am
not sure why I even mention the word ‘lose’ because
anything that Barcelona can do, Manchester can do
better. Having spent 11 days at the Olympics and
Paralympics, I am absolutely convinced, having
wandered around with my beady eye on urban
regeneration on sports facilities, on standards of
management, and so on, that that is the case. I am a very
strong supporter of Manchester’s bid which I certainly
put in the top three of world contenders. I hope very
much that it will succeed and that by September of next
year it will be in the bag for Manchester and for Britain.

Win or lose, the significance of the Manchester bid
is very great. It will have a huge impact on the whole of
sport in the whole of the country, particularly the north
west, redressing perhaps some of the balance, as some
would see it in the north west, of sports locations and
facilities in the south east in particular. But it will have
a tremendous boost for the whole of British sport.

My new department has endorsed the main
government objectives for sport which were set out in
last December’s policy statement, ‘Sport and Active
Recreation’. Briefly to remind you, those objectives
were:

• to secure physical education in the National
Curriculum and to make sure that pupils
regularly take exercise and play sport;

• to promote adult participation in sport and active
recreation;

• to help everyone better their own performance,
at whatever level they participate;

• to enable the truly gifted to excel;

• to promote better use of local authority and
school facilities in the community, and to
promote private sector partnerships in providing
and managing them;

• to promote sport for disabled persons and the
integration of able-bodied and disabled sports
activities.

• to promote fair play;

• to promote the anti-drugs programme;

• to restructure the Sports Council.

The disabled aspect of the Olympics and
Paralympics was absolute magic. I went to the
Paralympics and, to be quite honest, I was not sure what
to expect. I was a little apprehensive that perhaps I
would sit there and feel a bit embarrassed. I need not
have worried. It was wonderful. The spirit was quite
different from the able-bodied Olympics. The fact is that
in the able-bodied Olympics everything was extremely
tense all the time - quite understandably. But in the
Paralympics it struck me after the first day that what
mattered most was athletics. We were there watching
world class athletics. It was secondary that it happened 

to be people with disabilities. What spirit they had, and
what a sense of fun they had. It was much more fun than
the able-bodied Olympics, in my experience. I came back
with a new ambition to further sport for the disabled in
this country, having seen the huge impact it can have on
the quality of life of disabled people, and it is not
necessarily an expensive option either. I talked to some
very interesting people from local authorities who have
done a lot of work on sport for the disabled and I was
staggered at how far £100 will go when it comes to new
facilities.

There is a government objective to promote fair
play. I was privileged at a Council of Europe ministers’
meeting in May this year to be invited, on behalf of all
the ministers there, not just of Community countries but
over 20 European countries, to introduce the debate on
the Code of Sports Ethics which the ministers have now
agreed under the auspices of the Council of Europe. Why
a British minister? Because Europe still looks to Britain
as the country of fair play. That is a great compliment
and something which we have a responsibility to guard
very jealously.

We are committed to a tough anti-doping regime.
We are out in front in the world in terms of our anti­
drugs programme, our education and testing
programmes. With the Sports Council that will become
ever more rigorous, and quite right too. Looking around
at world sport, we must ensure that we are in front in
that area.

A key proposal in our sports policy statement was
the replacement of the GB Sports Council with a UK
Sports Commission and a Sports Council for England.
This is intended to achieve two main outcomes. First, we
need to have a body capable of addressing strategically
UK-wide issues, of encouraging the rationalisation of
sports governing bodies, and of representing the UK
internationally. Its focus will be on promoting UK
sporting excellence. That really does matter you know,
that we have this. When I first went to a sports
ministers’ meeting, one of the other ministers asked me
which bit of British sport I represented. That is the
image that our partners, colleagues and competitors in
the rest of the world have, of a highly fragmented sports
world in this country.

We also need a body which for the first time will
have express responsibility for English sporting matters,
and that will be the Sports Council for England. I am
sure that these reforms are essential and we are pressing
ahead with them.

There will be a broad separation of policy functions
between the UK Sports Commission and the Sports
Council for England. This has been settled in broad
terms by a policy statement. The detailed responsibilities
are still being settled between my department and the
Sports Council and we hope to be able to announce the
details as soon as possible. We are not very far off but
we are not quite there yet in working out the small print.

The Regional Councils for Sport and Recreation
will play a large part in the work of the Sports Council
for England. All ten regional chairmen will sit ex-officio
on the Sports Council for England which will greatly
improve co-ordination of regional efforts. It is through
them that organisations represented at the local level will
wish to make their views known to the Sports Council
for England.

Your President referred to sport in schools. When
I was at school I took for granted the range of sporting

4



choices available to me. I started at an early age and
during my time at school I was trained to a reasonable
standard in cricket, rugby, hockey, swimming and
gymnastics. I took it all for granted. Then I was a
teacher for 16 years, and I took it all for granted that
part of my job after school and at weekends was running
sport. All that has changed. I deeply regret it; I regret
the circumstances under which it has happened, but it has
happened. Now we have a new chance to get some of
this right. We are talking about producing not only the
champions of the future in our schools but also the well
balanced human being. That is something which we
cannot afford to neglect.

When it comes to LMS, I recognise the difficulties
that some schools are facing; I am very conscious of
them. That is why I will be meeting the minister for
schools, Eric Forth, in a couple of weeks time to talk
about the interface between Department of National
Heritage responsibility for sport and our continuing and
joint responsibilities in sport in schools and in the
community. I do not want to see us go down the road
they have gone down in Germany, for example, where
there is effectively no sport in schools, it is all done by
the local authority out of schools. I happen to think it is
far more healthy to have a broader partnership than that.

The starting point in promoting sport and recreation
must be in our schools. We know that already publicly
maintained schools must provide for physical education
for their pupils, and all schools except infants schools are
expected to have a playing field, or the use of one, and
most secondary schools have a gymnasium. Physical
education, as you know, was designated by the 1988
Education Reform Act - and I remember very well
sitting on the committee stage of that Bill going through
the House of Commons, talking about the importance of
sport there - and it is one of the foundation subjects of
the National Curriculum.

Swimming is very important as an aspect of
physical education. I said that I swam at school. I seem
to remember I was captain of swimming at school; I was
very keen indeed on the sport and I still love watching it,
as I did in Barcelona and, indeed, in Madrid at the
Paralympics for the mentally disabled.

The government have accepted in principle the PE
working group’s recommendation that all pupils should
be taught to swim by the age of 11. We share the view of
the working group and of the ‘Swim for Life’ campaign,
that swimming is a vital, life-saving skill. Implementation
of the requirement for all primary school children to be
taught to swim will take place in the autumn of 1994.

The government’s sports policy statement, published
last December, recorded a number of ways of improving
opportunities for young people to participate in sport,
particularly in partnerships between schools and other
organisations. To achieve the maximum use of sports
facilities we are encouraging much greater use of
community facilities and a sharing of sports halls and
other facilities owned by schools and colleges, and
indeed, institutions such as football clubs.

There has been a legal hiccup, as you well know.
Before the last general election there was a Private
Member’s Bill which fell because of the election, but the
Department for Education is now planning legislation at
the earliest opportunity, in the first education Bill they
have, to put this right, to legislate to allow school
governors to enter into agreements for the joint
management of school premises in out of school hours.

Stronger links are being developed all the time
between schools and the wider community to ensure that
children have access to sports amenities which clubs and
associations can make available outside school hours.

One of the themes of my job as a minister in DNH
is to encourage partnerships and new perspectives.
Having laid the foundations in our schools we see local
authorities fulfilling a crucial role in ensuring that this
commitment and the opportunities to participate in sport
and active recreation, continue into adult life.

I am a great believer in the importance of local
government. I spent 18 months as a local government
finance minister with special responsibility for inner
cities. I had the task, which some people might say was
unenviable, of being responsible for the poll tax and,
under Michael Heseltine, of replacing it with something
different as quickly as possible. During that time I got to
know local authorities the length and breadth of the land
and I am eternally grateful that I did so. It taught me a
completely new perspective on the role of government,
the interrelations between central and local government,
the importance of local government, and the tricks up to
which they get! But I did find it a very enriching
experience and I must say it is enormously helpful to me
to have been responsible as a local government finance
minister when it comes to discussing a number of
important issues, such as the decline in expenditure on
sport and recreation over the past two years by local
authorities.

The level of capital expenditure on those services
has declined since 1989/90. However, that was an
exceptional year because local authorities, quite
understandably, were spending accumulated capital
receipts before the introduction of the new capital
regime. I do not blame them for that. But, in fact, if you
take a longer view than two years, I am glad to say, if
you go back over the decade, to 86/87, you find that
there has been both a gross and net 10% increase in
expenditure. That is encouraging.

Partnerships with local authorities are extremely
important. I realised that as I developed the City
Challenge Programme with Michael Heseltine and I
know from that experience too the degree to which local
authorities want to be partners - and partners with the
private sector too. In round 2 of City Challenge there has
been a substantial increase in the number of sports
projects put in to City Challenge bids and that I welcome
very much indeed.

Some local authorities may in the past have
assumed that the private sector merely wants to take over
their sports and leisure centres through CCT. I talk to
both sides and major companies in the private sector tell
me that they are keen to participate in partnerships with
the public sector to provide new sports and leisure
facilities, particularly if a sensible arrangement can be
secured to give them a commercially attractive element
of such a development.

Let me explain why I believe in CCT. I want to
make one thing absolutely clear. I am not anti subsidy by
local authorities. What I am anti is not knowing how
much subsidy is being given. This is terribly important
if you are talking about CCT. CCT is important because
it does give better value for money for the taxpayer. The
full fruits of this will not work through for several years
and on occasions it is perfectly true to say that CCT has
not worked very well. But what is much more important
than that in my view is that CCT forces managers on all
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sides of the equation to sit down when they write a
specification for a contract and decide what they are
trying to do, how they are trying to do it, how they are
going to achieve their targets in the future. These were
exercises which I expect everybody in this room now
takes for granted; but we did not do so five years ago.
Too often, people did not ask the questions, and too
often people were not qualified to answer the questions,
and too often councillors did not understand the issue
anyway.

I believe CCT has had enormous benefits in that.
So I repeat that I am not anti subsidy. I just think it is
utterly crucial to know exactly what you are doing on
subsidies when you are talking about leisure facilities, for
example. If the local elected councillors decide that they
wish to support a particular level of subsidy, the next
question is, how are you going to pay for it? It is not a
question of you should not do it, but of how you are
going to pay for it. The financial rectitude of local
authorities is extremely important from everybody’s point
of view.

Then, of course, there is the whole question of the
Citizen’s Charter. People were sceptical of this to start
with but it is becoming very important and people are
now beginning to expect to see published standards of
service with customers’ views being taken into account.
I know that some of the best authorities, of all political
party control, have been doing this. I know too that even
the ones who have been doing it have been able to build
with success on the Citizen’s Charter model.

Some people are very concerned about the future of
local authorities under the current review of local
government structure by the Local Government
Commission. The Commission is looking at each area on
a case by case basis and advising on what is appropriate
having regard to whether a unitary structure would better
reflect the identities and interests of local communities
and secure effective and convenient government.

Unitary authorities have enormous advantages. I
regret the inevitable bickering that goes on now between,
for example, county and district councils. I can quite
understand it but when we get through the process, and
when we have listened to the voice of communities -
which is the purpose of the Local Government
Commission, to see if there is indeed a case for any
change at all, because there may not be - then we will
have stronger local authorities which will do us proud.

I want to say a brief word about something else
which we believe in very strongly. That is ‘Sportsmatch’.
People in the world of sport often say to me that all the
money goes to the arts lobby. They have a louder voice,
they seem to have the clout with politicians, sports is
always left out. Then they point to ABSA, the
Association of Business Sponsorship of the Arts, and to
pound for pound schemes and so on, to encourage
private sector involvement.

That is another reason why I was particularly keen
that Sportsmatch should succeed. We had a setback
because, although we had money in the kitty for the next
financial year, we did not have it for the years after that.
We could have gone ahead at the end of September as
we had originally intended, we could have found
premises, employed staff, got the literature printed, got
everything hyped up with lots of business partners
longing to pour in lots of money, and then at the end of
the first year we would have had to say, sorry chaps, we
haven’t got any money for the next couple of years, 

scrap it all. That would have been highly irresponsible.
Therefore, what we have had to do is to argue our

case very hard with the Treasury during the public
spending round which, as you know, has not been easy,
and during November, when we hear the results of the
public spending round, we hope very much that we will
then be in a position to announce that we are going
ahead. Undoubtedly, it is going to be crucially important
for the world of sport that we get private sector
sponsorship in and that we make it worthwhile for the
private sector sponsors.

May I say a word about the National Lottery which
is so important. It is a very high priority for the new
Department of National Heritage. Legislation is being
prepared to introduce the Bill to Parliament, probably
before Christmas but maybe just after Christmas. In any
event, it will be a priority. At that stage we will be able
to explain all the detail of how we think the scheme will
operate, who will be able to sell tickets, what sort of
games will be played, who will be responsible for
deciding the size of prizes and the beneficiaries of the
lottery money, how much tax the Chancellor of the
Exchequer will cream off, and so on.

As well as the money which the lottery will
generate for sport, the arts, heritage and good causes,
there will also be a millennium fund established for
projects to mark the coming millennium. That will be
extremely important. For example, it may mean that we
will be able to spend the odd £500 million on Olympic
facilities for Manchester in the year 2000 as part of the
millennium project, and there will be other grand designs
that we will wish to spend money on.

One of the things that your President referred to
was the importance of refurbishment of facilities. He said
we need innovative solutions. Well, we have had one
innovative solution in the Foundation for Sport and the
Arts, warts and all, with all the administrative problems
they have had, they have still shelled out millions of
pounds for the world of sport and, of course, under the
National Lottery, refurbishment of sports facilities is
exactly the sort of thing which we have in mind. So I
really do think, President, that the National Lottery will
be very important.

I have tried to give you a flavour of what we are
trying to do in the department and where we are looking.
We feel very proud to be starting a new department
which has quite a new perspective on sport, putting sport
at the Cabinet table, as I said, which undoubtedly will
draw in a whole lot of other areas of our national life. It
is our responsibility to encourage and nurture the
pinnacles of achievement in sport, to make sure that
British athletes are at the Olympic Games and other
international competitions. But there are other things that
we are about too. One thing in particular that I never
forget, bearing in mind my background, the advantages
I had at school in taking part in so much sport, I will
never forget that most of the sporting culture of this
country is rooted in amateur sport and it is local. That is
a crucial point that we must bear in mind.

I also think about the motives of people who want
to participate in sport.

We must not forget the old as well as the young.
We must not forget the interrelationship between art
form and sport, for example, in the world of dance. I
will never forget a visit to Dance City in Newcastle-
upon-Tyne where I saw this in action. We need to
remember the importance of sport for all and the



importance of access for all to sport. It is absolutely
crucial that that is always in the forefront of our minds.

Between us we should never forget that what we do
on every day of our lives is touching the lives of millions
of people; it is seeking to improve the quality of life of
those millions of people.

What we say in the Department of National
Heritage is that we are not only looking after the heritage
which we have inherited; every day we are creating 

tomorrow’s heritage - and that goes for sport as well. It
goes for creating the champions but also for creating the
quality of life for our old, for the infirm, for the
disabled, as well as for the young.

Mr President, today we start an important
conference for you and for me. Let us build on our new
heritage together as we move forward, and let us indeed,
to finish with your words, make sure we create the new
generations of sports lovers.
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HEALTH, FITNESS AND EXERCISE

Bill Tuxworth

Lecturer, Birmingham University
Director, Allied Dunbar National Fitness Survey1

Introduction

Before I start I would like to make short tributes to two
very important people. First of all, Professor Jerry
Morris who was really the inspiration for the survey I
am going to speak about and its guiding light. The same
Jerry Morris was the pioneer worldwide of the whole
field of major research into the health value of exercise
with his classical study on drivers and conductors2,
published in the early ’50s and carried out in the decade
before that. Now in his 80s, he is still very much at the
top of the tree, still researching and writing3, and very
physically fit and active. The other tribute is sad one. It
is to Professor Gerald Hoinville who was responsible for
the lifestyle side of the research and also the overall
director of the survey. After an heroic battle against bone
cancer, Gerald died a few weeks ago, just after the
launch of the survey he had striven so hard to complete.

I have limited time to report on a very detailed
survey which occupied many people for several years.
You will understand that I can only give an indication of
some of the main findings.

This survey was commissioned by the Health
Education Authority, the Sports Council and the
Department of Health, and largely paid for by those
bodies but with additional funding from the sponsor,
Allied Dunbar.

I am sure you are familiar with Peter Fentem’s and
Joan Bassey’s book, The New Case for Exercise* which
reviews and distils the literature concerning the health
value of exercise. The great contribution made by Peter
and Joan was in drawing attention to the importance,
particularly to the elderly, of the retention of function,
and its relevance to the quality of living and
independence. So the health value of exercise is not just
about cardiovascular disease, although that may be the
main emphasis, but there are many other very important
considerations.

Another signal publication, of which you all ought
to be aware, came out last year, from the Royal College
of Physicians - The Medical Aspects of Exercise5. This
has done more than any other recent publication in this
country to confirm the consensus of medical opinion that
exercise is important to health. The conclusions and
recommendations state that there is substantial evidence
that regular aerobic exercise such as walking, jogging
and cycling, is beneficial for general physical and
psychological health. The publication endorses the well
established benefit in preventing cardiovascular disease
but also draws attention to accumulating evidence with
regard to offsetting osteoporosis and some value in the
management of asthma and diabetes. The contribution of
exercise to control of body weight is also confirmed. The
report stresses the importance of continuing activity
beyond youth and middle age into old age and draws our 

attention to another matter that has already been referred
to by your President - because physical activity is most
easily stimulated in childhood and youth, it is essential
that its value is appreciated, both by local education
authorities and government. I very much commend this
report to you and hope that you will find an opportunity
to read it. The publication Exercise, Fitness and Health6
is perhaps the best single source of reference for this
area of knowledge. It is a collection of all the papers and
consensus statements from the landmark Toronto
conference in 1988 on this topic, where all the world’s
leading researchers were assembled. So it is currently the
most comprehensive single source of reference for your
bookshelf.

A vivid perspective on the importance of exercise
alongside other health factors is provided by an
American survey showing the prevalence of different risk
factors for coronary heart disease. Each of the risk
factors identified had a similar weighting in more or less
doubling the risk of cardiovascular disease. However, the
prevalence of high blood pressure, elevated serum
cholesterol and cigarette smoking was far exceeded by
the prevalence of little or no physical activity (Figure 1).

Why then was the survey commissioned? The health
benefits are well documented. What health professionals
needed was a reliable estimate of the potential
contribution of sport, exercise and active recreation to
the wellbeing of individuals and communities. The
information on which to base strategy and policy did not
exist. So the idea of the survey was to provide a
knowledge base for devising positive health policy and
setting targets. Our remit, therefore, was to describe the
fitness and physical activity of the English population.

We surveyed a representative sample of the English
population, 6,000 addresses over 30 locations (electoral
constituencies). There were 4,316 completed interviews
with a 76% response rate overall.

The survey was two-pronged. A home interview
was carried out by professional interviewers, the main
focus of which was to compile an inventory of all
recollectable physical activity, but which also obtained
other information about health-related behaviour, as well
as other demographic information, attitudes and beliefs,
methods of getting about, and some medical information.
It was an in-depth interview lasting from one and a
quarter hours to one and three-quarter hours.

The other prong of the project was a physical
appraisal (a nice euphemism for fitness testing). This was
carried out in one of three mobile laboratories, each of
which went to ten of the 30 locations. We were thus able
to carry out quite ‘hi-tech’ tests on the individuals. The
skilled teams of fitness testers were all graduates or post­
graduates in sports science, and highly experienced in
fitness testing. They also had a substantial period of
residential and field training from us. Every member of
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Fig. 1. Risk factors for coronary heart disease
Estimates of the prevalence (%) of the US population having selected risk factors for coronary heart disease
(1990). A sedentary lifestyle was taken as ‘no physical activity' or irregular physical activity (i.e. fewer than
three times per week and/or less than 20 minutes per session).

(Data from Powell, K.E., 1990. Morbidity and Mortality Weekly Report, 39, 541-544)

Body mass index

Fig. 2. Relative risk of death according to BMI
(Data from Waaler, H. Th. Acta med. Scand. 215, Suppl. 679, 1-56)
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the team had to be highly trained in resuscitation
techniques, and their competence checked at every
location. So T think it is fair to say that the survey was
competently and safely carried out.

Having done a real ‘belt and braces’ job on the
medical protection aspect and the overall safety of the
project, we had no single adverse incident in the whole
study. This is very encouraging, not just for future
surveys, but also to help health promotion groups and
others who wish to carry out testing and appraisal of this
kind, perhaps with a view to counselling individuals.

Our appraisal included blood pressure, mainly for
screening purposes, skin-fold measures for body fat,
height and weight, and relative girths of waist and hip.
We measured shoulder joint flexibility using a
goniometer, grip strength and static knee strength, and
dynamic strength of the lower limb (power) using a
specially designed rig.

The most important aspect of fitness assessment,
and the one which took most time, was the treadmill test.
We had to train people to walk on the treadmill and
breathe through the apparatus. We monitored oxygen
uptake and electrocardiogram throughout the test. We
used a protocol involving only walking. We did not ask
people to run which would have ruled out far too many
of the population, been more hazardous, and taken longer
to teach. Instead we increased the gradient on the
treadmill to provide a progressive workload.

The Interpretation of the Activity Data
We had to determine type, frequency, duration and
intensity of physical activity. What Gerald Hoinvilledid,
in analysing the questionnaire response, was attempt to
quantity physical activity reported in the previous four
weeks, defining those activities as vigorous, moderate or
light. Overall activity levels were then described by
grouping together what people had done on a scale of 0
to 5, from virtually sedentary to very active.

We had a large scientific advisory board comprising
international experts in the fields of medicine, exercise
physiology, epidemiology and sociology. The consensus
opinion from this advisory board was that target level 5
was appropriate for men aged 16 to 34 to ensure a health
benefit. Target level 4 was appropriate for men in the
next two decades; and target level 3 for the age group
beyond that. For women, target levels were set
somewhat lower in an attempt to standardise the relative
levels of exertion for each sex. It is important to
emphasise at this point that these are arbitrary thresholds
but represent the best consensus obtainable. While we
have principally epidemiological evidence which shows
that physically active populations are less disease prone
than inactive ones, we have no really solid research­
based evidence establishing criterion thresholds of
protection from disease through physical activity. So this
is at best an informed attempt at trying to allocate target
levels based on the knowledge available.

Using that basis for the classification of physical
activity, we were able to show the activity levels of men
and women in different age groups (Table 1). The
percentage in activity level zero rises quite steeply with
age. Even by age 45 to 54 about 14% of men and 12%
of women do virtually no physical activity at all. This
rises to over 40% in the oldest age group (65-74).

We could then produce a profile for each age group
of those who achieved the target activity level, or were 

above it, and those who were below it. There is a fairly
similar pattern for each age group, given that the target
level is lowered with age and by sex (Table 2).

The overall generalisation which we could make
about all this was that about three-quarters of the
population fell below the age-appropriate activity level.
However, I do recommend you to look at the detail in
the main report. It would be a pity just to settle for the
simplified messages when the detail is available and can
give important insights to those of us involved in
exercise promotion, particularly with regard to the
attitudes of the people concerned and their perceptions as
to what are the barriers to their participation.

Over 75% of all men and women believe that
regular exercise is important to health, so there would
appear to be a huge gap between beliefs and behaviour
in that only very small percentages take enough exercise
to be beneficial to health. This inconsistency between
beliefs and behaviour is one of the principal aspects we
need to address in health promotion.

The Physical Appraisal - Anthropometry
Turning now to the direct measures we made on
individuals in the mobile laboratories, we assessed
obesity as determined by body mass index, which is an
index of relative weight to height (wt/ht2). A body mass
index of 30 or above is the conventional threshold for
obesity, and 25 for ‘overweight’. By this criterion high
percentages of both sexes were adjudged to be
overweight with body mass indices between 25 and 30
(about 40% of men and 30% of women). However,
before we get excited about this and recommend all the
people in this moderately overweight category to lose
weight, we should look at the relative risk of mortality
with increasing body mass index (Figure 2). Should we
really be recommending those people to lose weight if
there is no health risk attached to their relative
overweight? We could be causing much distress to many
people if we give unwarranted advice in that direction.
The figure is somewhat misleading for any given
individual because it depicts population risk of mortality.
We need to understand the situation of each individual,
which health risks are applicable, and most of all
whether their weight is stable or increasing. Obesity,
however, is hazardous to health, especially via heart
disease, high blood pressure, diabetes and some cancers,
while degenerative joint conditions are provoked and
exacerbated by extreme overweight. The survey found
8.5% of men and 14% of women to be in this category
(15% of men aged 55 to 64 and 23% of women of that
age). This shows that the increase reported by the
General Household Surveys of 1980 and 1986, and
identified as a major strategy focus in Health of the
Nation1, is being maintained. This is indeed a serious
health problem. The role of exercise is rather in the
prevention of obesity than in its treatment; this is the real
importance of recognising the rate at which weight is
accumulating in those with body mass indices of above
25.

We also measured fat rather more directly because
body mass index is, of course, a relatively crude
indicator not discriminating between muscle and fat. We
really want to know what is the proportion of body fat.
Details of this are given in the main report.

Waist to hip girth ratio has appeared recently as
perhaps the most important anthropometric indicator of
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Table 1. Activity Levels for Age Groups (bold line depicts threshold of ‘adequacy’)

Frequency and Intensity of Activity Level

Age Group 16-24 25-34 35-44 45-54 55-64 65-74

MEN % % % % % %

• Level 5 30 20 16 11 6 1

• Level 4 23 19 16 8 4 1

• Level 3 15 20 25 31 24 21

• Level 2 14 19 20 19 18 15

• Level 1 11 15 15 17 19 18

• Level 0 7 7 8 14 29 44

TOTAL 100 100 100 100 100 100

WOMEN % % % % % %

• Level 5 9 7 4 4 2 *

• Level 4 16 15 12 7 5 3

• Level 3 22 28 34 31 26 16

• Level 2 26 26 26 28 25 17

• Level 1 18 16 14 18 20 24

• Level 0 9 8 10 12 22 40

TOTAL 100 100 100 100 100 100

* Less than 0.5%

Table 2. Percentage of Each Age Group Below Activity Threshold

Below Activity Thresholds

Age Group MEN (%) WOMEN (%)

16-24 70 75

25-34 80 78

35-44 68 50

45-54 81 58

55-64 66 67

65-74 77 81
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Fig. 3. Estimate of the proportion exceeding 70% of maximal heart rate walking on
the level and uphill

Shows the percentage of each group for which the heart rate exceeded 70% of calculated
maximal heart rate at two levels of energy expenditure.

12



risk of cardiovascular disease. Waist girth beginning to
exceed hip girth (>1:1) has been shown to be an
important threshold for increased risk of cardiovascular
disease in men (11 % of men were above this threshold).
There is a similar threshold for women, although a rather
lower one (>0.8:1), but it is not as important for
women because the incidence of cardiovascular disease
amongst women is so much lower.

Fitness
Just to give you an example of the role of strength in
everyday function, we looked at knee extensor strength.
This affects the ability to do such things as rising from
a low chair, particularly among the elderly. We found
that a great many older people (e.g. over 50% of women
over 55, 30% of men over 65) do not have the functional
knee extensor strength to do this without assistance,
either by using their arms, or other manoeuvres.

The most important measure was the assessment of
aerobic fitness. We measured the estimated maximal
oxygen uptake for men and women. Insofar as we can
tell from a cross-sectional study, it declines in both
according to age, with the women’s rate of decline
somewhat less steep than the men’s. So the difference
between men and women becomes somewhat less with
age.

Figures by themselves are not always very
meaningful. We have to interpret the figures and make
them mean something to people which relates to their
everyday life. What we did was to look at aerobic fitness
in terms of two tasks - walking at 3 mph on level ground
and up a 1 in 20 slope. We could calculate the response
to these tasks directly from the treadmill information. We
assumed that if people exceeded 70% of their maximal
heart rate at these levels of energy expenditure, they
were incapable of sustaining those tasks for more than a
few minutes, because they would be beyond their
anaerobic threshold, the ceiling for continuous work.

If we look at the estimate of the proportion of the
population exceeding 70% of maximal heart rate while
walking on the level and uphill (Figure 3), we see that
for men walking on the level, only very small
percentages in the youngest age groups exceed 70% of
maximal heart rate. For the age group 35 to 44, we are
up to about 7%; for the age group 55 to 64, it becomes
quite alarming, over 30% of men being unable to sustain
level walking at a pretty normal pace. For walking up a
1 in 20 gradient, the situation is much more disturbing in
terms of percentages of the population unable to sustain
that task, almost double that for level walking. When we
look at women, greater percentages still have inadequate
fitness for these tasks.

What Sort of Activity Do People Need?
The most vivid message that comes across from these
measures of physical capacity is the low level of
endurance fitness among large sections of the population
and the need to promote aerobic exercise (not just
available via ‘aerobics’ sessions although most of these
attempt to contain a lot of this sort of exercise). Aerobic
exercise is that which uses a large portion of the body’s
total musculature, is rhythmic in nature, and can be
sustained principally by oxidative metabolism. The
activities that we need for aerobic exercise have to
conform to these criteria.

If we want to make our sedentary population active, 

we must consider the factors affecting the acceptability
of exercise:
• Can it form part of the pattern of normal

everyday life?
• Is it adaptable to all ages and conditions?
• Is it enjoyable, life-enhancing in its own right?
• Is it a sociable activity?
• Is it easily accessible (that includes the cost)?

While many activities offered by leisure centres
meet these considerations, some do not meet all of them.
No single activity can be a universal panacea, and
success in exercise promotion must be based on variety
of the activities on offer. A much neglected area until
recently has been the promotion of use of muscle power
for getting about - i.e. walking and cycling, but recent
important initiatives by environmental and health
agencies look set to change all this. In particular, the
British Medical Association has recently become a very
important ally indeed of this aspect of exercise
promotion. Setting out to report on the health and safety
of cycling, because of concern about accident rates
particularly among children, the BMA researchers
became so enthusiastic about the health value of cycling
that the end product was a report8 which recommends
that the government should do everything possible to
promote cycling and to decrease the hazards involved.
They emphasised the priority of the value to health of
exercise, and argued that cycling is exercise which is
potentially available to so many people if the hazards
were to be reduced.

The BMA has now produced a leaflet for general
practitioners’ surgeries. It is about to be released. It
gives valuable information to people who find themselves
in the surgery about how they might take up cycling and
the benefits it would bring to their health.

I carried out a study9 on factory workers some
years ago, men aged 35 to 60, measuring fitness in ways
rather similar to the ones I have just described. We
found that cycling was the principal determinant of
fitness in that population. In every age group, the cyclists
were substantially fitter (Figure 4).

When I wanted to use cycle ergometry in the
survey, rather than treadmill walking, I was told we are
not a cycling nation. Well, we do have a gold medal (!)
and ownership of bicycles has increased in this country
from about 7 million in 1976 to 13 million by 1986.

Conclusion
To conclude, I would like to say that it is important for
us to recognise that although the promotion of
recreational sporting activity has to be the focus of a
positive approach to active living, this needs to be
complemented by general activity as a normal part of
everyday life. We are now seeing the beginning of a
widespread international campaign for the promotion of
the use of muscle power for getting about. This is a
major concern of the Sports Section of the Council of
Europe and there are many initiatives throughout this
country, Europe and North America to promote walking
and cycling10. We should all consider how we may help
in this promotion. Perhaps the sport/tourism link has
something to offer there. At the very least we might
make sure that secure parking for bicycles is provided at
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Fig. 4. Fitness scores, Vo2 max/kg, of cyclists compared with non-cyclists
(Factory workers, male)

Key

(Tuxworth 1986, ref. 9)

leisure complexes, and perhaps make other arrangements
for safer cycle access. Liaison with local cycling groups
could quickly point up ways in which leisure centres 4
could help in recruiting people to this useful, healthy and
enjoyable activity, as well as helping to lobby for safer
cycling (whether by provision of courses for young
people, or older people returning to cycling, or by 5.
making sure that cyclists are considered in traffic
engineering projects in our localities).

I would also commend strongly to you the remarks 5
made by John Brooks in the presidential address which
are so relevant to this issue of making active recreation
available to all. We must ensure particularly that access
to recreation is not a factor in ‘the health divide*, in
other words, the difference in health according to social 7.
class, which was pointed out in the report of that name11
to be greater now than at the beginning of the century. 8.
We must make sport affordable to the most needy.

9
References
1. Allied Dunbar National Fitness Survey: main

findings. Sports Council and Health Education jc
Authority, 1992.

2. Morris, J.N. et al. ‘Coronary Heart Disease and
Physical Activity of Work*. Lancet 1953, 265;
1053-57. H

3. Morris, J.N. et al. ‘Exercise in Leisure Time:

Coronary Attack and Death-Rates’. British Heart
Journal 1990, 63; 325-334.
Fentem, P.H. Bassey, E.J. and Turnbull, N.B.
‘The New Case for Exercise*. London, Health
Education Authority, 1988.

Royal College of Physicians. ‘Medical Aspects of
Exercise; Benefits and Risks’. Royal College of
Physicians of London, 1991.

Bouchard, C., Shephard, R.J., Stephens, T.,
Sutton, J.R., McPherson, B.D. (eds). ‘Exercise,
Fitness and Health; a Consensus of Current
Knowledge’. Human Kinetics, Champaign 1990.

Department of Health. ‘The Health of the Nation*.
HMSO 1992.
British Medical Association. ‘Cycling; towards
Health and Safety*. Oxford University Press 1992.

Tuxworth et al. ‘Health, Fitness, Physical Activity
and Morbidity of Middle-aged Male Factory
Workers’. Br. J. Ind. Med. 1986, 43; 733-756.
Boivin, R. and Pronovost, J.F. (eds). ‘The Bicycle;
Global Perspectives; papers presented at the World
Cycling Conference, Montreal 1992*. V6I0 Quebec
1992.
Whitehead, M. ‘The Health Divide’, Health
Education Council, London 1987.

14



SPORT AND SOCIETY

Peter Taylor

Lecturer, Sheffield University

I have one important disclaimer to make before I start -
I am apolitical. I will be talking about values, and the
government's role in these values, but it is important to
state that I do not have any political flag to wave. The
only testimony I have to this is, first, that I have not
voted for over 20 years, and secondly, various students
have described me as being from ‘right of Attila the
Hun’ through to ‘a signed-up member of the loony left’.
So I think I am well qualified to talk objectively.

I want to address the issues of what sport does
society want; what value does society place on sport, and
what role does government have in supporting sport? I
will pay most attention to the third of these questions
because that is the one we are all worried about.

Very briefly, what sport does society want? There
is a very simple answer to that - society wants more and
more sport. The figures are clearcut. In 1977, when the
first comprehensive General Household Survey treatment
of sport and leisure took place, some 39% of the adult
population in Britain participated at least once a month in
some kind of sport and physical recreation activity. In
the latest (1990) figures from the same survey, with
slight changes in methodology (but nothing so dramatic
as the changes in the figures) some 65 % of adults had
participated in some kind of sport or physical activity in
the previous month. That is comprised of 73% of adult
males and 57% of adult females. There are some
substantial increases in certain types of sport, particularly
indoor sports, and for certain types of people,
particularly female participants, over this period.

It would be very interesting to ask why is this
happening, but that is not the subject of my talk so I will
not pursue that any further. However, those simple
figures demonstrate that sport is not a minority activity;
for the majority of the adult population sport is an
integral part of their lives. Although the figures are not
available, the same applies to young people.

So what about values? People are participating but
what kind of values do they place on the activities in
which they participate? There are two types of values to
which I want to draw your attention. The first type is
well documented in a recent publication which you may
have seen, ‘The Economic Impact of Sport in the United
Kingdom in 1990’. This is the latest economic impact
study to emerge from the Henley Centre on behalf of the
Sports Council.

Let us just consider some of the market values
(Figure 1).

We need to concentrate on market values initially
because they are the easiest to pin down. At 1.7% sport
does not actually represent a huge proportion of total
output in the economy; and at 2.8% it does not really
represent a hugely greater importance in total consumer
spending. However, you begin to get a perspective on
the importance of sport when you compare it with other
industries. The Henley Centre report compares sport with
other significant parts of the economy. Sport is of more 

importance in consumer spending than cigarettes,
electricity and menswear; more than twice as important
as gas and DIY goods; and more than three times as
important as newspapers and magazines, recorded music
and books.

That gives us a perspective of sport, not only in
comparison with other leisure pursuits but also with some
fairly important public utilities.

The other important thing to point out with respect
to market values, as does the Henley Centre, is that sport
impinges very heavily on non-sport parts of the
economy. The particular sectors that are listed as non­
sport commercial sector activities are transport, holidays,
education, corporate entertainment, and industrial
provision of sport. These are all parts of the economy
for which sport is very important.

So much for market values. It is very interesting
that the Henley Centre produced a report essentially on
market values when, in fact, sport has other values that
it is important to illuminate. I would like to draw
particular attention to a set of other values that you will
not find in that report. An economist would call them
non-market values; perhaps you would prefer to think of
them as social values.

Figure 2 refers to rather technical terms in
economics but they are fairly straightforward to
understand. What it means is that the market fails to
deliver certain values. These are aspects of sport that
cannot be bought and sold in the market, and yet their
existence is testified in writing by many experts and
politicians.

Outside the marketplace there are external spin-offs
to society from people participating in sport. Health care
costs could fall for preventable disease, as Bill Tuxworth
has very clearly demonstrated, if more exercise was
done. Productivity at the workplace would improve as a
direct consequence of sporting activity. Crime and
vandalism, particularly in certain market segments,
would actually be less of a problem if there were equally
exciting things to do with leisure time at an accessible
cost.

Then there are preservation values, perhaps the
most difficult concept to grasp. Essentially, all it means
is that there are values from sport which apply to non­
users, to people who do not use sports facilities. For
instance, we have a local swimming bath just down the
road from where I live. I have not visited it yet; I might
not visit it in the next year; but I would willingly
contribute a donation to keep that option open to me; I
would happily give a donation to know that that kind of
facility existed for the community; and I would be
equally happy to give a donation to that swimming pool
in order that my children had it available to them in the
coming years. These are all very clear values to me.
Nobody has come along and asked for these donations,
and I hope they don’t, but if they did and it were
organised properly, I would have to put my money
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MARKET VALUES
1.7% of total UK output

2.8% of total UK consumer spending
(More than cigarettes; electricity; menswear;
twice that of gas; DIY goods;
three times that of newspapers and magazines; recorded music; books)
NB: Substantial impact on non-sport commercial sector,

eg transport, holidays, gambling, education.

Fig. 1.

Fig. 2.

NON-MARKET VALUES
• Externalities: health care; productivity;

crime and vandalism;
preservation values.

• Public goods: excellence.

• Economic regeneration: catalysts and multipliers.

• Equity

Fig. 3.

GOVERNMENT FINANCE AND SPORT

Expenditure Income
• Central government £533 million £3,556 million
• Local government £1,326 million £906 million

Fig. 4.

1985 per capita GOVERNMENT EXPENDITURE ON SPORT

$
• Belgium 37• Denmark 35• Finland 36• Netherlands 38• UK 25

THE DILEMMA
Market failure vs Government failure

Welfarism vs Liberalism

THE SOLUTION?
‘Efficient welfare’
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where my mouth is. These are preservation values that
the marketplace does not extract but that can be very
significant to local communities.

A ‘public good’ is another example of a good that
cannot be traded. Excellence in sport is the clearest
example of this. When Sally Gunnell wins the gold
medal we all get a buzz from that, we all get value from
it. If someone had asked each of us for a donation at the
point when she won her gold medal, I daresay we would
all have dipped into our pockets. But nobody does that
because the market cannot cope with that kind of product
- the pride that we get for excellence. And yet,
somebody has to pay for producing that excellence. So
the market is failing in dealing with excellence as a
normal commodity. It cannot do it adequately.

Economic regeneration is closer to the market
mechanism but still involves more than market values.
Sport can have an impact above and beyond the
immediate participant and the immediate providers. Sport
can act as a catalyst for economic regeneration in local
communities. There are well known efforts in certain
local communities such as Birmingham, Manchester,
Glasgow, and indeed, in Sheffield, where sport has taken
a leading role in economic regeneration initiatives.

The final aspect of the non-market values is equity.
The market is not fair; it is based on the ability to pay.
Sometimes that does not provide fairness in the
distribution of goods.

If we think that sport has these non-market values,
then that leads on to the consideration of equality of
access. So, one of my missions in coming to talk to you
today is to persuade you that economics is not just about
pounds and pence, that economics recognises these
values, and it leads to a very clear set of policy
implications if these values exist. I have little doubt that
these values are important to sport.

This leads us on directly to the role of government.
What role does government have in the provision of
sport? Those aspects of non-market values I have just
demonstrated give us a clear excuse for government to
spend money on sport, for government subsidy. This is
the ‘market failure’ reason (Figure 2). The philosophy is
that of welfarism. It might sound very old-fashioned to
be talking in these terms but welfarism is the reason why
most of you have your jobs - I am assuming that most of
you are employed by local authorities.

Sport as welfare, given those non-market values, is
based on the assumption that we subsidise the provision
of sport, via government, local or national. But there is
a disenchantment with welfarism which is very well
founded. Unfettered welfarism leads to ineffective
provision of services. There is ample evidence to suggest
that, in the past, subsidised sports provision has been
quite ineffective in reaching the markets it was supposed
to be subsidising. It has been very effective at subsidising
exactly the wrong type of consumers; the type of
consumers who could well afford to pay. It has not been
particularly effective in reaching the less well-off, the
disabled, the unemployed, the elderly. So it has failed in
the sense that it has been ineffective to some degree.

It has also been wasteful. I do not blame individual
government officers or councillors for this. Welfarism
can be wasteful if people are not given the incentives to
provide the right kind of service. It is a matter of giving
people the right incentives to do the job properly.

In some, the disenchantment is the product of
government failure. We expect government to come in 

with subsidies and cure all the problems, to deal with
these non-market values. But that has not happened; we
have had government failure.

And so we have swung, politically, to a new
philosophical approach. Curiously enough, this is not
called conservatism, it is called liberalism. Liberalism
recognises that governments are ineffective and wasteful
and so it promotes increased competition, increased
choice for the consumer, increased selectivity in
subsidising, and a reduction in government per se. It is
a kamikaze approach to governments. Liberalism takes
the form of privatisation, or of contracting out to the
private sector, or - and I think most importantly - by
reducing the supply of money to government
organisations. You will know more about that than
anybody else. Liberalism therefore forces you to be more
selective; it forces you to be more efficient; because the
purse strings are tightened.

This causes a dilemma because the market failures,
the non-market values in sport, still exist. So the
dilemma is that we have market failure; we know these
external non-market values exist; and we also know that
governments can fail through a lack of incentive, a lack
of direction, or whatever other reason. That is the
dilemma - which way do we go from here? I believe we
are at a crossroads, not only in the provision of sport but
in many other public services.

Before I offer a solution let us take a brief look at
what the government’s position actually is (Figure 3).
Here I will take issue with Robert Key. I think the
government's position is one of confusion. Before we
come to these figures let me suggest why I think the
government is confused. We have very clear expressions
of good intents by the government, the most recent being
the paper mentioned by Robert Key, ‘Sport and Active
Recreation’. You need only to look at the first couple of
pages to see very clear expressions of how important
sport is for society, how important it is for government
to promote sport. And we have had very clear
expressions of good intent by Robert Key - very
convincing - but that is a politician’s job isn’t it?

I would like to suggest that the good intentions
expressed in the past few years have been very much
weaker than the good intentions expressed by previous
governments. If you want the clearest expressions of
intent you have to go all the way back to the 1975 White
Paper on sport and recreation, where they actually
claimed to put their money where their mouth was.

But these expressions of good intent hide a
confusion in the government’s approach. One confusion
very close to my heart at the moment is, why is it that
government is prepared to pour money into the
Manchester Olympic bid and be proud of it when, to
most experts, Manchester does not have a hope in hell of
getting the Olympics, and yet they did not put very much
money at all into the World Student Games in Sheffield
where there was an actual event, actually happening,
with actual facilities up and running.

Why is it that local government provision is
mandatory in Scotland and Northern Ireland but not so in
England and Wales? Why is it that the government
profits from sport? (Figure 3) Expenditure by central
government was £533 million in 1990; income for central
government from sport was £3,556 million. They are
profiting from sport. All right, in local government there
is a slightly different situation but the net impact of
government on sport is that it takes money from sport.
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It is not a net contributor to sport.
I would take issue with Robert Key’s statement that

local government spending is on the increase. The recent
study by the Henley Centre suggests that local
government spending on sport has declined by 15% in
real terms in the period 1985-1990. And I have not seen
signs of an increase in local government spending on
sport in the past two, three or four years. When you look
at capital expenditure on sport by local government, the
recent decline there has been a great deal sharper.

Then there are unfavourable comparisons with other
European countries, again mentioned in the Henley
Centre report (Figure 4).

In four other not particularly well-off European
partners, per capita expenditure in the mid 1980s by
government on sport, was around $35-$37. In the UK,
the figure for the same period was $25. Why is it that we
are that much below our European partners? I think most
people who know about sport, who travel to Europe and
see the kind of facility provision on mainland Europe,
will be quite shocked at some of the differences that are
now beginning to emerge between them and us.

So, to my mind, the dilemma persists. The
government is caught between welfarism on the one hand
and liberalism on the other. Market failure is an old
problem but so too now is government failure and there
is confusion about which way to step.

I have some suggestions to make about a solution.
I think a return to welfarism is out of the question,
unless it is a new welfarism. We are getting very close
to a situation where managers of public services are
interested in what I term ‘efficient welfarism’. That, I
think, is the solution. Efficient welfarism is targeted,
monitored, it is shown to be successful at what it sets out
to achieve. It is not spending money and hoping that the
solutions emerge. But efficient welfarism needs some
preconditions (Figure 5). I have one very serious one,
one not quite so serious, and one that might appear
rather trivial but which I think is quite important.

Firstly, we need to ‘de-politicise’ some of the terms
that we use. Nothing annoys me more than being
branded right wing when I talk about efficiency. It is an
absolute nonsense. You can subsidise a service 100% and
still be interested in efficiency, in getting the best use of
your resources. So let us get rid of the notion that
efficiency is a right wing dream or a right wing
objective. That is not the case.

The term ‘welfare’, is often labelled as a left wing
concept. That is absolute rubbish. Even the most right
wing Conservative government would still be part of a
mixed economy and would still happily contribute
subsidies to public services on welfare grounds. So
welfare is not under the ownership of the left wing.

Thirdly, ‘subsidy* is not a dirty word. It is one to
be proud of when you have clear objectives, you are
chasing those objectives, and you can prove that you are
achieving them. I was very pleased to hear Robert Key
say, not just twice but three times, that he is not against
subsidy. That should be written down in large letters by
all of you and sent to him in a letter when the next round
of cuts comes.

As an economist, I am not against subsidy either.
What I am against is subsidy that is not monitored,
and here I side with Robert Key. It is pointless to give 

subsidies and just hope, on a wing and a prayer, that the
right results emerge. These days you have to prove that
the subsidy is working.

That brings me on to the second point. It is
essential that more work is done to provide evidence of
the returns for subsidies. It is not good enough just to
say we have X thousand or hundreds of thousands of
people coming through the doors of a leisure facility. It
is not good enough to say we are spending £X on leisure
per head of the population, or whatever. What you have
to prove is that the reasons for these subsidies are being
manifested. We need evidence that sports provision has
a health impact, not just through surveys like the one Bill
Tuxworth has reviewed but through a well documented
set of case studies of the type that Mike Osbourne from
the Lagoon in Hailsham will be talking about - the
relationship between sport and health. That is what we
need, tangible evidence that it works. We need evidence
that if you take young people who are prone to
vandalism and direct their energies into constructive
sporting pursuits then it actually has a beneficial impact
on the amount of vandalism they do. We need evidence
that excellence is actually being produced, not just at the
national, Sally Gunnell level, but at the local level,
because we all take pride in excellence produced locally.
And we need evidence that we are hitting the right target
groups with the subsidies, that we are not hitting the
well-off, male, young, middle class participant with large
subsidies. That is a waste of a subsidy.

It is one thing for me to say to you that we must get
the evidence but, as an academic, I must be realistic and
honest about my responsibilities here. As an academic it
is my responsibility to help you monitor, to help you
demonstrate that objectives are being met. The more
interface there is between the practitioner world and the
academic world, the more together we can provide the
evidence which will stop people shooting down subsidies
as being not worthwhile.

The final recommendation is that we get rid of the
stupid clich6 of which some politicians are very fond.
That is - ‘It’s no use throwing money at the problem’.
If we are in a situation - and it may well be, as Robert
Key suggested, that CCT has helped here - where we
can actually specify what we want out of sports services,
and monitor the achievement of these objectives, then
when we ask for more money we are not asking for a
blank cheque, we are asking for something for which we
are more accountable. We all know that money is part of
the solution, that investment in sport services is
absolutely crucial, because without money you cannot
supply. Reducing the money government contributes to
sport services moves us further towards sport provided
by either the voluntary sector or as a commercial
activity, and that is not good enough. As I hope I have
demonstrated, there is a clear role for government
subsidy as well.

With the right evidence, without the political
connotations that people attach to some words, without
cliches like ‘it is no use throwing money at the problem*,
I think we will be in a better position to lobby for the
right position of sport in government thinking. It is one
thing to have a Department of National Heritage, it is
another thing to have adequate funding. I think that is the
next step towards efficient welfarism.
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SPORT: MORE THAN JUST A GAME?

David Whitaker OBE

Performance Consultants

My brief is to look at the impact of excellence in sport
and, in particular, this peculiar phenomenon - national
pride. I have been involved with international sport for
the past 20 years which is one of the great sources of this
thing called national pride. One might think that is
wonderful. And yes, I am excited by the idea of national
pride and I have to admit I am also rather wary of it. So
what is it?

It is incredibly simple and yet complex. It is very
personal, yet it is universal. It is very valuable and yet
it is incredibly dangerous. It is difficult to describe; it is
not easy to see but, my goodness, you can feel it. The
‘buzz’ from seeing somebody achieve was mentioned this
morning.

It is very personal and yet it varies greatly in
degree and is prompted by different things for different
people. I remember feeling enormous pride when
Redmond walked the last 200 metres in Barcelona. It had
been a time of great adversity for the man. This was his
second Olympic Games where he had broken down
through injury and I felt enormous pride that he wanted
to complete that course. He may never get there again.
That is totally different from when I see somebody
coming first, yet it is still pride.

It is an emotion that we feel as the result of an
achievement by an individual or a team, and it is
normally in the international arena. Can you recall the
feelings you had when Lyn Davies won the gold in 1964;
when England won the World Cup soccer in 1966; when
David Hemery won the 400 metres hurdles in 1968;
when the England rugby side won the Grand Slam more
recently; when England won the last test series at
cricket? Can you recall those times when Sally Gunnell
and Linford Christie won in Barcelona; perhaps even
when we won in Seoul, Great Britain hockey.

Those are precious moments. But there is something
more than that about national pride. I believe that the
emotion, the fulfilment, of those precious times can be
found in any outstanding achievement, almost at any
level. It does not have to be gold medals. I also believe
that it is something we can all contribute to and gain
from, by the way we work with people in sport. I also
believe that it is a double-edged sword capable of
promoting both good and evil.

The good - well, that is easy - that personal
emotion as the result of an outstanding achievement.
When it is good, the pride is the by-product of the real
goal. The real goal is performing as well as possible.
The pride is the by-product. We see somebody perform
really well and we feel proud. We do it ourselves, we
feel proud. A culture that promotes that offers the
opportunity for excellence without devaluing the other
important sports provision. That is absolutely crucial in
my mind.

The bad side, the ugly side, in a way the evil side,
of national pride is when national pride is sought through 

the activity or the sport. There is a subtle difference
perhaps, but it is enormous in my mind, because in that
case the sport is merely the vehicle for the glorification
of national status. I believe sport is an abused vehicle in
this case. A culture that promotes that focuses on and
needs elitism. One can see examples of both those
throughout the world. We may like to think that the
elitist end was what happened in the eastern bloc. Maybe
it was, but it was not just from one side of the iron
curtain to the other.

I was in Los Angeles for the Olympics and I
watched American coverage of the Olympics. I saw sport
being abused. I saw the way they covered it, trying to
get glorification of the nation through the sport and
through the people in it. And I was saddened by that. It
is a delicate tightrope we tread when working at this
level with sport, and we need to treat it carefully. It is
not difficult to slip into the dangerous area.

I am not an advocate of an elitist system, but I will
always defend the right, and promote the right, to aspire
to excellence. Why do I defend that right? Primarily
because excellence and its by-products have a vital part
to play in the wellbeing and the growth of every person
and our nation as a whole. We know there are many
functions of sport and recreation in our society. We have
talked already today about the physical wellbeing. We
also talk about the social development. And there is the
psychological development and wellbeing of our people
and our nation.

Pride, at all levels, from personal to national, is
very much within that psychological area, and yet it
interacts with and influences the others. National pride
can promote the psychological wellbeing of people.
When we see somebody achieve a challenging goal, we
feel for them. That emotion is pride. When we have
helped somebody achieve, we get the same feeling,
perhaps even more strongly. You may have helped a
member of your family to achieve. You may have helped
somebody within your community to achieve. And you
get another ‘buzz’. And when you are that person who
has achieved, you get an even stronger feeling of pride.
It is not arrogance, it is pride.

I heard Mary Neville, the captain of the bronze
medal winning hockey side, speaking the other day. She
spoke with enormous pride of her own and her team’s
achievement. She had every right to feel that pride
because it is important. It is not arrogance. The
arrogance is when you misuse that feeling. The feeling
is perfectly justified, you have worked hard for it, you
should enjoy it and relish it.

So whatever your involvement with excellence, or
any performance, because excellence need not be just
gold medals, it can be any performance that is a lot
better than before; so whatever your involvement you
can actually enjoy that experience of pride. So, pride in
what? As I have just said, it is pride in fulfilment of a 
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challenging goal, to the very best of one's ability. It may
not be the gold medal, but it may be better than that
person has ever done before. That might be turning up
to their first physical activity for ten years. That is a
personal best in ten years. That is something that people
can be truly proud of; they should enjoy the feeling of
pride in having done it.

So what are the gains? Is just feeling good enough?
I have to say, no. Just feeling good about yourself and
others is not enough for me. It does not sell it to me
enough. Just reflect on the last time you saw a sporting
achievement that evoked in you the feeling of pride, for
you or for someone else. Just see if you can capture that
moment during the next few seconds. It may have been
this morning when you saw the Pinsett brothers in the
coxed pairs. Can you see it? Can you touch the emotion
that you felt when you saw that moment? But most of
all, what happened afterwards, in you or in other people
who also experienced that moment? Did you associate
with that person or that achievement perhaps a bit more
than you did previously? Did you talk to other people
about that achievement, or see other people talking in an
animated way about it? Did you perhaps use that
experience to motivate others, or even yourself, to
perform better in something? Did you actually give more
time to that activity; more credence to the activity; did
you perhaps value the people in that activity, no matter
at what level, a little bit more than you had done
previously? Did you perhaps do more activity yourself,
or did you see other people do more activity?

You see, all these things, all these by-products are
positive spin-offs for us and many others from that first
feeling of pride in seeing somebody achieve, even if it is
only valuing that sport, or the people in it, a little more.
It is a step forward.

In hockey, in 1982 we were tenth in the world. In
1988, for a fleeting moment, we were number one. We
had actually climbed; we had achieved. There was an
enormous sense of pride in my sport, and other people
valued the sport more, valued the achievement. It was
not just the 36 players who happened to be involved in
those six years; it was the whole of the sport which
gained. I had a letter from a 65 year old man who said
it was fantastic; he said it was the first time he had
watched hockey on television just knowing that we would
win. He may have gone back to his hockey club and
worked a little bit harder; he may have done more for
the young people; he may have worked on committee
another year as a result of that. The whole sport gained.
It gained in its credence with local authorities. People
came knocking on the door. So the whole sport can gain.

That was important to me as a coach. It might
sound corny, but it was. I did not coach an international
side just because it was a nice thing to do; I wanted my
sport to develop. I knew that we could help that; we
could not do everything but we could play our part.

I have already mentioned some of the gains to the
community. It certainly helped to improve profile for my
sport, but there were gains for sport in general. One
sport’s gain can also be a spin-off for another sport.
People participate, youngsters knock on the door.
Twenty to 30 year olds either stay in a bit longer or they
come back. People like me, in their mid-40s, hang
around a bit or try to recover our past glories, but we all
participate, and that can be as a result of seeing
achievement. I see achievement in other sports and it
gives me a kick and encourages me to do a little bit 

more. These spin-offs all promote the physical, social
and psychological wellbeing of our people.

If we have all these aims that can come out of this
pride in performance and achievement, should we make
this achievement an absolute priority in our sporting
structure? I have to say to this, no thank you. There is a
delicate tightrope that I mentioned earlier, and the
reasons for that are quite simple. If you make it an
absolute priority to have heroes and heroines you tip the
scales too much on one side. The pride that flows from
an achievement is clearly influenced by the moral and
ethical standards of the performer or the sport he or she
is representing. I cannot feel any pride for any
achievement that involves unethical, immoral practices -
drugs, abusive behaviour.

If you asked a Canadian, after Seoul, what pride he
had in his national performance, you would find that the
Ben Johnson affair killed all of that. A lot of other
Canadian performers who did well were tarred. The
pride was gone because the need to win had outweighed
everything else. The desire to have elitist achievement
was spoilt because unethical, immoral practices came in.

I just want to dispel one myth here. There is a
terrible myth, particularly prevalent in America, that
‘nice guys come second'. That seems to be some sort of
umbrella that you can do just as you want as long as you
come first. I have to say this is rubbish. Having high
personal standards in the way that we treat the rules of
sport, our colleagues in sport, our opponents in sport,
has no relationship to competitiveness and the will to win
- absolutely none. I have known some very tough
competitors who have very high standards of behaviour.
So it is nothing to do with ‘nice guys come second’.
Nice guys and nice girls can be very tough competitors
indeed and they can do it within the rules, and therefore
be excellent role models.

Another reason why I do not want to have a very
high status on elitism, and having heroes and heroines all
the while, and making it an absolute priority, is that
there is a real danger that we get things out of balance.
This did happen in the eastern bloc. Sport became the
vehicle for national pride, so drugs came in because
drugs led to success, success led to high status. It is very
interesting to see the status that the athletes have in the
former East Germany. You may have read that during
the upheavals, the athletes were the object of ridicule and
dislike by the general public. They did not like the status
the athletes received and it rebounded against them. It
was all out of balance. Society was kept in check, and
when the controls went they reaped retribution on the
people they saw who had unfair treatment.

If you look for nationalism through sport, you get
elitism. I am very concerned about what is going on in
China at the moment. It seems to me that it is East
Germany and Rumania a decade later. That is just my
personal opinion but that is where it gets out of balance.
And it can become a political weapon when you start
getting it out of balance. Boycotts are a manifestation of
this. I am not saying you should not have politics in
sport because you cannot get away from some politics in
sport, but as soon as you use the boycott you lose the
positive side of sport. I have been subject to boycotts. I
lost two Olympic opportunities through political boycotts.
It hurts a bit, I can tell you. You train pretty hard to get
to these events and then somebody pulls the rug from
underneath you and it hurts.

Of course, it can be the other end, that instead of 
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elitism you get pure egalitarianism. Then you get no role
models, you get nobody people want to emulate, and that
is just as bad. So there needs to be a balance. The power
of pride from sport is that it can be promoted in all
people at all levels. Pride, as I have said before, is that
emotion that is evoked by the performance being valued.
Tt comes back to valuing people. The value can be
personal or it can be shown by others - the media or
colleagues. The strongest shown value is when it is by
others. That is when it is very powerful for people. That
is why national pride is the easy one to focus on because
international sport is a focus for people and the media.
And yet there is so much more pride that we can
promote in performance at every level - regional, local,
personal.

Each and every one of us can actually take some
responsibility to show people that their achievements are
valued. We show it to Sally Gunnell; we show it to the
Great Britain hockey team; we can show it to lots of
people. When I have worked with youngsters I have
found they get a terrific kick out of you showing value
in their performance. It is not an Olympic performance
but, my goodness, it is a good performance. I have seen
young mothers coming back into my sport of hockey and
get a tremendous amount out, something they did not
believe they could, because people showed value in their
performance, in their courage, in their determination. We
want senior people in our society to participate. If we
show real value to their participation then we begin to
evoke that feeling of pride in themselves.

This is where the basis of my work, at international
level, and your work in a much broader area, interact.
The vein of interdependence is that all performers can
gain from their achievements being valued, because it
boosts self-image and self-esteem. The pride that we
show in their performance promotes that self-image and
self-esteem. The greatest and most precious thing a
human being has is his or her self-esteem. When we
devalue that, we cut at the very core of the human.
When we show value, we build that core; that thing that
makes people want to do more.

So we have a duty, every one of us, at every level,
to help retain and develop people's self-esteem, their
pride, through enabling them to aspire to even higher
levels, and valuing that aspiration.

Top performers also have a responsibility to show
to everyone within their sport that they are also valued,
to respect every performer in their sport, to behave in a
way that inspires them. An increasing number of
governing bodies are demanding that of performers.
Sadly, some professional sports do not. Some of our
professional sports are fantastic. Golf is a magnificent
example to other sports, but we can think of ones that
are not so positive in that respect. But top performers do
have that responsibility.

Likewise, it is incredibly influential, I assure you,
and effective, and a source of pride, when a top
performer is valued by their local community. It is 

interesting how it works like that. Top performers are
often local people; they are a little bit out of the
mainstream, and when they are valued by their local
community in some way or other, it actually develops
quite a bit of pride in them. They feel they belong; it can
be a very powerful thing.

So, what can we do for elite performers from the
local authority area? You may be able to help them with
facilities. We had performers who had access to a multi­
gym, a weight training room. It was interesting that it
had an incredible impact on the performers who felt
really valued by their local community. So they gave
back a bit more. You may be able to enable people who
want to strive for excellence through coaching
programmes, coaching strategies, facility strategies.
There will be something you can do, and you may want
to link with a governing body to help you do it.

Both those actions will do for those people the same
that you are seeking to do for everybody with whom you
interact in the community. It will build their self-esteem
and their self-image. It will promote the greatest pride of
all, self-pride. It will make them feel good about what
they do. And you will get some of that pride in seeing
them and helping them achieve. Pride from somebody
else’s achievement is something we can all savour. We
are all in the same arena, we are all in the sport and
recreation arena. We are just at different levels and in
different areas. That vein of interdependence is pride in
doing something to the very best of a person’s ability,
from the beginner to the excellent athlete. So pride can
be national, regional, local, personal.

When we won the gold medal in 1988, I had
forgotten that they only honour the winning team at the
Olympic Games. I felt really proud about that. I felt
proud that these guys had actually won the gold medal.
But when I looked at the rostrum, it was not just those
16 players there; it was hockey on the rostrum as well.
When I looked again, it was not just hockey; it was
sport. Because it was being transmitted round the world
and it was about sport. And when I looked again, it was
not just sport; it was British sport. I think we have a
unique system. It is not perfect but it is pretty good and
I do not think we should underate it. I know we want to
criticise and to make it better but there is a lot of good
in our system. We have a better balance than many other
societies. We can all do something to keep the balance
such that the Olympic champion and the local participant
can offer to one another that unique, invisible gift of
pride in performance that can inspire, motivate, unite and
develop. We are part of that and together we can help
people find that touch of greatness in each and every one
of them. Everybody has that touch of greatness in the
broadest sense of the word. We are looking to help those
people find that through their sport. We can all help each
other. I wish you every success in that and never fear to
call on excellence to help you. Inside of every excellent
performer there is a coach dying to get out and help
others.
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NEW POOLS FOR OLD
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Malcolm Graham
Earlier in the year we saw the publication of Provision
for Swimming, an investigative report from the Sports
Council. One section of that document sets out to assess
the existing stock of UK pools and concludes that “There
is a time bomb ticking away inside the UK’s pools”.
• 10% are over 60 years old;
• 22% are between 20 and 60 years old;
• 44% are between 10 and 20 years old.

“We will need to spend around £1,250 million
during the ’90s simply to keep them in a safe and usable
condition”. The ‘we’ in this instance can only mean the
local authorities who at present have little money. We
seem destined to find that before long a few of these time
bombs may start to go off.

What are these so called time bombs? You can find
time bombs in all manner of buildings, but unlike most
other buildings swimming pools have undergone radical
change in design over the years, brought about by market
forces and technical innovation, a great deal of which
was experimental in the early stages. Swimming pools
are therefore at greater risk than most buildings. These
time bombs are not just designer bombs, they can be
planted just as easily by the builder or by the operator.

To find out exactly what these bombs are it helps to
look briefly at the history of pool development. There
were comparatively few pools built before the ’60s and
the trend was to convert the pool during the winter
months to a dance hall. We did not have to contend with
the problems of operating a pool through the most
difficult period.

In the ’60s and ’70s a huge number of pools were
built, but not having built many pools in the previous 25
years or so we were right at the bottom of the learning
curve and in retrospect a lot of mistakes were made.
Many of the leisure pools built during the ’70s were
uninsulated and had a full fresh air ventilation system.
This was also the period when we saw totally glazed
roofs. In the late ’70s and early ’80s we felt the impact
of the energy crisis which brought about the introduction
of increased insulation and heat recovery systems. This
meant that instead of ventilating all the problems away
we were now beginning to recirculate them. The design
of the fabric and structure of the building had to be
radically reviewed to cope with these new problems. This
was a major turning point in pool design and we were
back to the bottom of the learning curve again. In the
’80s came the growth of the leisure pool with ever
increasing amounts of water agitation in the form of
waves, slides, fountains, waterfalls etc. contributing even 

more water vapour to the atmosphere.
Today the trend is to squeeze more and more

bathers into smaller and smaller water volumes. Since
the early ’70s we have experienced somewhere in the
region of a 400% increase in attendance figures. Over
the past ten years we have had to improve the standard
of pool water by reducing turnover, improving water
treatment and the introduction of dilution to the tune of
30 litres per bather per day. Air and water temperatures
have risen from 22°C in the ’50s to as high as 30 or
even 32°C today. For every one degree rise in air
temperature there will be a 10% increase in the amount
of water vapour within the atmosphere and the risk of
condensation will be much greater.

It is this change in environment which has created
the vast majority of problems. Uncontrolled water vapour
will destroy a building faster than any other element.
Older pools, in a bid to compete with the new facility
just down the road, are trying to meet the public demand
for high temperatures by tweaking up the temperature a
few degrees. You can also reduce energy costs by
installing a heat recovery plant. The problem is, if you
carry out this work without modifications to the
structural fabric of the building, you will be subjecting
the building to conditions for which it was never
designed. The problems of falling attendance and high
energy cost have simply been swapped for the problems
of condensation, interstitial condensation, corrosion and
a general deterioration of the building fabric - problems
which are often hidden from sight. You have planted a
time bomb.

The first step on any refurbishment is a detailed
condition survey of the existing building. The survey
must be carried out by an architect or engineer with
considerable experience in the design and construction of
pools. The aim is to establish whether or not
refurbishment is feasible and the extent of the essential
works. Not all pools are suitable for refurbishment,
unfortunately some have been allowed to deteriorate too
far. The second step is to prepare outline designs for the
optimum scheme with budget estimates. The third step is
the implementation so that even if you have a limited
budget you can then be sure that each phase of the
expenditure is wisely invested working towards the
optimum design. Piecemeal refurbishment without the
benefit of a condition survey or an optimum scheme
design will inevitably result in abortive expenditure.

The refurbishment of the Hatfield Swim Centre for
Welwyn Hatfield District Council illustrates many of
these points. The swim centre was built in 1965. As was
common at the time there was no insulation, no vapour 
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barriers, full fresh air ventilation, and the design water
temperature would have been around 22 to 24°C. Some
years back a heat recovery plant had been installed along
with CHP in a bid to reduce energy costs. The water and
air temperatures had been slowly increased over the
years to around 28 to 29° on a good day. That is when
the time bomb was planted.

The first part of our brief was to carry out a very
detailed condition survey of the existing building. As I
said before, this is a vital first step on any refurbishment
contract. It can cost up to £25,000 and cause a fair
amount of disruption to the smooth operation but
invariably saves a good deal more by removing
uncertainty. If there are hidden defects to be found it is
far cheaper to discover them for yourself than to let the
contractor discover them for you.

The survey revealed that we had sprayed limpet
asbestos to the underside of the roof structure which had
obviously to be removed in controlled conditions before
any other works could commence. There was
condensation on many of the internal surfaces, interstitial
condensation in the fabric of the walls, and the roof had
corroded steelwork and rotted timber beyond repair. The
cement had been leached out of the mortar in the outer
leaf of the external walls. In short, virtually all the fabric
and some of the structure was well beyond repair.

We then turned our attention to the steel post
tensioned cables within the roof structure. We knew
about the problems of stress corrosion cracking in high
strength steels so we removed some of the very heavy
corrosion protection from around the cable. This is
where we found one of the time bombs planted by the
builder. Where we should have found well compacted
grout we found newspaper and lollipop wrappers and a
small amount of surface corrosion. Unfortunately a small
amount of surface corrosion is all that is needed to set up
stress corrosion cracking in high stress steel in this type
of environment. The cables could have failed at any time
with disastrous consequences. The building was closed to
the public within the hour and we were faced with the
difficult task of replacing the cables.

The attendance figures at the swim centre had
always been good and they enjoyed a good reputation for
fitness swimming. Welwyn Hatfield Council did not want
to ‘leisurise’ the pool but did want to take advantage of
the refurbishment to upgrade not just in technical terms
but in terms of layout, general appearance and
management style. All of this was successfully achieved.

We demolished about 60% of the existing building.
The pool tanks were retained but re-tiled. The roof
structure which dominates the whole building was
repaired and insulated and many of the large glazed areas
were reduced in size. The existing learner pool was
extended and a toddler pool with a water depth of
300 mm was built adjacent to it. The male and female
changing areas were replaced by a changing village on
the poolside and the entrance kiosk became more of a
reception area.

We took advantage of the refurbishment to
introduce new features like the health suite, a fitness
studio and new catering and bar facilities. The plant was
totally renewed and a computer controlled environmental
management system installed. Externally the building
fabric was renewed but the building still retained much
of its original character. The entrance was greatly
improved with particular emphasis placed on the night
time appearance, bearing in mind that almost 30% of the 

usage is after dusk.
We were appointed by the local authority in

September 1989; work commenced on site in February
1990 and the building was completed in March 1991 - a
total of 18 months from appointment to completion.

We have recently turned our attention to
refurbishing outdoor pools. At the Strand pool in
Gillingham we carried out a detailed condition survey
under the banner of the IBRM Consultancy Service. The
pool had evolved over the past 100 years and was almost
floating in the silt of the Medway. If we increased the
load within the pool it would sink. If we punctured the
concrete shell it would flood. Gillingham Borough
Council had set a budget of £700,000 and wanted the
work carried out during the winter close down. Designs
were prepared during October of last year, work
commenced on site after the Christmas break and was
completed at the end of May - a total of eight months.

With a mixture of polystyrene, lightweight concrete
and concrete we were able to balance up the loads and
by keeping all the new pipework within the structure of
the old shell we avoided the need to puncture the pool
shell.

The pool now has a lazy river ride, a 25 metre
swimming area and a leisure area with plenty of water
features. As the chairman of Gillingham Borough
Council said at the official opening in June this year,
“We got exactly what we wanted, on time and at the
price we could afford”.

What do you do if you carry out a condition survey
and find that it is too late, the building has deteriorated
so much it is beyond economic repair? We have recently
developed a small new build facility called SWIMPLUS
that would cost about the same price as the average
refurbishment project. SWIMPLUS is a high quality
fitness/leisure pool with a 25 metre, four lane pool.
There is a leisure water area packed with fountains,
water spouts, bubblers and a spa pool, a family changing
village and a poolside cafe. There are various expansion
options available either as part of the initial development
or as a future phase. These could include a flume, sports
hall, fitness suite or commercial leisure activity.

It is a high quality building incorporating the most
up to date construction techniques and the materials and
equipment have been specified for their quality and
durability. By careful planning and rigorous scrutiny of
space utilisation we have kept the capital cost down to
£1.25 million. We have also considered the revenue
performance, the staffing costs, maintenance costs and
the energy costs. The pool will have a leisure pool
atmosphere which helps to generate a greater degree of
secondary spend. In short it is a pool with low capital
cost, low operational costs, but with high quality and
high income generation potential.

Having looked at these various options let us now
turn our attention back to the starting point - the
condition of your own pool - and examine just how
immune you might be from problems.

• Are the pool temperatures higher than they were
designed to be?

• Has heat recovery plant with air recirculation been
installed in an older pool?

• Was the pool designed by inexperienced architects
or engineers?

• Is the pool more than ten years old?
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• Are you unaware of the problems of stress
corrosion cracking?

• Are there large flat roof areas?
• Are there signs of surface condensation or mould

growth?
• Does the pool lose water?
• Is it more than two years since you had a condition

survey carried out?

If you can answer yes to any of these questions you
could be at risk. You may have a time bomb ticking
away. The more questions you can answer yes to, the
bigger the bomb. Don’t wait for the explosion. Get
yourself a bomb disposal expert.

I am sure you will appreciate that this is a very
complex subject and in the time available I can only give
you a limited insight into it. If any of you would like
more information we are available in the exhibition hall
at stand number 10.

Jim Lynch
I always get nervous starting off a seminar. I did one for
the Natural History Museum a while ago on Marketing
and Customer Care. I got about this far into the process
and a hand went up in the front row and I was asked,
“Who the hell are you, what do you know about
museums, what right have you got to talk to us today?”

In case anybody is thinking about asking the same
question, “I’m a Leisure Centre Manager”. I used to
manage leisure centres, including swimming pools. For
the past two and a half years I have been on a Colin
Moyniham job creation scheme as a consultant called
CCT. I know a bit about finance, I know a bit about
economics and it is about finance and economics in
particular that I would like to talk this afternoon and I
will finish up with some thoughts on management.

I want to start by disagreeing with Malcolm that the
Sports Council refurbishment and state of our pools is
not a time bomb, I believe it is a national disgrace, a
national scandal. I think it is a disgrace the way pool
managers and councils have let the pools, their valuable
leisure assets, get into the state they have at the moment.
You have seen what happened to Hatfield; no doubt there
are other horror stories.

What I want to discuss is how in the short term we
can go about curing the problems and how in the long
term we can look at preventing it happening again.

THE BASIC PROBLEM IS ECONOMICS

The basic problem stems from the fact that pools do not
make any money. It is an economic problem. We have
in swimming pools a subsidised service but we have not
embraced this far enough. We have never put the subsidy
on a high enough level where we can actually afford to
refurbish and maintain our buildings properly.

We said, yes we will offer a cheap swimming
service and we will subsidise it to some extent but we
have not subsidised it far enough. There is enormous
pressures on budgets, I appreciate that but inevitably
there is not enough money there.

There are three things that go - maintenance,
marketing and training - and that is because of no short
term savings and inevitable long term problems.

But I believe that system cannot continue - cannot
be allowed to continue. We must start thinking about
changing the economic basis of leisure provision -
swimming in particular.

In the short term must look at selling the asset and
getting more for it. Swimming is good for you, it is a
sport everyone can participate in - kids, families and
OAPs. In marketing terms you should be selling it in
terms of value, but what do we do? We give it away, we
sell it cheap.

We must look at getting the economic basis right.
In the short term we must start looking at the assets we
have got and refurbishing them in a market-led way. In
the long term we must look at providing good asset
management, at how economically we can look at new
buildings, how we can maintain them.

MARKET-LED REFURBISHMENT
The starting point with any new building or
refurbishment must be the customer. Who is the
customer? What do the cusomters want? What are their
age groups? How, for example, can we make our leisure
buildings user-friendly to older people - access?

What do they want? Do they want a leisure
experience? Do they want to swim for fitness, do they
want to splash about or just swim?

How will the design maximise income, for
example, by having the cafe next to the reception to
draw in customers as they enter and leave the complex.

An architect is only ever as good as the brief. This
brief must be customer centred.

It is imperative to find out what the customer
wants. Process right at the start - market research. What
do you want from this building? If you are spending
£5-6 million on refurbishing, what do you want it to be?
£10,000 for this exercise is a very small amount to pay
when you compare it to the capital investment involved.

How does that then translate into some outline
designs? Then let us take those designs and look at how
they may work in good management terms. Can we alter
the shape of the pool a bit so there are no blind spots for
leisure attendants? By altering the design can we actually
get better trading? Looking at the trading forecast and
design for good management will result in the final
design.

During the construction process there should be a
cross fertilisation of ideas between the marketing and the
business plans. The usual story is organising the design,
and construction, and then about three weeks before the
official opening deciding to get a budget together for the
marketing. Advertising and marketing should be going
along with the construction phase. Opening is seen as a
bringing together of marketing and business plan, not one
following after the other.

What we should then get is a detailed business plan,
the capital and revenue coming together. There should be
a good manager - a manager who has been involved at
construction phase and who has walked the drawings,
pointed out management pitfalls and who has been able
to translate it into proper revenue costs.

LONGER TERM

In the longer term I would like to talk about developing
good asset management systems, sorting out the
economics in a wider sense.
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MARKET-LED REFURBISHMENT

GOOD ASSET MANAGEMENT
The problem is that we do not make enough money out
of pools. It is important to make sure there is enough
money to look after these expensive investments. It is
about putting together a budget, looking at financial
systems that ensure there is enough money to build up an
R/M sinking fund, enough money to fund maintenance.
These are not seen as optional extras. There is a need for
a management system which defines the responsibilities
correctly between inter-council departments, between the
client and contractor.

It is also about getting professional asset
management going, not just leaving it to a few amateurs
who are dabbling.

The financial systems are of primary importance.
There can be no excuse in a new building for not having
proper R/M budgets. There is a need to be putting away
a certain percentage per pool. For example, if you spend
£1 million on a new pool which is primarily of steel and
cladding materials and you estimate it to be refurbished 

in 15 years’ time, and the cost of this will be half of the
capital cost, ie £500,000, you will need to put aside
£35,000 into a sinking fund. How many of you actually
do that? If not why not? Your time bomb will go off.

You have to look at the life cycle costing on the
building and parts of the building. Some parts will not
last long - they are designed that way because the market
changes so quickly. We may not know what will be
needed to replace it but we do know that we should be
putting money aside.

I would love to see a system where the Sports
Council and Foundation for Sport and the Arts,
Millennium Fund and National Lottery, and other grants
say you cannot have any money until you prove that you
have put some money aside. Councils are literally being
rewarded for bad management.

ASSET RENTALS

Some authorities now are moving towards an asset rental
system where large metropolitan authorities have a 
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central property holding company set up that owns the
educational assets, the libraries and the leisure buildings
and they then rent them out to the service departments.
Maybe we should be thinking about this.

We need also to be looking at the buildings
properly, to start defining some proper responsibilities.
This is where CCT has been a pressure for good on this.
Actually, for the first time, in some buildings there are
written down schedules for cleaning and maintenance,
schedules for refurbishment. There is still a lot of work
to be done regarding the refurbishment of assets.

Most leisure contracts are for four, five or six
years. Who is going to reinvest in the building? Is it the
client or the contractor? If it is the contractor, can the
DSO afford it? Could a property company own buildings
on leisure’s behalf and rent them out? I believe that is
the way to go.

Leisure management is about people. Asset
management is about property. Can leisure professionals
do both or should we be looking to split the technical and
marketing expertise? I begin to wonder whether it is
possible do both in tandem. Should IBRM be looking to
develop two specialisms in two related but parallel areas,
working towards asset managers and leisure managers
working in harmony, but perhaps not the same people?
Maybe we should have a leisure manager who is people
orientated dealing with marketing, and a leisure centre
manager dealing with plant, property and assets. This
route could solve some training requirements.

Perhaps when I started off I was wrong in saying I
was a leisure manager. On reflection I was actually a
leisure centre manager, and if I had my time again I
would be a leisure manager and employ a damn good
asset manager.
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first and last reports

Roger Quinton

RQA - Roger Quinton Associates Ltd

Introduction
RQA is a small company ‘championing quality through
people'. Many of the issues that I raise today will be
targeted at people rather than systems alone. Much of the
project work we do is in CCT, client or contractor led,
confidential and discreet - our emphasis deals with
people. We work with sound managers wanting to
manage business better. Public sector managers are often
discredited but let me tell you, from dur experience,
there are some super managers in the public sector as
well as in the commercial sector. There are some bad
managers in both sectors too. The problem is that you do
not hear about the commercial sector managers who
cannot manage, but don’t ever forget they are there, if
not for very long sometimes. But they do not have to
manage in a goldfish bowl as you do!

Today I will draw on our experience of working
with various managers in quality assurance, BS5750 and
far beyond, with management information systems and
information technology that is tailored for managers’
needs in training and trouble shooting.

Management Information
In this session I will illustrate, using 35 mm slides, why
management information needs are perhaps greater now
than they ever were before. There are ten key points
about managing better performance, and then points
about what to manage. No doubt I will reinforce some of
the things you already know but sometimes, in the heat
of battle, forget.

First of all, keep management information and
reporting simple. Frankly, there is too much paper about
- too much white paper. The management information
you need is not more white paper, you actually need less
of it I would guess, but keep it simple and - most
importantly - you decide what you want.

RQA carried out a survey in 1989 of leisure centre
managers before CCT. The majority of managers,
frankly, were the equivalent of a bus driver, trained,
professional, driving on top of the Dorset cliffs in a very
expensive bus, in the dark, no lights on, and with their
eyes closed. It was frightening that managers had such
little information to measure direction and progress. I
have to say to you that some of it still is frightening.

Recently, we worked with the Leisure Client
Forum, under Martin Sheppard’s chairmanship. The
results of a survey of confidence by client officers
showed that over 33 % of them were singularly lacking in
confidence about the ability of their selected contractor
to manage the bottom line - the net cost or profit of their
contract. That is a frightening level of lack of
confidence.

Whether you are clients or contractors, managing
client confidence is an absolute essential for the
contractor. You need that to be done with certain key 

information. We will come back to that time and again
I guess.

In managing accounts, we champion a common
hierarchy of financial and management information;
similarly for your client officer and for your staff as
well. If you are a client officer, you will agree the
format with your contractor so that there is not this
traditional game, certainly in local authorities and in
some commercial companies I hasten to add, of
everybody using their own information source and then
spending weeks arguing about the conclusions they have
drawn from it. This wastes their time and yours too so,
please, have a common hierarchy of information.

In essence there are a number of prime issues I
wish to stress today. They are about ‘customers, cash,
commitment and quality’. They are the theme for today,
rather than just management information for its own
sake.

All I am going to say about the Local Government
Act 1988 is that is has created very significant changes
in the delivery of management services in local
government, and it will not go away. Let me say to you
that the original title of my talk was ‘First Report’. I
asked Ralph Riley and his team if they would accept
‘First and Last Reports’ because the first report, if it is
for the Secretary of State, is easy to create if you
manage information for your business!

So what financial information does your local
authority require? In summary, the financial information
required includes for:

the Secretary of State:

• annual accounts;
• financial objectives statement, confirming the

statutory obligation to break even has been achieved;
and

• Council annual report - make it a good marketing
document - and code of practice.

the Client:

• pro forma invoices as per contract;
• access to income records and VAT returns, although

not necessarily in expenditure only contracts;
• one-off and variations costs - but do check

procedures to establish;
• inflation indices, including RPI and all price index;
• performance data - minimum specification might be

in contract.

the DSO contractor

• weekly profit and loss accounts;
• four-weekly budgetary control statements;
• commitment accounting;

27



• unit and marginal costs;
• funds flow statements - to get notional interest on

deposits made;
• capital investment data;
• contract and service level agreements; and
• performance data.
Make sure you:
• ensure as much confidentiality about your trading as

possible;
• identify who owns what, who is responsible for what,

including grounds, buildings, plant, furniture and
fittings, equipment;

• can demonstrate the condition and value of all that
above;

• agree how any surplus will be allocated;
• remember that emergency work is exempt from

legislation;
• check on the treatment of the superannuation fund;

and
• seek changes now if you have any concerns!

Managing with Information
CCT is about change, with a whole range of services
being listed, with leisure management and many others
coming. These are exciting times. If you are worried
about your service and CCT, you ought to see some of
the other professionals where their services are listed.

Sport and leisure management - the first management
service to go to CCT has created significant changes for
you, and a significant future. These changes are about
people - a whole range of people and their expectations,
each of them with their own information requirements.
You must never view information from your eyes only;
please remember there are others who have either a
statutory requirement to provide information, or to get
information, or indeed, for goodwill alone, require to be
confident about what it is you are doing, wherever and
whoever you are. Management information is not just
yours, it is part of a much wider management scenario.

So the message has been ‘change to survive or else’.
That is not meant to be too threatening because from the
experience we have I believe you are managing change
relatively well, and surviving. You do not necessarily
believe all the white paper that is on your desk. But you
must ensure that you specify the minimum information
you require, in a form that you can digest on receipt -
literally there and then. And if the results are not good,
you do something about it now by analysing it further.

In essence, the value of management information is
to demonstrate that you know your business - what you
do, what does it cost you, how profitable the business is
compared to the bottom line, and what customer
satisfaction levels are, at least. Knowing your
competitors* business is also management information
that many of you need.

Management Today

A leisure manager today actually understands that the
business is a lottery. He or she and the staff need vision,
understanding, ability, a business-like approach, a
marketing orientation, an understanding of contract and
contractor management, negotiation and inter-personal 

skills, and a positive management of change, as opposed
to whingeing.

The business-like approach is the focus for today. In
essence, the business-like approach has unleashed a
number of managers under CCT who do their thing well.
The problem is that it has unleashed some bad managers
too. CCT has actually exposed a number of middle
managers who could not manage anything. But for good
managers, leaving the prison chains behind is a great
advantage, given that they know what they are doing and
how they are doing, quickly. And given that the tender
was not just acceptable to the client but was realistic and
sufficient. Some 50% of client officers surveyed recently
by RQA expressed a lack of confidence in their
contractor bids being sufficient to manage the contract.
We often advise contractor managers - DSO managers,
that they cannot afford to put in a loss leader bid. The
fact that insufficient tenders are accepted will cause
sleepless nights for both client and contractor for the rest
of the period of the contract, or until it is determined, or
until the bottom line fits the contract bid. Can you see
the time bomb that is ticking away, not just for certain
commercial companies, but for a number of DSOs as
well?

These are all reasons for managing information very
effectively!

Our recommendations for managing performance
include:

1. Identify qualitative and quantitative criteria of success
and monitor.

2. Identify minimum information to judge progress
against objectives and targets.

3. Identify the information other management require to
control their business results.

4. For financial information, separate fixed and variable
costs.

5. Identify profit or cost centres, and allocate costs and
income to them, linked with customer statistics, for
example.

6. Establish a ‘fast facts’ service weekly, and act on the
information.

7. Establish a fast monthly profit and loss statement,
and act on the information.

8. Compare the results and trends.

9. Hamess cost effective information technology to suit
your specific needs, and develop the key information
in-house.

10.Actively manage key results!

First of all, identify the criteria of success, and
monitor. They will not just be your criteria and those of
your organisation but will include those of other parties,
and indeed, the public. There will be qualitative and
quantitative criteria of success. You will identify the
minimum information that you require against those
objectives and targets - not a lot of information, just key
figures. You will identify the information that other
management require to control their business results on
your behalf. And if you are a contractor, you will take
account of client needs. Any contractor who gives the
client every piece of trading information that they have, 

28



is not being fair on themselves. I believe there should be
that common hierarchy of information; the closer you are
to the coalface, the more specific information you need.
The client should not expect every piece of detailed
information that the contractor may need.

Separate fixed and variable costs in terms of financial
information - the things that change depending on how
much or how little you do, and those that do not change
because they are fixed costs. Identify profit or cost
centres and allocate costs and income to them, linked
with customer statistics, for example.

Most importantly, establish a ‘fast facts’ service
weekly, but not just for its own sake. So many people
think that management information is a game on its own.
It must be there to help the manager to make pertinent
decisions, quickly, and then to act. A weekly ‘fast facts’
service takes ingenuity. It does not actually take a lot of
effort once you have it established.

Establish a monthly profit and loss statement; and,
unless you are in the commercial sector, don’t worry
about the trial balance.

And act on the information! And act on the
information! And act on the information!

Compare results and trends, even if it is only with
what you did last week or the week before. If you are
working in calendar months remember that one April can
be so different from the next one or the last one,
according to the bank holidays, number of weekends, and
so on. Seven days is a valuable trading period to
identify. Compare results and trends and act on them.

Central service costs are a major problem with some
DSOs. Some have already been sorted out but, if they
are unwieldy or unquantified, now is the time to sort the
situation out by skilled negotiation, if you can, before
they get larger and larger.

Hamess cost effective management information and
technology to suit your specific needs. And don’t be
conned by buying something off the shelf that meets
somebody else’s needs. That requires you to plan and
specify exactly what you need.

Little by little the IT marketplace is starting to
provide you with hardware and software that is manager
driven, whether you are a client or contractor, but not
satisfactorily yet. Information technology can be much
cheaper than some of those items on the market at
present, so purchase competitively.

Lastly, just manage key results, don’t manage
everything and every detail. The higher you are in the
organisation, the more strategic the key results should
be. The lower down you are, the more you should be
managing more detailed key results.

May I remind you that really you know all this, there
is nothing new in what I have said. But remember the
value of these points in managing your business.

Conclusions
So, in closing, let me emphasise a number of points.
First of all, the business is about making a profit.
Whether you are responsible for a DSO or a commercial
contractor, it is still about making a profit. Manage the
bottom line so that the figures are at least as good as the
bid. Anybody who tells me that there is not really the
same pressure on a DSO has not realised the psychology
of the DSO manager, or of the centre manager. In
simplicity, if the figures do not stack up - given that the
manager knows about it - he or she is personally 

concerned because he or she cannot protect the contract,
the service, and therefore they may lose their job. We
have come across a number of DSO and commercial
managers who, when they are not making a surplus or
meeting the bottom line on a satisfactory basis, are so
concerned because it is their job and their future on the
line. And that personal pressure is great. If you do not
believe a DSO or centre manager should be focusing on
targets to manage the bottom line and make a surplus or
a profit, then think again.

The managers of client and contractor need to
manage the customer first and foremost. The customer is
the common language that is not always used, we have
found. The client actually wants to talk about the
building, the litter, the various other little aspects and so
on. The contractor wants to talk about why the client has
not done this, that or the other, as promised originally.
Our advice is to focus on the customer and manage key
information about the customers and their satisfactions.
Client/contractor information will flow from that.

Identify the contract’s profit centres. Profit centres in
leisure facilities include bars and catering, functions,
health, fitness, courses, events, retail, machines and hire,
for example. For the past ten years all the commercial
companies have been managing those profit centres.
Essentially, they are secondary spends. That is where a
contractor should make surpluses if there are surpluses
to be made. I do not believe there is a profit to be made
per se in leisure services but nevertheless, if you do not
manage those as independent cost centres or profit
centres then (as a contractor) you may actually miss
opportunities to improve the bottom line.

Recognise your fixed costs and revenues, look at your
variable cost centres and revenues - and that is where
those profit centres come back in again. So often we hear
that staff have been cut and yet it is staff that are needed
to make something happen to bring in more people and
more money. If you manage cost and profit centres as
variables, you may actually be able to afford to generate
more expenditure in order to capture even more income.
And that is the name of the game. If you have not
actually started looking at simple fast profit and loss
statements, and cash flow statements, then talk about it
quietly over that drink with your accountant.

In essence, the management information that you
require is to do with quantitative and qualitative results
and ratios. For a start, an analysis of the spare capacity
that you have within your business, particularly in leisure
centres, is essential. Remember you can never, ever sell
unused space again if it is not let today; that is one of the
truisms that people still forget both in preparing a bid
and indeed in managing tomorrow and the day after.
Empty space sells nothing; it earns you nothing either.
So for goodness sake fill it, even if it is at marginal cost
or less, given that your delegated authority allows you to
do it. Spare capacity is one indicator of performance.

And then there is measurement of quality issues with
analysis and with action. The logic of BS5750 does
actually encourage you to manage the quality issues that
bring quality to the customer, analysing those results and
then acting on your analysis. So the rules should be, no
inspection or measurement without record. No record
without analysis. And no analysis without action. We still
find management and staff making lots of notes and
records of all sorts of things from customer comments,
to staff comments, to dial readings, and doing nothing
about them at all. There is a choice. If they are 
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important then analyse and act on them, and if they are
not important stop wasting your time taking all these
records. If your client is insisting you take some of those
records for their own sake, then discuss the practicality
for both parties at contract review meetings.

However, the most important issue is that if you do
not manage customer dissatisfaction, then you could
actually be losing business through the door every hour
that you are open. Twenty-six out of 27 who experience
poor service do not complain. The quickest way to ruin
your business is not to recognise and measure that
dissatisfaction, and if the results warrant it, make
changes and measure again.

RQA conducts customer perception audits, cost
effectively. The quantified results measure change. In the
work done so far we have analysed the ten most
important issues in any one centre. They have included
general impressions, welcome and helpfulness of staff,
efficiency of staff, cleanliness, safety, catering and bar
service, and value for money, for example. Regular
measurement can track changes in customer satisfaction.

Then training - and training - and training - is so
important - not least in terms of coping with
management information and the personal use of
hardware and software. There is so much hardware and
software that is so ill used, or its potential capacity not
realised, that it does not make sense. Remember the need
to simplify the information you require. We believe, and
have proven a number of times, that the application of
hardware and software does not have to involve multi­
thousands of pounds, certainly in today’s recessionary
market. What about a common simple IT system linked
with the customer at front of house, with marketing and
direct mail and key performance indicators built in for
the management?

Do you use performance ratios and indicators? For
every visit, what is the total spend net of VAT? Still we
find centres that are not managing the average spend.
And business success is surely about bringing more
people back, spending a little bit more each time, whilst 

controlling expenditure. We reckon that it costs at least
ten times as much to generate a new customer as to bring
back a satisfied customer. Hence the reason for
measuring satisfaction, plus measuring spend per head,
improving each little by little. And there are so many
ways of managing those profit centres more profitably,
because the front of house activity charges may never be
changed by the client.

Other ratios include activity spend, catering spend,
retail spend, net operational cost, staff cost, energy cost
and maintenance cost for every visit. There are some
fascinating and varying results at different leisure
centres. And other ratios include the operational
expenditure for every hour open. What does it cost you
to run every hour? What income? What income targets?
What staff costs? What energy costs? What maintenance
costs?

And, in addition, scores for customer perceptions,
over time, monitoring the results and trends. And whilst
RQA provide independent checks, there is no reason why
you cannot do exactly the same, client or contractor,
focusing on the customer, awareness, welcome,
maintenance, cleanliness, specification and
correspondence, efficiency, safety, quality standards,
quality system, value for money, and anything else.

Let me say to you that one of the main problems we
have experienced with client and contractor relationships
is that they have not yet each paid the other the respect
that is needed. A person’s truth is their reality. If you
actually believe something, it is your reality and it will
drive you to do a number of things. Manage each other’s
truths, sometimes by independent check, but nevertheless
manage customer issues together if you can.

In concluding, there are some managers who have the
right information, energy and skill to ‘jump the rocks’.
Others will fall. Our evidence, and the case I put before
you, is that in order to manage your business, you need
pertinent, timely and defined management information.
Don’t let it engulf you for its own sake. Help it to help
you to manage the business better!
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SPORT AND COMMUNITY DEVELOPMENT

Simon Starr

Sports Development Officer
Leisure and Amenities Department, City of Cardiff

I propose to give you a brief history of the sports
development process, the different approaches to sports
development work and the key issues involved, also the
way in which we have tackled sports development in
Cardiff, highlighting, not necessarily success and failure,
but those initiatives that are still evolving.

The role of the sports development officer in an
organisation is multi-faceted. To many people sports
development seems to be quite a recent phenomenon; it
is only in the past four to five years that it has been
incorporated into our leisure jargon with the appointment
of a large number of Sports Development Officers
(SDOs). In truth, it has been with us for a lot longer
than that. However, finding a precise definition for an
area of work that often seems to be as constantly
changing as an amoeba is no easy task. The one that
appears most apt originated from the Sports Council:

“A process by which interest and desire to take part
may be created in those who are currently
indifferent to the message of sport; by which those
not now taking part, but well disposed, may be
provided with appropriate opportunities to do so;
and those currently taking part may be enabled to
do so more frequently and with greater
satisfaction.”

‘Planning for Sports Development’
Greater London and South East Region Sports Council

Sports development is seen as a process that
involves four areas:

• Foundation
• Participation
• Performance
• Excellence

SDOs tend not to concentrate too many resources at
foundation level, assuming that clients have the basic
skills to move on to the participation level. However,
with the advent of LMS and the national curriculum it
may be that more work will be required at the foundation
level in the future. As in foundation, a vital role is
played in participation by parents, teachers and local
authorities, but at this level we also see the involvement
of clubs, youth and uniform groups and the Sports
Council.

At the performance level agencies such as the
National Coaching Foundation, Sports Aid Foundation
and the governing bodies of sport start to become
involved in the jigsaw. When we get to excellence, the
influencing bodies will include the British Olympic
Association, the Sports Council, governing bodies, local
authorities, the National Coaching Foundation, and so
on.

The local authority SDO does not generally become
very involved with elite athletes other than using them as
marketing and promotional vehicles for events and
activities being organised.

It is important to realise that these four stages of the
sports development process do not represent a one-way
street but a continuum, along which sports participants
may travel. Traditionally we have seen the pyramid
model which gave the impression that each stage was
separate and that the only way to travel was up. This is
not the case; it must be recognised that as well as
creating pathways, ladders and opportunities for people
to progress along the sports development continuum,
there must also be a safety net mechanism that allows
them to return to a previous stage or below. The obvious
example is an elite athlete who decides to return to a
recreational level.

The planning process for sports development is a
vital area and one which is often overlooked by the SDO
and line managers. As a first step the SDO should decide
what he/she is hoping to achieve; what are the local
authority’s policies, aims and objectives; what are the
local community’s needs; what approach to sports
development is to be taken?

It is a good idea to undertake a SWOT analysis - an
internal and external audit that examines our strengths
and weaknesses, the opportunities and threats that exist.
It tells us where we are at the moment and where we can
go in the future. Set aims and objectives, then a strategy
which will include timescales, targets and methodology.
Then move into implementation, basically through setting
action plans and work programmes. Finally, monitor and
evaluate, relating performance back to the aims and
objectives, and to the strategy.

I would identify four different approaches to sports
development work:

• Target groups
• Facility based
• Community based
• Sports specific

With target groups there are a number of things to
remember. It is far easier to encourage greater
commitment and frequency of participation than to attract
new participants. The ‘couch potato’ may be a lost
cause. The question is posed, why do we spend so much
time and resources trying to involve non-participants
when it might be better to invest our efforts in those
people who are already participating, performing and
excelling. Many will argue that the pyramid base is
broadened by success at the highest level acting as a
motivating force far more effectively than a thousand
‘come and try’ days.

Secondly, target groups are not homogeneous.
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When you target women, for example, remember there
are so many sub-groups, all with their own needs,
desires and barriers to participation. Many of these sub­
groups would also appear as sub-groups of other target
groups. So, when dealing with target groups you must
ensure that you have a level of empathy with that group,
be aware of their needs, desires and aspirations. You
must be aware of their constraints and be able to find
effective ways of overcoming them to provide members
of that group with the opportunity to participate.

Looking at facility based provision, the decision to
follow this route is most likely to be influenced by the
range of facilities operated by a particular authority.
Generally, the more facilities that an authority manages,
the more likely they are to adopt a facility based
approach to sports development, encouraging
participation within their own facilities, as opposed to
smaller authorities, generally rural in nature, where the
SDO carries out activities wherever he/she possibly can.

The areas to be aware of in the facility based
approach are, firstly, the relationships that the SDO will
need to build with the facility managers; this is a vital
link and it is important that the SDO has a level of
credibility and respect with facility managers and is able
to deal with them both on a one-to-one basis and as
corporate group. It will be difficult for an SDO on
Scale 3 to persuade a leisure centre manager on P02 that
his programme requires alteration to accommodate
certain sporting activities that the SDO is promoting.
And that is effectively what the SDO is often trying to do
and should therefore have some knowledge of the effects
of changes to facility programmes in terms of staffing,
administration, marketing, as well as the revenue and
contractual implications. Other factors for both SDOs
and facility managers to ponder are the ‘ownership’
aspects of any scheme - is it a long term scheme or a
pump priming exercise; in the short term who is taking
the financial risk and at what stage does the SDO
withdraw?

The number of new facilities being built is very
small now compared to the explosion that occurred in the
’70s and ’80s. The threat of rate capping and the Local
Government and Housing Act 1989 have both drastically
reduced the amount of capital and revenue funding
available. Many authorities that have good facility
provision are now looking to invest in people, appointing
SDOs to raise participation levels, hopefully to utilise the
wealth of facility provision that already exists.

Community based sports development is an
increasingly important area of work as it allows officers
to concentrate their resources within a particular
community, rather than trying to achieve a little bit with
a lot of people. This area is critical with politicians who
are committed to support initiatives in areas of social and
recreational deprivation.

Unless we are aware of the demographics of our
community and the barriers to participation that exist we
are going to achieve very little. What the community
based SDOs must avoid is becoming too ‘hands-on’ in
their approach. Today's SDO is a catalyst, an enabler, a
facilitator - not the Action Sport model that rolled up its
sleeves and did everything from originating the idea,
marketing it, rounding everyone up, booking the facility,
coaching the activity, and then driving all the participants
home in the minibus afterwards.

Identifying existing facilities, groups and individuals
within the community is one of the main keys to success.

Work with these groups and individuals closely, use their
local knowledge and expertise, cultivate it and learn from
it. Develop these people, provide them with the
opportunities to train as coaches and leaders and, very
importantly, teach them to stand on their own. It is a
very difficult balance to achieve for an SDO, how much
support to give groups and individuals. Too much and
they become reliant upon you, causing problems when
you have to withdraw to work on other things; too little
support and the initiative either never gets off the ground
or just stutters and splutters along.

Initiatives need to be sustainable, there needs to be
development. Setting up a ‘come and try it’ session and
hoping that people will want to continue and use their
own initiative to do so just does not happen. The SDO
must provide the opportunity, the pathway for that
development. So, when they attend the ‘come and try it’
session you give them the information regarding the six
week follow-up course you have organised and from
there any number of options can be followed - regular
social booking, coaching sessions, the formation of a
club even. Hopefully, the ideas and aspirations will come
from the group, the SDO then needs to provide the
framework for that development to continue. What we
are doing here, in essence, is to attract, retain interest
and stimulate to action. This scenario is not limited to
community development, but relevant throughout sports
development work.

The last approach to sports development that I
intend to look at is the sports specific approach and this
is the way, generally, that we have adopted in Cardiff.

A number of sports are chosen and the SDO
concentrates on creating wider participation and/or
improving performance in those particular sports.

An alternative sports specific method exists whereby
the local authority appoints a DO to work with one
specific sport, for example, Swansea City Council have
both a gymnastics DO and a tennis DO in addition to
their generalist SDO.

This method is similar to that used by governing
bodies of sport who employ DOs to promote their
particular sports. A further alternative which we are
seeing more and more now is a sports specific DO
jointly funded by the local authority and the governing
body.

Anyway, back to the target sports - how does one
decide which particular sports to target for development?

The purist would say, undertake research to identify
the sports with existing structures, what facilities are
available, sources of finance, potential partnerships and
networks and/or committed individuals. However, local
circumstances will very often have an influence on what
is finally decided.

To give you an example, one of the sports we have
targeted in Cardiff is cycling but because we have a
cycle track at Maindy Stadium that is under-utilised, we
are not only targeting a specific sport but also working
a facility based approach at the same time to increase
participation at the track.

Trends can be very important in determining which
sports to target. Basketball is an example at the present
time.

In sports specific work you need to build up
partnerships and networks so that the framework you
create is sustainable when you withdraw at the end of a
given period. By the time the SDO withdraws
completely, maybe after 18 months, he or she hopefully 
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has left a sport that has:
o increased participation levels
© increased opportunities at various facilities
© increased numbers of coaches and leaders
o an increased number of clubs
© a competitive structure for individuals or teams, and

most importantly
© pathways for people to progress from participation

to performance and possibly excellence, and with
agencies or individuals that are capable of
continuing that work.

One of the major difficulties when working on a
sports specific approach is stopping yourself from
changing horses in midstream. However, if you find
things really are not going to work with a particular
sport, for whatever reason, then don’t be afraid to review
things and maybe change sports. Nothing is sacrosanct!

That is all I want to cover as far as the approaches
to sports development are concerned. Now I will cover
some of the key issues involved.

Firstly, CCT, which should be regarded as an
opportunity to ensure that sports development continues
within leisure facilities. Historically, sports development
has occurred in leisure facilities in many ways. If your
programme has included swimming lessons, badminton
coaching, opportunities for different target groups and so
on, then that is sports development. Now, however,
when a contractor is faced with pursuing a financial or a
social objective it is the former which takes priority. To
ensure that those social objectives are pursued and that
the contractor is committed to sports development it
should be written into the contract. The client may still
retain a budget that enables the SDO to buy
time/expertise within the leisure facilities for sports
development work, naturally at off-peak rates. Several
authorities are now contracting out sports development
and this may well be an effective method although I have
no hard information as yet to say one way or the other.
However, I think I would be pleased to remain on the
client side for the time being.

Marketing for sports development is really no
different from marketing any of the other activities
undertaken by a leisure department, but what often
happens is that the SDO spends a large amount of time
and effort spreading the word through contact with
various groups and individuals, marketing on a very
personal basis and hitting perhaps only a small section of
the target market. If the department or organisation
possesses a marketing section then the SDO must be
encouraged to make use of that expertise, rather than
trying to do it all alone.

What must be avoided is a return to the bad old
days of leisure marketing when a letraset or hand written
poster was regarded as an effective method. Outreach
work, presentations to schools and groups, setting up
displays in shopping centres, factories, community halls,
are all ways in which the SDO will attempt to get the
message across. Sports development initiatives are
competing against every other leisure opportunity offered
to people today. The message needs to be got across in
a positive way, prompting people to action, and this
requires effort and resources. The lesson for the SDO to
learn is not to work in isolation, thinking you can do the
job best. Use the resources and expertise that are 

available to you. It is important for an SDO to create as
big a profile as possible. Market yourself, and the
position you hold. Let the community in which you are
working know that you are there, what you are doing,
what you are trying to do, and so forth. Get your picture
in the local papers, give quotes in any press releases, do
radio and TV interviews, put your name, position and
telephone number on any publicity material you produce.
Even agree to speak at conferences!

It is easy for a leisure centre to market itself,
people know it is there and know what it provides, but
they are not aware of who or what a Sports Development
Officer is. As a breed there are very few shy and retiring
SDOs so the idea of marketing themselves is usually a
very attractive one!

Next, partnerships and networking, regarded by
many as the key area in sports development work
because the SDO is able to achieve so much more
working in this way. Working in isolation will always
limit the impact of any officer, but working with and
through others one can achieve many goals which will be
of benefit to all the parties involved. Partnership and
networking opportunities will vary in each geographical
area, depending on the potential that exists. It needs to
be remembered that “a network is not a finite object, but
something which expands as required, forming new links
and encouraging movement in all directions between
existing links”.

Sport and community development is about creating
and sustaining initiatives within the community. It needs
to include as many parties from as many sectors as
possible. Working with key agencies and organisations
will assist the SDO in making contacts, exchanging
information, advice and support and hopefully lead to a
more co-ordinated approach by all parties. This is vital
if the SDO is following a target group or community
based approach.

Naturally, the aims and objectives of many of the
partners involved within a network will not be the same
as the SDO’s. Don’t allow this to prevent good work
continuing. Identify what you have in common, fmd out
how you differ, what skills and resources each partner
brings to the table, and try to ensure that relationships
are built up with people. It is the quality of these
relationships that will determine the success of the
network. There is any number of potential partners and
the SDO is able to create a particularly useful network of
his/her own by identifying potential sports leaders and
coaches within the local community.

It is the area of coaching and leadership I would
like to focus upon now. Firstly, to distinguish between
the two: the coach is concerned with improving the
performance levels of the team or individuals he or she
is committed to, through a progressive learning
programme; the leader is involved in motivating and
organising people to take part, for whatever reason,
recreational, social, health or just fun.

Taking coaches first, generally the SDO will work
closely with the governing bodies, identifying the needs,
potential coaches, organising appropriate courses and
then seeking to deploy those coaches in the community
and with clubs and individuals so that the qualifications
and knowledge that have been gained are not lost. Many
people have governing body coaching qualifications that
have never been used.

If we make the assumption that generally leaders
are involved at participation level and that coaches deal 
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with performance, then it is likely that as our leaders
provide more opportunities for participation, inevitably
some will wish to progress to the performance level, so
there need to be coaches there to welcome, guide and
encourage them. Schemes and initiatives organised by the
SDO will very often require coaches and subsequently
coach education courses with the governing bodies.

Looking now at leadership, it is important that
leaders are made aware of their remit; they are there to
provide a safe and enjoyable environment for
participation, they are not there to ‘coach’. Most SDOs
are also leadership tutors and this enables the
identification and training of leaders to occur within a
much shorter timescale. Sports leaders can be found
from a number of different sources:
• Department staff working in leisure facilities
• Community workers
• School leavers, students and sixth formers
• Parents and existing leaders
• Coaches

However, once the training has occurred, it is vital
that the leader is not just left to his or her own devices,
but that the SDO provides a support service along with
the qualifying body that will help the leader in
deployment, insurance, information updates and
additional modules and courses.

Lastly, in terms of coaching and leadership, I am
pleased that at long last bodies like BISC and the NCF
are creating a higher profile and recognition for the work
of the many good coaches and leaders in this country.
Also, these agencies are doing work with the governing
bodies to create coach education structures that people
can understand.

Moving on to resources, basically, these can be
split into three areas: human; financial; facilities and
equipment. The human resource is usually the SDO.
Many of us are one man bands, often with a couple of
masters to serve. I am particularly envious of large
authorities such as Birmingham, Liverpool, Glasgow and
Kirklees who have such large teams of SDOs. Pooling
resources and ideas must be so much easier for them.
Having said that, there is nothing to stop SDOs in
neighbouring authorities from working together, perhaps
county-wide, on certain projects. In South Wales, some
have got together to train leaders and those of us in
South and Mid Glamorgan meet regularly.

Using the human resource available within the local
network, the leaders and coaches who have been trained,
volunteers and, if you have got the budget, purchasing
the expertise required, are the usual methods in
overcoming the problems of lack of human resources. In
Cardiff, each of the four contract monitoring officers can
be committed to assisting in sports development
initiatives. Fortunately, my line manager is very
supportive and will allow me to use this human resource
when required.

In terms of financial resources, many SDOs are
jointly funded and this not only relates to their salaries
but also to their project costs over the duration of the
contract. Other sources of finance might include: grant
aid from the Sports Council; European money;
government money through development corporations;
the Foundation for Sport and the Arts; using different
partners to provide the finance whilst your own
contribution is in kind; sponsorship (very difficult at
present); through the leisure management contract

(depending on what has been written in terms of free and
reduced rates for sports development initiatives).
Generally the authority may be able to find money for
certain schemes from central rather than departmental
budgets. Major special events will often fall into this
category. The principal problem with limited financial
resources is that the more you manage to achieve with
such restrictions, the less chance you have of ever
increasing those budgets.

The area of facilities and equipment is obviously
related to finance but there will be times when to
instigate an initiative the SDO will need both. In
somewhere like Cardiff facilities are not usually a major
problem but, having said that, getting the time slot within
a facility for what you require is tending to become more
difficult as there are fewer and fewer programming gaps
available. In rural situations it may be more difficult to
identify facilities that are able to provide what you
require and at the time you require it, and there is the
additional problem of getting people there. As far as
equipment is concerned, generally, the facilities should
be able to provide. However, if you are trying to
promote a new initiative, pop lacrosse, for instance, they
may not possess it. There is an argument for a SDO to
build up an equipment store for events and initiatives.
This resource can be shared by other SDOs and
providers, perhaps on a county basis.

Finally, in this section, monitoring and evaluation
- important but often neglected. It is reasonably easy to
see if quantitative targets have been met, but more
difficult to assess the quality of the experience. Two
possible measures are frequency and fidelity. We need to
balance cost effectiveness and value for money against
the social and recreational benefits. The important thing
when monitoring and evaluating performance is that it is
related back to the department's aims and objectives and
the sports development strategy that you have hopefully
produced. There needs to be a link between the targets
that are set, the performance indicators that are used and
the aims and objectives. The way in which the review
process takes place should be carefully timetabled with
fixed regular meetings between SDO and line manager
with the responsibility upon the SDO to produce the
required information from which the analysis takes place.

In the final part of this presentation I will look at a
few examples of sports development initiatives in Cardiff
and hope that you may be able to relate these back to
your own situations. The city has adopted a sports
specific approach, targeting six sports: athletics,
basketball, cycling, gymnastics, swimming and tennis.

Gymnastics first: four years ago, the city, the
county and Cardiff Bay Development Corporation formed
a partnership that created the post of Gymnastic Project
Officer whose brief was to increase opportunities for
participation through an outreach scheme and to raise the
levels of performance of those already competing. He
left after two years of his three year contract, leaving a
very successful outreach programme but not having
achieved a great deal in terms of performance levels. At
the time, an opportunity arose to secure the services of
a Soviet coach, named Evgenny, who had coached
Olympic champions. It was felt that it was too good a
chance to miss, to bring a coach of such high standing to
the city. So that is what happened. The funding
arrangements changed after the three year contract
expired. Unfortunately, Cardiff Bay will not support any
scheme twice so now the city, the county and two local
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clubs have formed a four-way partnership to fund the
coach’s continued presence.

He works with selected children from the clubs and
city leisure centres, none of whom are allowed to attend
his accelerated training classes without their own
coaches. This is important as it means that indirectly he
is educating the coaches as well as improving the
performance levels. Success in a venture such as this is
not something that can be measured overnight and it is
felt that it will be several years before his impact is
really felt.

Meanwhile, at a lower level, the original outreach
programme has been sustained through local organisers
and coaches and the city has created a structure, worked
out with the governing body, for gymnastic development
within the leisure centres and community halls. The
structure has four tiers, three of which are already in
place, based on levels of ability. The criteria for
progression must be fulfilled before moving on to the
next stage. The top tier, which is being worked on at
present, is the creation of a single squad or club from the
facilities. The group will then train for two hours, once
a week, at the Welsh Institute of Sport where a new
purpose built gymnasium has just been completed. It is
the children from this squad that Evgenny will choose for
his accelerated training programme. So, at the moment
we are reasonably happy with the way in which
gymnastics is progressing within the city.

Swimming is quite healthy too and similar to
gymnastics in that all our leisure centres and pools have
junior clubs that can all act as feeders to the City of
Cardiff Club. We think we have something unique here
as well in our Apprentice Swimming Coach. He is
known as the Sorcerer’s Apprentice because the city’s
top coach is Dave Haller who was British Olympic Team
Coach. He has had experience all over the world and is
widely respected as being one of the top coaches in the
world. The three year funding for the ASC has come
from the city and the club, and has the support of the
Sports Council and the governing body.

John Stoute, the ASC, will learn an enormous
amount from Dave Haller and pass that experience on to
many others, whether they be in Cardiff or wherever else
he may end up. We really do mean it when we say that
as long as the sport benefits then that is the most
important thing. We will be using John to identify
potential talent for the club from the feeder clubs and to
ease the passage of youngsters from their local pools to
training and competing for the Cardiff club, making the
transition hardly noticeable We are also looking at ways
in which we can ease that financial transition.

In the past several of the leisure centres had tried to
get junior basketball coaching going but with very limited 

success. It was thought that the time was right to try
again and provide the opportunities on a city-wide basis,
so now basketball coaching takes place in all five leisure
centres and two of our community halls every week. In
two weeks time an under-16 mixed league will start with
each facility playing the others on a home and away
basis. Already another centre has joined the league, so
eight teams will compete. The funding for the scheme
has been possible through a 50% local sports
development grant from the Sports Council for Wales.
The Basketball Association of Wales and the city have
made their contributions in kind, mainly in time, in
terms of administration, facility usage and so on.

Included in the scheme is a coach education package
for the members of staff from the facilities who assist
Troy, our American coach, in the weekly coaching
sessions, so that if he is unavailable the sessions can
continue. In terms of publicity, there have been several
press releases, radio interviews and 16,000 leaflets
produced, one for every school child in Cardiff aged
between 12 and 16. Troy and the Basketball Association
DO are currently visiting various schools, arranging talks
and demonstrations and I myself did a few talks earlier
this year. There has also been a large number of other
basketball opportunities for the youngsters in the city
which we expect to increase the numbers participating.
The future development of this scheme is that the centres
will take it on themselves in year two and that the facility
teams will hopefully become junior clubs that then feed
into the senior teams within the city, thus ensuring their
survival.

This scheme has been quite a simple one to set up
and we are hoping that it may provide a blueprint for
other similar team sports within the city in the future,
such as volleyball and netball. I know that the BAW
along with other SDOs have already started similar
initiatives in other authorities based on this format.

From these three examples I hope you can see that
it is the city’s intention to try to provide development
plans for each sport, so that any youngster or adult in the
city can choose a particular sport, have a taste and, if
they decide they want to stay with that sport, know that
the opportunities to progress to other levels exist. The
framework, like the pyramid or the Sports Council
model, is bottom to top, but always with the chance to
return to a previous level. I hope that these examples
have given you some food for thought and some ideas.

Finally, I have tried to give you, not the theory side
of sports development but the more practical side of it -
the key issues, how to approach them and perhaps what
to avoid. I hope that what I have said has been helpful to
you.
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‘CHAMPION COACHING’

Katie Donovan

National Coaching Foundation
Senior Lecturer, Leisure Studies, Sheffield Hallam University

With the recent changes in sport and government, of
which you are well aware, including the reorganisation
of local government, the growing autonomy of schools,
the National Curriculum, and particularly from the
National Coaching Foundation’s point of view, the
professionalisation of coaching, we believe that it is time
for a new vision for quality sport opportunities for young
people. That goes across the length and the breadth of
the local authority provision for children. The content of
what is being offered to children is now being scrutinised
by schools, leisure services and national governing
bodies of sport, with particular regard to abilities, ages,
and the sport development ladder - the continuum of
sport as we know it.

The National Coaching Foundation’s project
‘Champion Coaching’ is just one model for co­
ordinating, communicating and co-operating around
maximising our facilities and our opportunities for young
people. It really is this model that I want to talk to you
about today.

First and foremost, let me say that we are
‘Champion Coaching’ from participation to performance.
What does that mean in terms of identifying the young
person and their opportunities, etc? Well, very simply I
would like to make sure that we set out our stall so that
you know what we are talking about in terms of the
young person.

Typically, ‘Champion Coaching’ is about working
with communities that have endeavoured long and hard
to go through the sport for all, the taster, the beginner,
the recruiting of children into opportunities in sport. It is
about helping that community to provide a quality
experience for the youngster who wants to step into
performance sport. In many of the communities that we
are working with we have found that it is easy to entice
children into sport but it is very difficult to get them to
make a commitment and to keep them there on the
performance ladder. So this is the child we are talking
about and all the opportunities that affect that youngster.

Just to bring you up to date, in our first year of
operation, the National Coaching Foundation operated 24
local community ‘Champion Coaching' schemes. We
received further funding to carry on and in the past two
to three months we have just gone through a rigorous
application process. Over 90 local authorities applied to
be part of ‘Champion Coaching’. We have now selected
47 across England, Wales and Northern Ireland. We are
attempting to broaden our approach because England is
not the only country that is having difficulties in and
around rebuilding what was traditional after school sport.
So we are growing.

There are now 14 sports officially involved with
‘Champion Coaching'. Again, there is a rigorous
application process for a governing body, a partner with
the NCF, to deliver ‘Champion Coaching' - 35 

governing bodies applied, 14 have been accepted.
I will just say a word about where we are coming

from in ‘Champion Coaching' because I think it sets the
tone for us. The first year of funding was directly from
the Department of Education and Science and the
government, which was very concerned that local
authorities, governing bodies and schools should come
together to sort out this problem and the issues around
school age sport. We now have funding from the
Foundation for Sport and the Arts and we have taken a
slightly different turn in our approach. We believe that
you cannot help people permanently by doing for them
what they could and should be doing for themselves. So
this time around, ‘Champion Coaching’ is an active
partnership model. This is not something we do for local
authorities, and it is not something we do to local
authorities; it is an effort we undertake with local
authorities.

This year we have a mission in ‘Champion
Coaching'. We are attempting promote quality assured,
youth sport coaching for performance motivated children,
delivered in a community that has co-ordinated
structures. I will be talking today about what I mean by
that but what is more important is what you mean by it.

We believe that for far too long now we have had
vested interests at the local, regional and national levels,
for delivering sport to young people. ‘Champion
Coaching' is one partnership model that says, let us
maximise resources, let us maximise facilities, let us
maximise our thinking around performance sport for
young people.

Basically, we have five major partners that work
with the National Coaching Foundation to deliver
‘Champion Coaching’.

It is not just because I am here today that I put the
local deliverer at the top of the list. They are at the top
of the list for whichever group I am speaking with. The
local deliverer is typically leisure services; it might be
the recreation management unit; it might be sports
development; it might be from the facility side in and
around leisure services. Sometimes ‘Champion Coaching’
is co-ordinated out of the local education authority;
sometimes it is co-ordinated by the youth service;
sometimes by a charitable society such as the London
Playing Fields Society. However, the blueprint that the
community delivers is the same; the principles are the
same. The National Coaching Foundation is merely the
administrator of ‘Champion Coaching’. There is myself
and three other full time staff based in Leeds who guide
the implementation of the blueprint. We like to think of
it as policy and practice in one. It is a very dynamic and
vibrant piece of sports development work.

Physical education - or as I like to say, the physical
education professions that are now undergoing
unification. Where is it that physical education fits into 

36



this quality provision for youth sport? Are they coaches?
Are they external managers? Are they just the keepers of
more facilities for us to tap into? Are they the road
blocks stopping us from real dual use, etc?

The national governing bodies themselves - I do not
know how you feel about this but I happen to believe that
school age sport in this country will go nowhere until we
reach out to the governing bodies and go forward
collectively with them. Where is their performance
planning for young people? Where are they headed?
What are their views around coaching and coach
education? What is their relationship to local authorities
and slim resources?

Last but not least, the Sports Council. Our schemes
are dotted across the country and they are collectively
vetted and approved with each Sports Council region.
Each one of these networks has a liaison officer who has
agreed roles and responsibilities with the National
Coaching Foundation. Now, think for a moment how
large this network is. Many of these systems have
national, regional and local centres of influence. In
‘Champion Coaching’ nationally, regionally and locally,
we have a liaison officer who works directly with us to
make certain that once ‘Champion Coaching’ comes to
the local authority it has a lot of leverage behind it.

However, we do not think that is enough. It is
important that we share with you what the National
Coaching Foundation believes the power of partnerships
to be. In less than 14 months, ‘Champion Coaching’ has
gone from being an isolated experiment into something
that many local authorities and many organisations in
sport are feeling is appropriate to them.

It is critical that successful partnerships lay ground
rules for co-operation and that they share their thinking.
Whether or not this is ‘Champion Coaching’ or any other
partnership, I believe this is the difference between it
being successful, long term, sustainable, and falling
through the cracks.

First and foremost there is a shared philosophy.
Those communities that begin to work with us on
‘Champion Coaching’ understand our philosophy and
they are fully articulate of theirs. Where is it that young
people sit in their community in terms of provision? Is it
just numbers in the community coming through a certain
level of provision? Is it a quality service? Is there room
for both? The philosophy that you have must marry up
with what we believe to be opportunities for young
people.

Are there shared objectives in the partnership? This
is a marriage when you enter a partnership and like
many of us there are marriages of love and there are
marriages of convenience. We believe successful
partnerships have shared objectives. Not all the
objectives are shared by those five partners across the
board but there is a core of objectives. In physical
education the objective is much more heavily loaded
towards the human development end. With governing
bodies of sport, the objectives are much more loaded
towards the sport performance end. With local authorities
there is something to do with pride and resources and
kudos. But in the centre sits a shared core of objectives
in and around ‘Champion Coaching’. If that does not
happen in partnership I do not think there is a sustainable
future.

Mutual respect - how often do we entertain and ask
people to come to the table in and around a partnership
opportunity but we grade our level of respect according 

to our value system. Check it out next time you go into
partnership negotiations. Are you valuing those people
who put the money on the table more than those people
who put the human resource, or who put the ideas or the
political leverage? Each member of our partnership team
brings something to the table and we, as a good coach I
hope, are playing to their strengths. We are setting up a
successful partnership from the very beginning in
‘Champion Coaching’.

Finance - in this day and age you are the experts on
that. I do not have to rant and rave here and tell you that
finance is slim and getting slimmer. I believe that there
are resources in the system for sport and sport
development in and around facilities, and the client side.
We have to be creative about how we find it and use it.
Sharing resources leads to shared rewards and
satisfactions. ‘Champion Coaching’ does not belong to
the National Coaching Foundation. It now belongs to the
people across the United Kingdom who care about
development opportunities, quality opportunities, for
young people.

So what is this model that ‘Champion Coaching’
and the National Coaching Foundation is talking about?
Even more to the point, what can a blueprint offer
partners and networks? I would like briefly to explain
how we have built the ‘Champion Coaching’ blueprint
and the model.

First and foremost we have a simple but strong
philosophy. We put children first and politics and interest
groups second. That will always be the case as long as
‘Champion Coaching’ sits inside the National Coaching
Foundation. For years the NCF has purported to say
partnerships are the way forward: between PE and sport;
between sport and local authorities; across every sector.
But we have not had a model to put our money where
our mouth is. We are attempting to do that in ‘Champion
Coaching’ and daily we are asked to make difficult
decisions. Which sports are in and out? Funding, who
gets what, where, when and how? Our decision making
base firmly rests on this philosophy - children are first.

We have a national programme which is capable of
leading communities towards consolidating their
resources for delivery of youth sport. Perhaps you have
grown weary of another poster session, another ‘have-a-
go’, another recruitment plan that has to start over again
every spring, summer, autumn or winter. We are talking
about consolidating a continuum of opportunities in your
community for children, where you take the leading role.

Co-ordination - we are really committed to bringing
the major national and local networks together for
effective, mutually beneficial partnership for sport. One
thing the National Coaching Foundation does well is to
gather people, chat through and discuss difficult issues.
Last Monday and Tuesday, each of the 45 schemes now
involved in ‘Champion Coaching’ had their youth sport
manager gather with us in Leeds for two days of thinking
through how to bring local kudos to the community, how
to deliver ‘Champion Coaching’. Think about that, for
the first time across the United Kingdom, 45 people
came together to identify a consolidated approach to
youth sport delivery, where schools, teachers, clubs,
leisure services, the youth service, and all the other
franchising groups in and around youth sport, can
operate a common game plan.

Multi-sports design - this is a little bit of
‘Champion Coaching’ that has taken some adjusting
across communities for the governing bodies. Some 
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governing bodies would like to run ‘Champion Coaching’
selectively out of their patch. This is a workable design
that organises the community concept of youth sport
under one roof with the honest broker approach, and that
is the Youth Sport Manager. So whether you are
organising many sports for coaches, facilities, transport
and quality control, whether that is the nitty-gritty of
police checks, advising on child friendly facilities, to
vetting whether or not a club is accepting of junior
sections etc. It is a multi-sport design that gives local
authorities the leadership and responsible decision
making..

Above all else in partnerships I believe we need
leadership. First you need the blueprint and the design
but then you need the leadership that has the courage to
begin to co-ordinate outside traditional boundaries. That
is not easy; that is the tough part in partnerships. We are
helping from a national point of view to give the local
community the courage and the remit to do that.

In ‘Champion Coaching’ the Youth Sport Manager
is the leading light. To enter ‘Champion Coaching’, a
community, whether it sits in the local authority, the
local education authority, a charitable society, or some
other organisation, must offer up a competent, capable
and caring Youth Sport Manager. Who is this person
anyway? Well, on the education side they may be part of
our dying breed, an adviser or an inspector. They may
be a seconded physical education teacher. They may be
a head of department. On the local authority side, sitting
in leisure services, they are a broad range of people. We
have facility managers; sports development people who
have a remit either for performance, young people or
specific sport development. They are people who touch
youth sport in some way, shape or form. They are
already doing, or attempting to do, some of this co­
ordinating work. They now have written into their work
programme two days a week that they can commit to
delivering ‘Champion Coaching' inside their community.

The first step that the Youth Sport Manager
typically takes besides setting the forum of a youth sport
advisory group is to begin to do an audit of facilities that
are in that community, not just the local authority ones
but the private sector, the schools sector, and every other
group of facilities that are available.

We must begin to come together for a game plan
across our communities, not just what we own, not just
what we influence, but the total resource package that the
community has. The profile, skills and career structure
of the Youth Sport Manager is becoming clarified and
systemised. We believe that in the next year we will take
on 20 new schemes across the country. The year after
we will take on 30 more. It is one partnership model that
is supported nationally, regionally and locally, and it
works.

What are some of the benefits of this type of
partnership model to local authorities, whether or not we
call it ‘Champion Coaching’? First and foremost we
think it makes for more efficient and effective use of
resources. You become, as I have said, the leader in the
community, bridging the gap and pooling the resources
of many different client groups, putting together a total
picture for the young people in your community. I
honestly believe that the lessons learned in the small
band of the 11-14 year old performance motivated
youngster can then be incorporated upwards and
downwards. We now have primary schools and all kinds
of summer programmes in some of our communities 

saying they need the same kind of blueprint. The school
leaver, the old age pensioner, and so on, can benefit
from this combined use of resources.

Higher standards of health and safety - that is
critical, and you have been telling us that in ‘Champion
Coaching'.

Improved standards of sports performance
contributes to community pride and increases
participation. I know that we must draw young people
into sport as our future clients. Think about it for a
second. A quality service can result in a youngster
making a commitment to a particular sport. It will keep
them in that sport, not just as a participant but as a
connoisseur.

Increased revenue through an improvement in the
quality of service provided for customers - research now
shows us that if the client within the community receives
a quality product they do come back. They understand
what you are attempting to market for them and they
bring others.

On the ground it is important to note that you will
see youngsters in ‘Champion Coaching’ in a controlled
environment with quality coaching. That is the key. We
are doing an enormous amount of work with the Youth
Sport Managers. We are providing coaching scholarships
now, not just for NCF material but for the governing
body material as well. We are putting together what we
call the ‘Champion Coaching’ kit which is a series of
resource materials and workshops whereby we begin to
influence the PE teacher, the governor, the leisure
services department, to think about this partnership
model. They are conducted by National Coaching
Foundation tutors. It is a package deal to change the
behaviour and attitudes within a community about
focusing on partnerships for young people.

It is these tools to influence the decision makers and
build up the momentum that I think separates ‘Champion
Coaching’ from being just mere schools of sport to a
sustainable sports development future.

I have a full time education officer who does
nothing else but co-ordinate production not just of
information leaflets but educational resources, designed
for people to question the way forward, designed to help
them to see how to fit in to a ‘Champion Coaching’
blueprint. This all helps networks towards a locally
delivered comprehensive quality sport programme.

However, I have another view of what the blueprint
looks like. It has a fun side. Across the country last year
about 6000 youngsters took part in a very quality
controlled ‘Champion Coaching’ sport programme.
About 4000 of those youngsters are continuing on in
what we call exit routes.

I want to take time out for a minute and address
this youngster not just as our client but as our future.
Youngsters who may very well be going through your
sports programmes are really our health and our
investment into tomorrow. These youngsters are not just
performers. They are tomorrow’s coaches, officials,
umpires and referees. They are tomorrow’s junior club
secretary. They are tomorrow’s physical education
teacher, youth sport development officer. They may even
be tomorrow’s president of IBRM! The values, the
message and the flame that we pass on to these
youngsters is critical to our health and growth in the way
sport and sport development is then perceived in the next
generation. The quality sport opportunities that we offer
these young people affects not only their quality of life 
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but also our quality of life within the community. We
think that is vitally important.

In ‘Champion Coaching’ we have a real
commitment to fair play. Each one of our ‘Champion
Coaching’ squads has a coach who has been through a
rigorous fair play induction. For instance, the ‘Champion
Coaching’ squad has an award called the Fair Play
Award. We are pleased to say that we are the only award
that carries Ron Pickering’s name. It is the Ron
Pickering Fair Play Award for young people. Unless we
begin to build that into the fabric of what sport and sport
opportunities are about we will be missing the boat with
these young people, not just young people as players but
young people as fair-minded citizens. So it is a critical
underpinning of ‘Champion Coaching’, this emphasis on
fair play. It is down to us to start to model that in the
way we work at an upper echelon in sport as well.

I do not think it is all easy in ‘Champion Coaching’
but we are setting a pattern for progress. We believe that
it is time to stop talking about partnerships and begin to
do it. Yes, it is a small arena but for us it is working
across several countries. In your communities there will
be problems around the delivery of quality sport
programmes. We call it the gap between what the school
has to offer and the sustainable structure which picks the
youngster up. That problem leads to planning. We call
that the YSAG, the Youth Sport Advisory Group. You
may know it as a forum that is operating in your
particular community. That planning is for partnerships.
The partnerships that come together in ‘Champion
Coaching’ are not talk shops; they are to put partnerships
into practice; policy into practice. We call it thinking
globally and acting locally. That practice then moves into
provision. That provision is the map for the forward
progress; it rewrites the ‘Champion Coaching’ blueprint
nationally, year in and year out. And inevitably, progress
leads to problems, whether that is more resource, admin
staff, or outgrowing a particular facility. But it is a live,
vital process that we see as the pattern for progress.
‘Champion Coaching’ is only one model, we understand
that, but we are working very hard to make sure that the
model we are putting forth can begin to rejuvenate the
fabric that underpins school age sport activity in this
country. It is essential that that fits well inside your 

community walls.
So what about the future? After school sport is here

to stay. We need it, we want it. The question is, is
quality and quantity mutually exclusive? Do we have to
settle for one or the other? The answer from me is no,
I think they marry quite effectively. But again, it takes a
game plan and leadership. We have to stand for
organisation versus fragmentation, not just writing
committee reports about it, not just formulating
strategies. Those are first steps but then we have to take
those strategies off the shelf and put them into practice
for our young people. We must begin to organise and
eliminate the fragmentation that now exists. It is a
myriad of roads and networks out there. Through
‘Champion Coaching’ we are trying to say, let us begin
to build a performance pathway that uses traditional
delivery systems and new delivery systems, and co­
ordinates that under your roof.

We believe it will take co-ordination and
communication. Then it will take action for partnership.
I really believe that this is the future in and around one
partnership model for school age sport.

This second go around with ‘Champion Coaching’
has been adopted by the National Coaching Foundation.
We are no longer a project, we are no longer a flash in
the pan. If you know anything about the National
Coaching Foundation, and particularly our leader Sue
Campbell, once she gets the bit between her teeth, things
are around to stay for a while. We are not just about
offering opportunities for children. We are about
contributing to a long term sustainable future. That is not
easy. Sometimes we run across the bow of traditionalists.
Sometimes in a particular community it is difficult to
take the tough call. But like any new endeavour, I guess
I will borrow some lines from Machiavelli and say to
you:

“There is nothing more difficult to take in hand,
more perilous to conduct, more uncertain in its
success, than to take the lead in the introduction of
a new order of things. ”

Through ‘Champion Coaching’ we are trying to
offer a new order of things.
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SPORT: THE MIDDLE AGED AND THE ELDERLY

Eileen McKeever

Leisure Marketplace Ltd

Programming for Older Adults
We are all familiar with newspaper reports and statistics
telling us about how the population is aging and why we
should be targeting our leisure services at older age
groups.

What is less well documented is how we go about
targeting older markets. Hopefully in this short session
we can come up with some ideas on programming based
on consumer research we did on the older market to find
out about their lifestyles and expectations. Knowledge of
the customer is all important when putting a programme
together, and subsequently marketing it.

Firstly, you don't get off without some statistics!
Here are a few to reinforce any doubters about
population trends. In Britain there are currently 18
million people over 50 years of age, and two million of
these are over 80. That is almost one third of the total
population. By 1995 there are projected to be more
people over the age of 45 than under the age of 30.

Better housing, higher standards of nutrition and
health care, have reduced death in childhood and middle
age. Subsequently, more people retire in good health and
with sensible care can expect to have 20 years or more
in retirement.

The vast majority of older people are healthy and
independent
• Of people aged 65 years and over, 95% are not

housebound.
• Only 4% of those of pensionable age live in non-

independent or institutional accommodation.
• One third of all households include a pensioner.
• More than one third live alone, particularly women

over 80 years.
• Most of the care responsibility for these elderly

people lies with their family and friends.
Estimating the wealth and ability of ‘older people’

is just as difficult as it is for any other generation. They
are not a homogeneous group which can be pigeon-holed
into a single category. Any differences in social status,
education and income are still there into old age.

Financially, they are a very polarised group - the
younger end of the scale and the newly retired having
high disposable incomes and vigorous health while many
of the elderly are surviving on state pensions and
benefits. There are a variety of circumstances
contributing to this polarisation. The positive sides
contributing to wealth are:

• The growth of occupation pension schemes.
• The increasing number of women at work who have

pensions in their own right.

• Growth in home ownership so that retired people
will have accumulated substantial capital wealth
when mortgages have been paid off.

• The value of inherited wealth will increase and
benefit particularly those reaching retirement age.
Inherited property is projected to increase from
£7.19 billion in 1990 to £10.6 billion in 2000.
The factors contributing to poverty are:

• State pensions may be held steady with inflation but
will probably not grow in real terms. Those
dependent on state pensions will become poorer
compared to the rest of the population.

• Pensioners’ wealth may be locked into their
property so that they are ‘capital rich/income poor’.
It is the former affluent group which is attracting

the attention of commercial marketeers. Recent research
estimates that the disposable income of this group is £108
billion. For many of you working in the public sector,
the key target markets may be the less well off who often
need more encouragement and incentives to join
recreation programmes.

The Danger of Stereotyping
I would now like to talk about the danger of
stereotyping. The definition of old is very much in the
eye of the beholder, although our perceptions are
influenced by historical and cultural traditions. The youth
culture of the ’60s and ’70s still predominates today and
this over emphasis on ‘youngness’ does diminish the
views that older people have of themselves.

Despite the differences in wealth the issue which all
older people have in common is their need to continue to
feel valued members of the community. The stereotype
of older people as being incapable of activating new
interests is outdated and it is ageist attitudes which
perpetuate these views. When an active 84 year old was
told she was remarkable, she replied “Hell, I’m just an
84 year old version of my 20 year old self, I was always
remarkable”.

The Leisure Industry

The leisure industry is one area that has been particularly
dominated by the youth culture. ‘Leisure’ as we know it
today is a relatively new concept. The types of active
leisure and entertainment available are very much
orientated to younger generations - active sports,
nightclubs, wine bars, themed restaurants, even the
cinema. Only the travel trade have expanded their market
by the targeting of holidays for older people. Think of
Saga, Intasun, most of the large companies are targeting
the large number of older people who are flocking to
warmer climates where they are better catered for.

Part of our research project was a consumer survey
of people over 50 where we asked questions which
established how they spend their leisure time, how
satisfied they are with the service, and what they
perceived were the major constraints to participation.
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From the results we can build a profile of the customers
to whom you are intending to ‘sell’ your leisure services.

Key Issues Arising from the Research
We will talk about some of these later, but the first point
to make, and it is an overriding one, is that those we
surveyed did not think of themselves as being ‘old’. The
only reminder of age is the limitations of their body.
Their minds are the same as they have always been.
They feel trapped within a changing body. Most were
aware of ageism but just accepted it as part of growing
old.

Attitudes to Retirement
The experience of retirement obviously affects people
differently. All agreed that the main benefit is the
flexibility it gives in terms of having more time, but the
tendency was to plan ahead much more rigorously than
when they were working. This made them feel busier.

In terms of the negatives surrounding retirement,
most people are just not prepared for the change which
it brings. The lack of camaraderie and friendship which
is part of the work role comes as a shock and there has
to be a process of relearning the skill of making new
friends. The relationship between husband and wife
changes - they spend more time together than ever
before, which can cause problems. There appears to be
a real need for more widespread pre-retirement training,
not just financial advice but help in adapting to a new
way of living. Maybe this is something that the public
sector could co-ordinate.

Attitudes to Leisure

When asked about their understanding of leisure it was
seen as being able to choose what to do with your time,
and subsequently doing things that you enjoy. The
problem for some was still having the ingrained work
ethic which brings feelings of guilt when too much time
is spent ‘enjoying’ yourself.

Active leisure formed a part of the leisure timetable
for most. The key motivations are social interaction
(especially for women) and the sense of satisfaction and
achievement in having done something (especially true
for men). Most enjoyment comes when you realise your
limitations and stay within them. The barriers to
participation include elitism among more proficient and
often younger participants and the lack of facilities and
courses for beginners and casual participants. Cost was
also mentioned as a constraint. They want added value
and are responsive to loyalty programmes.

When asked about their entertainment and how they
preferred to spend their evenings, eating out in a good
value, predictable pub or restaurant was the favoured
activity. Although they prefer to mix with a variety of
age groups, loud, crowded areas were definitely out.
When discussing trips there was a distinct preference for
self-organising. Organised group tours were seen as
inflexible and best suited to older, single people who
lacked transport and companions. It was the single
members of the groups who made use of organised day
trips.

Spending time with family, especially grandchildren
is very important to them but seems to be more of a
regular feature of life for single people than for those
who have a partner. For the latter, family outings are 

special occasions rather than regular occasions. It is
difficult to say whether this is the wish of the younger
family or of the grandparents. Targeting the
grandchild/grandparent market is a viable strategy. Some
of the theme parks have been doing this with special
pricing packages. Maybe it is something you could try in
swimming pools.

Attitudes to Money
Cost of participation in leisure was raised at several
stages in the discussion. Even those with reasonable
pensions are price sensitive. They do not know how long
they are going to live so they budget accordingly.
Several feel that the gap between rich and poor is more
acute in retirement than at any other time in life. Even
those with substantial disposable income were very
discriminatory in their leisure spend, looking for good
service and value for money.

Suggestions for Improvements
Without prompting, there were calls for improved
promotional campaigns. It seemed that news of local
activities spread by chance rather than effort. There was
a strong view that as you get older and inhibitions
increase, you need more convincing encouragement to
take part in leisure activities. Once hooked, older
participants are much less fickle and fashion conscious
than younger people.

Providing Leisure for Older People
So how can providers improve leisure opportunities for
older people? When looking for significant features
common to the older generation, the need for facilities
and activities which increase social contact comes to the
fore. This contact is not only among themselves but
integrating them in a sensitive way with the population as
a whole.

Common Characteristics
From our research we have identified characteristics
common to older people. It is important that the
implications of these on everyday life are understood
when providing leisure opportunities.
• Retirement - active use of leisure time is not just a

simple alternative to work. Many people never
adapt to retirement. A large number take part-time
work either paid or voluntary. Enjoying leisure time
still brings feelings of guilt.

• Leisure literacy - in later years of life correlates
directly with the levels of younger years. For those
who have never taken part in active leisure, trying
out new things in retirement is very difficult.

• Cost - the financial circumstances of older people
vary immensely from healthy 55 year olds with
good pensions, investments, and homes of their
own to frail 80 year olds, on state pensions in
council accommodation. They obviously have
different levels of disposable income and their
expectations of life are different.

• Loneliness - a very common feeling among older
people, especially women whose husbands die and
families have left home. Their biggest barrier to
going out is lack of companions, and the associated
lack of confidence to do things on their own.
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The Awareness Problem
The research highlighted these issues and other barriers
which operators will have to overcome if they are
successfully to provide leisure for older people. The age
old problem of lack of awareness of what is going on
was mentioned again and again. Informal activities such
as walking and reading are part of everyday life for most
older people but more ‘commercial’ leisure is not. Many
admitted that they were full of good intentions but
motivating themselves to do something for the first time
was difficult. Once the first few visits were over and
they were familiar with people, and the activity, they
became very loyal customers.

The message here for operators is a simple one -
go directly to the target market and tell them what you
are doing. Word of mouth is very important but to have
much impact it must happen on a large scale. Our
research showed 85% of older people belong to some
form of organisation - be it Women's Institute, church
groups or golf clubs. These are good places to make
direct contact and perhaps organise open days, taster
sessions and local exhibitions or fetes which tell people
what is happening in the area.

The benefit of promoting your service via these
organised groups is that they are not exclusive to any age
group. They just happen to be dominated by older
people. This helps to integrate rather than segregate -
something which is important to older age groups.

Other good promotional avenues are doctors’
surgeries - doctors are often keen to encourage
participation in sports and social activities. Radio stations
often have special interest shows for older people.
Libraries are another route.

When programming services or adapting facilities
for older people, their need for social interaction is a key
motivation and must be both catered for and promoted as
central to the service on offer. For many this could be
the only outlet for meeting people and making friends,
with which they can then do other things.

Health and fitness centres are in an ideal position to
attract older people as they offer facilities for relaxation
and health maintaining exercise but only a few have been
successful at promoting themselves to older age groups.
The image often portrayed is of fit young people who are
familiar with and adept at using the equipment. It is these
physical activities which highlight aging bodies and can
discourage older people from wishing to mix with
younger age groups. Sensitivity to these feelings and 

specific programming at convenient times would help
overcome these problems.

Social Activities
I have said how social interaction is so important to this
market, encourage this by having group refreshments and
functions as well as the specific activity. In many
instances another activity can evolve from an original
group once people realise common interests. Older
people often have the skills and experience which they
are happy to use to organise their own groups, so
encourage this.

The Pleasure of Learning
Although not viewed as a mainstream leisure activity,
education for pleasure is a growth area and one which is
particularly appealing to older generations who may not
have had the opportunity in their youth. The element of
choice and the time available to follow specific interests
encourages the retired to take classes which stimulate
their minds, provide companionship and continue their
learning process. Again, organise classes within your
facilities.

Timing
It is fortunate that many older people are available and
interested in taking part in leisure activities during the
day when facilities are under used, so can be offered to
them. The important thing is not to confine your
programming just to off peak times.

Taking Activities to the Community
For those older people who do not have transport it is
important to improve access for them, whether it be to
organise transport or to take facilities to them - this
applies more to rural communities where, for example,
exercise classes could be organised in church halls.
Summary
In my experience the most successful programmes for
older people are those where there has been a lot of self
help and organisation from the group, but they do need
initial encouragement. Once involved they are a very
loyal band of customers where word of mouth spreads
good news very fast.

From both a moral and financial point of view, I
believe it is worth investing time and money targeting
this market. Sooner or later we will all be in it.
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PROGRAMME FOR HEALTH

Mike Osbourne

Assistant Head of Leisure Services
Wealden District Council

Dr David Hanratty
Programme Medical Co-ordinator

Mike Osbourne

I would like to talk to you today about the deconditioned
market, or what might more correctly be termed, the
majority market. I will attempt to show you that our
current marketing techniques, which are designed to
attract the most easily accessible people to our leisure
facilities, actually act as a barrier to participation to the
majority of people. I would like to indicate further that
by working with health agencies we have a key that will
give us direct access to that majority market. Both the
financial and social implications of working within the
health arena cannot be over stressed.

The project that we are working on is called The
Oasis Project initiated from the Lagoon Leisure Centre
and part of Wealden District Council.

Let me start by giving you the demographic
breakdown of the Wealden area. Figure 1 shows the
level of social deprivation within our area, with the bar
graphs protruding downwards giving the measure of
social affluence.

Within the area as a whole, the highest level of social
deprivation is actually in Hailsham. So in a general area
of relative affluence we can see that Hailsham has a high
level of social deprivation. This was a major factor in
how we developed our programme.

Our leisure centre, in common with most others,
actually markets to those who are the most accessible
within the community. They are the people with the
highest resources, the most able, the most articulate. At
the most they make up 10% of the total population and
yet we fix our markets towards that elite 10%. At the
very most we might try to attract the next 20%.
Sometimes it is very hard for those of us in recreation to
recognise that the vast majority of people do not use
leisure facilities, and they therefore have very little
interest in them. Let us now have a look at a strategy for
increasing that interest.

What we have tried to do is to identify one of these
non leisure centre users and we have then looked at the
real barriers to participation and how to overcome them.
We have attempted to do this by identifying the
archetypal non leisure centre user and we have called this
person ‘Chip Buttie Man’. There are regional differences
- in the south east they call him ‘Baguette and Pommes
Frite Man*. I am sure that we could call him ‘Black
Pudding Man*. No doubt you all have your regional
variations.

The problem is that ‘Chip Buttie Man* will not come
into our leisure facilities and, as I have said, he
represents the majority of the population we are trying to 

attract. The problem is quite acute. An in-house survey
done for us by Brighton University showed that 76% of
non leisure centre users said that ‘nothing would attract
them to the leisure facilities’. It did not show that if you
gave them a free Porsche they would come. It showed
that nothing would attract them. I would like to examine
that statement today.

In fact, the situation may be even worse. The well
known Allied Dunbar national fitness survey showed that
at zero activity level, which is just about breathing, 61 %
of men and 69% of women believe themselves to be very
or fairly fit. So we have a real problem on our hands
because not only do they not want to come, not only will
they not come, but also they do not even know that they
need to come.

Perhaps one of the reasons they do not come is their
perception of how we are. All the customer care in the
world will not help when we have a Gordon Brittas at
reception. The problem is that that is the perception of
our potential customers is that we operate our leisure
facilities in a Gordon Brittas type fashion. So there are
real barriers in the perception of how we are going to
treat these people once they come into the facility.

Further, the information we give out is quite
complex. When you work in a leisure facility the format
of delivery comes as second nature, but for others the
information is changing, the prices change, the venues
change. The problem, therefore, is that although we see
it as being simple, the information is still difficult for
new, potential users to understand. Not only is difficult
to understand but the images that we give out, which are
very powerful, are images of fit, healthy, attractive,
young people. That is fine for the 10% we are aiming at
but for the average member of the community, such
images act as a great barrier to participation.

We have chosen ‘Chip Buttie Man’ as our example
because he is very thick skinned. If he manages to crash
through all those barriers we seem to be setting up for
him, into the actual facilities, he meets ‘Mr Fit*. ‘Mr
Fit’ is good looking, muscular, wears the right clothes.
All of these act as real barriers to people participating in
the activities we have on offer.

Although the equipment seems to be quite user
friendly to us, to the uninitiated it actually looks like a
torture rack. Imagine the effect on the motivation of
people trying this.

What is the kind of person we use to try to motivate
‘Chip Buttie Man'? Well, if you are 45, your tummy
hangs over your waistband, do you want to see someone
who has all the desirable physical attributes that you are
lacking? A shapely, attractive young man or woman may

43



Pe
rc

en
ta

ge
 UPA Score Factors affecting health

Jarman indices, UPA analysis, Wealden District18 n

Fig. i.

Data Group

44 Fig. 2.



present exactly the right image to attract the minority
market but it is not the right image to aim at the market
we are trying to attract - the ‘Chip Buttie Man’ market,
because a person with that kind of image - attractive and
self-confident - acts as a major barrier to participation.

How can we tackle the problem of getting through
these major barriers to participation? Surprisingly, the
GP referring patients directly from his surgery to a
leisure centre can bypass all those barriers to
participation. It is interesting that of those people
referred by their GPs, between 85% and 95% actually
turn up at the leisure centre for the prescribed ten week
course of exercise. Of those, well over 80% complete the
course. The final and most important figure is that over
65 % of those people who complete the course come back
as regular customers. Those are very important figures
for us all.

The image of our fitness consultant is different from
that of our personnel who work with the minority
market. He is qualified in both fitness and health. He has
extreme social skills and recognises the value and the
benefits of the social aspects of the programme. It is the
social aspects that drive the scheme.

Part of the research on the programme gives an
indication of the adherence and the compliance to fitness
programmes. On the bar graph shown in Figure 2, the
three columns on the right are the medical referrals, the
three columns on the left are self referrals. Each column
gives a different level of intervention, that is a different
level of support. On the far right the support is minimal,
in the middle column it is medium, in the right hand
column it is high.

The first analysis indicates that the graph on the left
shows that the fitness levels for those on the medically
referred programme are significantly higher than for the
self referrals in almost every case. The significance of
this is that Bernard Manning would have a greater
increase in fitness levels than Daley Thompson, which
also has great implications for how people perceive
themselves, and therefore their motivation.

That is interesting enough but one can say that the
base level from which they started is obviously lower.
What is more important is that the levels of attendance
for the medical referrals are higher, in each case, than
for the self referrals.

The implications of this are very important. What it
means for us as leisure professionals is that if we can get
at the deconditioned market, that market will actually
stay longer than the traditional market, so they are
potentially better customers. That has very significant
financial implications for us all. Not only will the market
stay longer and come back more but, because you are
giving them something they never expected, they will tell
other people about it. That is the whole philosophy, the
whole reason, the whole rationale that drives our
particular project.

We have learned that by reversing our normal
marketing techniques to attract the deconditioned market,
and supporting our customers, they will stay with us
longer.

The medical aspects of the programme is really a
separate subject. The results have been amazing. I want
now to hand you over to the medical co-ordinator of the
project, Dr David Hanratty, to explain these to you.

Oasis Programme
Community Health LinksHealth Centres

Health VisitorsGeneral Practitioners

Social ServicesEducation

Teachers Social workers

Community health
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Community health
link scheme

Health
prescriptions

Hospitals !

Consultants
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David Hanratty

Over the past 18 months we have been doing a small
survey on the initial referrals to the Lagoon for the Oasis
Project. It is of necessity a small group but I feel it is
fairly representative. When I talk about overweight
people I am not talking about people with the obligatory
half stone, I am talking about 19 stone ladies. When I
talk about people with high blood pressure I am talking
about people who are already on medication for high
blood pressure and may well have been for years. When
I talk about diabetics I am talking about proven diabetics
who have been under treatment for many years.

The reason we have left it so long after starting the
project before releasing the figures is very obvious. We
have seen a lot of pyramids and triangles this morning.
You look after the top 10%; I look after them on
Monday mornings when they have injured their knees
and ankles. But I also look after the other 90% and I
think that by working together we could both end up
looking after the full 100%.

The first sample covered 56 patients. As you have
heard from Mike, 85% attended for three episodes per
week for the entire length of the course, which is
considerably higher than self referred people. Now, a
year later, 65% of those are still actively participating in
exercise at The Lagoon. Remember, of the other 35%
there are one or two who have now become very ill
indeed, but there are some who are not still at the Oasis
because they have bought bicycles or joined other types
of sporting activity.

The overweight, the smokers, the hypertensive, and
so on, represent more than 56 patients. The reason for
that is that some of them had multiple problems. One
lady was 44, she had been a diabetic on insulin, had had
cancer of the bowel, had considerable obesity, was a
smoker, etc. You will be pleased to know that now not
only does she not smoke but she has lost two stone in
weight, there are no signs of recurrence of her cancer
and her diabetes is controlled for the first time in many
years. Her husband is not quite so pleased because now
she feels so much better she has taken him to task for his
lifestyle and he has found himself exercising, and he has
also been put in his place at home!

The government are very kindly going to spend
£300,000 on a project to target the world with leaflets
about smoking. As they will know from previous
experience, leaflet campaigns are very successful in
stopping people smoking. There is evidence that they
sometimes reduce as much as 1 % of smoking. We could
have used the £300,000 rather more successfully. The
people who were referred originally were not in any way
advised about smoking. They were simply told that they
were going to exercise in the gym. But, as you see, nine
of them (82%) stopped smoking simply because, in the
famous words of one of our patients, “You can’t exercise
and smoke at the same time, it makes you feel so
dreadful”.

The results on obesity were wonderful. There were
no diets, it was simply that the patients were referred for
exercise. We were surprised how many people turned up
to The Lagoon. We give them a prescription and send
them; they have to walk nearly a quarter of a mile to get
there and we suspected that some would not go.
Actually, it has been amazing how many people have
attended and everybody lost weight, apart from three
people who absconded from the project after the first two 

episodes. One of those was a lady who was worried that
she was going to get better, the other a man who was too
busy sitting in his front room with his beer and watching
the sport on television!

The asthmatics have been very successful. All of
them have either reduced medication or, in one case,
stopped it. They have all reduced their attendances at the
doctor’s surgery and they have all increased their
exercise tolerance.

I would like to tell a heart warming story here about
a lady of 76 who lives in a caravan a mile from the town
centre. She was considerably overweight, smoked 40
cigarettes a day, and was very severely afflicted with
asthma and chronic obstructed airways disease - so
seriously that she had had to embark on a symbiotic
relationship with an old gentleman. He used to come
down to stay at weekends to take her in his car to buy
the shopping and the cigarettes for the next week. This
had several disadvantages. From my point of view the
main disadvantage was that she was severely depressed
because in fact she disliked him intensely. I referred her
to the gym, slightly tongue in cheek, because she was a
very overweight 76. She was not over enthusiastic about
the idea of going but she did go, and three months on
she has recovered to the point where she walks a mile
and a half carrying two shopping bags. The reason this
is a success is that she has now told her gentleman friend
to go somewhere else and she is no longer depressed.

The results with the high blood pressure group are
wonderful. I am of the opinion that a lot of people have
high blood pressure because some nasty person in a
white coat wraps a thing round their arms and looks very
glum! There is evidence that 35% of all high blood
pressure is what we call ‘white coat blood pressure’.
Anyway, in that group, they all reduced their blood
pressure. Two stopped medication entirely, four reduced
medication by half. This is somewhat better than results
of our normal treatment for high blood pressure. I think
most doctors would agree that high blood pressure is a
recurring nightmare.

The people with heart disease - the only panic phone
call I have had from The Lagoon was from our fitness
consultant, when I referred a 45 year old who smoked 60
a day, drank two or three bottles of whisky a week, and
drank at least two bottles of wine a day. He had been
advised by an eminent consultant in London that the only
thing that could be done for his coronary arteries would
be a heart transplant. Our fitness consultant seemed a
little anxious about putting him on the project. I pointed
out that the man’s job involved lugging carpets up and
down stairs, so they took him on. He has now bought his
own bicycle on which he rides ten to 12 miles a day; he
can run two miles in about 12 minutes, he has no angina
at all and he takes no medication.

The diabetics - we have one lady who has apparently
ceased to be a diabetic. I do not understand it, but 1 am
only a doctor! One lady, unfortunately, had side effects
of kidney failure which intervened and she was removed
from the trial because she spent a considerable period of
time in hospital.

The things we were not expecting have turned out to
be more of a benefit than the things we were expecting.
Of the people who were depressed, anxious or had
personality problems, every one of them who stayed on
the project (19 out of 20) has reported an enormous
subjective improvement and objectively it is very clear to
see the improvement because they have had the courage 
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to tackle their lifestyles.
The feeling of wellbeing is an important factor. Of

the people who absconded, it is interesting to notice, a
year on, that they are now beginning to come back and
ask if they could be reassessed with a view to going back
on the programme. This is quite heart warming for me.

There is one particular aspect that interests me and
should interest the government, although I suspect it will
not. The follow-up attendances at the surgery to some
extent should have increased because we were insisting
that people came back for routine follow-up so we knew
how well they were doing on the project. But overall, the
number of people who came more frequently was only
five out of those 56. Five came more because they
developed other illnesses which were unrelated but the
remainder all came either less frequently or the same
number of times. In fact, now, a year later, they are
beginning to shift further down the scale. We are
beginning to find that their attendances are becoming
fewer. This is not only with the illnesses that they were
originally being followed up for, but it is with infections
and all the other problems that occur in general practice.

From the GP’s and the government’s point of view I
would suggest that you, as managers in the leisure
industry ought to be involved, because the trial groups so
far have reduced their medication, or at least maintained
it, at a time when nationally the consumption of
prescription medication has increased by something like
12%. So this represents a very considerable
improvement.

If you can approach the GPs in your area and point
out that, given their prescribing costs will be subject to
a budget next year, you have a scheme that will help
them reduce their budgets, they might be quite interested.

Our original 56 patients has now expanded very
considerably. As a doctor I have to say that this is an
enormously positive thing to be involved in because it
does represent all the things we were hearing about
earlier. It represents a successful partnership. From the
point of view of the authorities and the governing bodies
it should be enormously attractive because it represents,
at the moment, a very low cost scheme. The patients
actually pay for themselves.

Where do we go from here? From my point of view
there are a lot of things already happening. We are
getting a psychologist involved in the programme because
there are some patients who feel ill when they exercise
or who are terrified of exercise. We can train them out
of that.

All the patients in our area who have babies are now
screened on a testing scheme for post-natal depression.
All post-natally depressed patients go on the Oasis
Project with a health visitor. The figures from that have
been quite outstanding. Their scores on the Edinburgh
scale show that they have all improved very dramatically.

From my firm’s point of view, we are hoping to
target all hypertensive, all diabetics, and I would like to
see an increase in family membership where we can get
the asthmatic children in there to learn how to breathe -
which is something that nobody ever teaches them.
Hopefully, they will encourage their parents and
grandparents along.

Remember, we are not talking about the smart leotard
brigade. We are talking very old, very frail, very fat,
very poor people, who have very poor views of
themselves. This is something that gives them a feeling
that they are of some value to themselves; that their 

bodies are things that work, not things that go wrong.
From my point of view they are a lot safer than your

10% at the top of the tree because the chances of sudden
death in this group in exercise are much lower than in
very fit, very committed sportsmen. You do not see
hypertrophic obstructive cardiomyopathy very often in
the fat and over indulgent.

So if you want to do more than make a profit, if you
want to be of some value to the communities around you,
to improve the general health of the entire population and
salve your social consciences, then I would urge you that
this is a very safe, very simple scheme to set up. It is
something that joins us together in a useful partnership
between health services, the local community services
and the leisure services, actually to do something which
is beneficial for the country at large.

There are two disadvantages which I must make very
clear. The Conservative Party will lose a lot of support
because their tobacco income will go down and their
advertising schemes will not be paid for. Also, a large
number of people will begin to think for themselves and
say what they actually believe. Politicians will find
themselves having to justify the things that they say very
much more clearly.

Anyway, I will hand you back to Mike to hear some
more aspects of the Oasis Project.

Mike Osbourne

I want now to look at some individual aspects of the
scheme to see what are the actual benefits.

As David has explained, it is a GP referral scheme
which improves the health of the patients referred. We
have also seen how it increases their fitness levels.
However, it is also a marketing scheme for the leisure
centre. Just on that basis alone, where the customers pay
for the fitness prescriptions, and where they come back
as customers, it makes it a very effective marketing
programme.

Perhaps at least as importantly, it is an off peak usage
scheme for the leisure centre. When David and I first
started the scheme we recognised that the health centre
across the road was full up in the daytime whereas the
leisure centre was fairly empty in the daytime. The
situation now is that the leisure centre is full with those
people from the health centre. The only cost in putting
the scheme into operation is for the extra staff required.
That cost is covered by the additional people coming in.
Your benefits are when they come back as customers
which significantly increases income.

In terms of Sports Council objectives, it is a highly
focused and selective programme for under represented
groups. Traditional programmes are very broadly based
by their nature. Having to keep a close watch on the
purse strings means that if you admit people at reduced
prices, you lose money. In this scheme, somebody
actually says, “I don’t care whether you are an ethnic
minority, a lady, over 50, or whatever. It is based on
need. If you need it I will give it to you; if you do not
need it you will not have it”. This makes the scheme
very cost effective.

From a health promotion point of view, people ask
about such things as smoking. The current situation with
health promotion where people sit around and are told
about healthy lifestyles is all very well and good. But just
imagine the difference where you actually commit
yourself, when you are going to work out yourself two 

47



or three times a week. That is where you ask about
healthy lifestyle, where you ask about smoking, where
you ask about exercise as a regular part of your
programme.

The government spent in excess of £20 million last
year on health promotion schemes. None of it went to
leisure. There is a perfect market for us to do something
really effective on health promotion, if only we can
break down the barriers.

Finally, and you will hear a great deal about this, it
is a scheme that enables the clients to take control of
their own lives, the ‘feel good’ factor. The current buzz
word is ‘enabling’. I have heard some good enabling
projects from speakers this morning. The enabling
projects I have heard about over the past month or so
when I have been talking to other people around the
country have only enabled people to set up more and
more committees. That is not what enabling is about.
Giving people their health is the most precious gift we
can actually give them.

As David explained, we have moved on to work with
community health workers. They come in and work with
post-natal depression groups. We support people in the
first instance; in the second instance we integrate them
into the facility with other people; in the third instance
they come back as full paying ordinary customers.

We are beginning to work with social services and
community health. It is the same model, using
professionals as outreach workers within the community,
and using different strands of leisure which can benefit
their profession, which they can then evaluate.

For example, with lonely, depressed and isolated
members of the community, community health workers
used to go out to their homes and sit and talk to them
about being lonely and depressed. That might have
worked for five minutes but how did it help once they
had left? The system now is that they go out and bring
them to the leisure facility and integrate them within the
programme we already have. They meet up with other
people who then solve that problem. It is so simple.

Look at it from the financial point of view.
Community services, instead of making 60 visits to a
person, now do one. That means they have a lot more
money available, and also a lot more money to give to
us.

In 1936 the Peckham experiment was established
where a group of doctors under Scott Williamson
examined the sociological benefits of utilising leisure
facilities as an aid to positive health. The theory was that
if you are happy, have challenging and interesting leisure
pursuits, you are less likely to get sick.

The ‘holistic* approach to ‘wellness’ is currently
having a resurgence since the costs of preventing people
from becoming ill are far less than treating them once
they become sick. What is alarming is that nearly 60
years on we are only just becoming aware of the medium
which resulted in the medical benefits of leisure.

This week there was an article in the British Medical
Journal. David will be following that up. The magazine
Pulse which goes out to doctors are also doing an article
on the project. So we are getting the message across
outside the bounds of our own industry and into the 

population at large. Women’s magazines have shown
great interest in the project because the majority of the
people on the programme are women. Everybody is
interested in health. If you open any magazine there is
invariably a section on health. On November 6 we will
be holding a workshop to help other people put together
their own projects.

At The Lagoon Leisure Centre our slogan is ‘The
Lagoon Leisure Centre, Hailsham’s Leisure Centre’.
That means it is for all the population of Hailsham, not
just those who can afford it, and not just those who
decide they will come through the doors. That is what
we are aiming at.

Leisure and recreation is not necessarily for all but
health is for all. We must make that healthy alliance; we
must break down the barriers of bureaucracy.

I remember when I first started in leisure, I was an
attendant at a swimming pool. I used to come in in the
mornings at ten o’clock and have nothing to do until one
o’clock when I unlocked the pool for schools. My
manager, who was very happy with this situation,
constantly put me off when I asked him if there was
something I could do because I was bored. He told me
to go and sit in the staff room and read a book.
Fortunately, or unfortunately, many of our councillors
came by that staff room and I sat and read my book and
waved at them. Pretty soon I had a call on the telephone.
At last, I thought, he is going to give me something to
do. He called me to his office and told me to get some
frosted glass!

What I am asking of you today is not to put up
frosted glass. It is time to take down the artificial
barriers of frosted glass between all public sector
organisations. And let us start by integrating the leisure
industry and the medical profession to produce one of the
most natural and mutually beneficial arrangements, ‘The
Leisure and Health Alliance’.

David Hanratty

I want to make three brief points. One is that we can
help you to get through to the WBSDIT group - the
Wouldn’t Be Seen Dead In There group. When they do
come, they enjoy it. Secondly, I would urge you to
realise that you are a very powerful force in redirecting
people and their perceptions of health. You will be
interested to note that this project does not yet count as
a health promotion scheme. It may do so next year,
unless the government works out that it will cost money,
in which case they will find a way of getting it out again,
but we need to work from the bottom to redirect leisure
and health services together for the good of individuals,
the society they live in, the community they live in. In
order to do that, political leverage will be needed. On a
personal note, I would like to say thank you to a lot of
people. I have to say thank you to Mike and all the
people at The Lagoon because without them none of this
would have happened. It has been a complete eye-opener
to myself and my medical colleagues and I want to thank
all the other people who have helped so much, especially
the local councils and the people who have provided the
equipment.
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DELIVERING NVQs

Carl Evans-Platt

Deputy Director, Stoke-on-Trent City Council,
Leisure and Recreation Department

I recall a presentation made by Sir Brian Wolfson,
chairman of Wembley. Sir Brian was expressing his
views concerning the key features that contribute to the
success of business ventures now, and in the future. He
said:

“The issue today is not to become qualified, but to
remain qualified"

The arrival of the single European market in 1993,
and its continued development throughout the 1990s,
offers substantial opportunities. On the other hand some
predictions suggest that one effect could be to produce
500,000 job losses throughout the community, with a
third of these in the United Kingdom. European
companies have already made their presence felt in the
United Kingdom and this trend can only continue.

Some argue that in order to compete effectively
organisations must develop the capability to satisfy
unique customer demands. The days of the pioneering
Henry Ford philosophy based upon limiting choice would
appear, in sectors, to be in decline. ‘You can have any
colour so long as it’s black’, has been replaced in some
quarters by; ‘You can have a product or service designed
to meet your requirements’. This philosophy has grown
within the commercial sector and is gradually being
recognised more fully within the sphere of the public
service.

Another important shift, in western society, is the
ever increasing expectation of continued improvement
and quality. Both product and service companies have
come to appreciate the enhanced expectations of a more
sophisticated consumer. Meeting higher expectations
consistently has led to the development, in some
businesses, of a passion for quality and consistency
which can only be described as fanatical. Disney and
McDonald’s probably represent the greatest examples of
company’s in which a passion for quality and consistency
has become the all-consuming goal.

The critical factors in reaching the highest quality
in either; delivering diversity of product and service, or
consistency of product and service, is identical. To
achieve these performance goals the businesses must be
absolutely clear about what it is they are going to
deliver. The businesses must also communicate their
values to their employees and most of all they must
employ a highly trained workforce. Organisations that
come to recognise truly the importance of education and
training will become leaders in their field.

The United Kingdom stands behind the rest of
Europe in its commitment to education and training. We
have a largely unqualified workforce and our attitude to
education and training is less than encouraging.
Frequently sending a person on a course is viewed as
some form of ‘reward’. In other cases training is 

perceived as the action to be taken in remedial cases.
One can also observe an underlying belief that

people are appointed with the qualifications to do a
particular job. Education and training is seen as
unnecessary and disruptive, in that a person is ‘lost’ from
the organisation for a period of time. The attitudes
described are not universal but they are much more
common than those that reflect a more positive view.

National vocational qualifications are intended to
address the issue of improving the overall level of
education and training within the United Kingdom’s
working population, and through this our competitive
position.

The NVQ initiative can have a major beneficial
effect on the sport and recreation sector and place
responsibility for education and training firmly in the
hands of managers in the workplace.

The training of employees has always been an
important element of the manager’s role. In the past
however, managers in the sport and leisure sector, have
not been adequately trained themselves in instructional
skills. This has resulted in the majority being unable to
deliver the necessary training. The expansion of the
leisure industry has also seen many people enter the
sector, frequently at very high levels, who have not been
equipped with an understanding of the values or
traditional performance standards that had been long
established. Their ignorance and performance resulted in
a belief in the education sector that it should offer the
solution to leisure’s problems. This belief also created its
own confusion as the ignorant led by the misinformed
moved forward to create further confusion. The
production of ill-equipped graduates from education
based courses in leisure has done the image of the leisure
industry great harm. The development of national
occupational standards for the sport and recreation sector
should be recognised as a most significant development
and one to be welcomed.

The standards themselves have been developed by
the Industry Lead Body (ILB) working through
consultants who have in turn constantly worked in
partnership with Technical Standard Working Groups.
The TSWGs have been formed from practising managers
and professionals from within the sport and recreation
sector.

The standards are intended to provide a description
of the performance criteria that would be expected from
individuals performing certain roles within the sector.
The standards at this time represent the ‘best fit’. They
will continue to be developed and updated as the
demands of the sector grow and develop.

The standards have been presented in the form of a
series of units of competence. The units are further
broken down into elements. An element of competence 
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will describe the performance criteria that an individual
should be capable of achieving. The performance criteria
are presented in the context of range statements. For
example a performance criterion might indicate that
‘chemicals are correctly identified’. The range statement
might indicate the chemicals to be identified, or the
working context in which the chemicals are to be
encountered, so suggesting the types of chemicals to be
considered.

There is also a need to provide guidance as to how
the assessor may discover that the person has achieved
the necessary element of competence. This guidance is
provided through the evidence specification. Evidence
may be provided by observation of a skill, questioning or
any other method designed to provide proof of skill or
knowledge acquisition.

The impact on the individual manager and employee
can be substantial. Managers may seek to establish their 

own centres as NVQ Assessment Centres for Sport and
Recreation Standards. There is no longer an assumption
that a person must attend a course of instruction in order
to acquire the necessary elements of competence.
Competence may be gained in the manner most suited to
the individual and assessment has been clearly separated
from the process of competence acquisition. The
Occupational Standards themselves can form the
foundation of all training and development programmes
within a facility and skills acquired ‘on-the-job’ may be
assessed by the internal assessor who could be the
manager or any other member of staff. NVQs represent
a major opportunity to provide every facility with a fully
qualified workforce trained within the sector itself.
NVQs represent a major opportunity for sport and
recreation to reclaim its traditional role in the delivery of
training and the assessment of its staff from those who
are less aware of the sector’s real needs.
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RISK MANAGEMENT

Brian Dowsett
Municipal Mutual Insurance Company

Andrew Ebben
Royal Life Saving Society UK

Brian Dowsett

Risk management is regarded by many as a mystical
subject which can only be understood by a member of
MENSA. My objective this morning is to examine the
meaning of risk management in general terms and how
this can be related in practice to health and safety issues.

Risk management covers a wide area and there are
many definitions. One that I prefer is as follows.

“Risk management is concerned with the
identification, analysis, control and treatment of
risks which threaten the assets, earning
capacity, continuation and goodwill of a
company”.

Risk management does not just mean loss control or
risk improvement, neither does it mean just insurance or
self insurance. These are vital components of the entire
risk management process. The above definition outlines
the process and refers to areas which are exposed to risk.

I have seen the process expressed in various
headings, charts and flow diagrams. Each are equally
correct and will achieve the end result. For the purpose
of this paper I will use the following headings:

• Identification
• Quantification

• Avoidance/reduction

• Financing

• Monitoring

Let us examine these steps in the process.

1. Identification

It is important to identify the areas of risk and the types
of risks that may occur within those areas. Having
established the exposure, then the next step is to examine
the possibility and probability of loss.

2. Quantification

It will be necessary to quantify the extent of the problem
areas. This can be achieved by looking at the number
and cost of claims and the number of incidents. This will
then determine the loss potentials. For health and safety
related issues, it will also be necessary to review the
number of incidents which could develop into substantial
claims. The incidents together with the claim will also
identify possible trends.

As part of this exercise an estimate should be made
of the possible number and costs of future claims.

3. Avoidance/reduction
Having established the type of risks exposed and the
potential loss then a decision can be made on the action
to be taken. For example, the decision could be made to
avoid a risk by stopping an activity completely or
adopting a completely different system. If this is not
possible, then reduction of the risk should be considered.
This may be achieved by introducing different methods
of working, installing protection devices or providing
alternative equipment.

4. Financing
When the position has been established, then a decision
can be made on whether to retain or transfer the risk.
The risk could be retained in-house with a fund
arrangement from which costs associated with the risk
can be drawn. If there is a possibility of a more serious
loss then insurance should be arranged. In any risk
management process, there is a need for loss control. I
have included the reference to loss control under the
financing heading as there is a cost involved. However,
the introduction of loss control activities should be
recovered over a short period of time by way of reduced
claims cost.

5. Monitoring

The process of risk management is ongoing. There would
be little point in setting up procedures which were not
monitored and changed where necessary. Reporting
procedures should be established for collection of claims
and incident details. Where appropriate, claims
investigations should be made and a full statistical
analysis carried out at regular intervals.

I hope I have been able to demonstrate that risk
management is a relatively simple process. I hope you
are also beginning to see that the process is becoming
more applicable to health and safety issues. An excellent
example would be the EC Directives. The framework
Directive places the responsibility on employers to assess
risks, apply prevention and reduction methods, designate
competent persons and provide training for employees.

The main Directives require that areas and types of
risk should be identified. These include the workplace,
provision and use of equipment, personal protective
equipment, manual handling and display screen
equipment. It may be helpful to compare the action taken
by MMI under the EC Directives with the risk
management process I have outlined. As an insurance
company, we are predominantly an office risk which
includes warehouses, computer suites and shops. There
are 20 locations throughout the UK occupied by MMI 
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employees. There are approximately 1500 employees and
an estimated 1000 display screen work stations.

Using the risk management process we adopted the
following action.

Identification/qualifi cation
We started by informing and training managers on the
requirements of the EC Directives on risks associated
with equipment, jobs involving excessive lifting and jobs
which require personal protective equipment. This
information will then be assessed by our health and
safety advisers who will also individually assess the
workplace and display screen work stations at each
location.

Avoidance/reduction
The information obtained in the above will enable us to
evaluate the situation and establish an action plan; from
an action plan, to improve the risk and train the staff.
This process will be carried out by the health and safety
advisers who are competent persons. The last part of the
process will be to monitor the procedures and action
taken. The training of each employee will be individually
recorded. All future incidents and claims will be noted
and analysed at regular intervals. In addition, further
inspections will be made to monitor the actions taken.

Risk management is a logical process which is
applicable to all manner of risks. Health and safety issues
are no exception. I believe I have been able to
demonstrate this point using the EC Directives as an
example.

Andrew Ebben

The campaign implemented in the late 1960s to remove
diving boards from conventionally designed swimming
pools where there was insufficient water to allow for safe
diving entry was, by the end of the 1970s, largely
successful. Today there are few small pools of a
traditional design with diving boards.

The incidence of accidents where spinal cord injury
was suspected and thought to have been associated with
diving activities fell dramatically as a consequence of this
campaign. In recent years, however, changing trends in
swimming pool design and the use of certain types of
pool equipment and features, has led to a marked
increase in aquatic accidents where spinal cord injury has
been suspected. By way of example, perhaps at the risk
of stating the obvious, the advent of the flume has
provided pools with an exciting attraction. However,
unless carefully managed by trained lifeguards, there is
growing evidence to suggest that flume related activities
have been the cause of numerous lower back injuries.
Where a bather does not clear the splashdown area
quickly enough, or where there is no control over the
time interval between flume rides, inadequate or perhaps
no supervision at all, the risk of a collision between
riders increases dramatically.

When we assess staffing levels, and we balance the
cost of additional lifeguards against flume related
accidents, the implications of incorrect risk assessment
are extremely serious.

It would, however, be totally wrong of us to
suggest that aquatic spinal injury is the sole preserve of 

the leisure pool. The more traditional pool is not without
its own particular problems. In spite of the success of
your Institute’s publication Diving in Swimming Pools, it
is a recognised fact that many pools have hopelessly
inadequate diving policies, and that diving takes place in
conditions that can only be described as being far from
adequate.

Even in facilities where there are sufficient well
trained and experienced lifeguards who are able to work
proactively, we must recognise that on occasions it is
extremely difficult to prevent some bathers from diving
into shallow water. Most get away with their dive and
are able to be advised of the error of their ways by
lifeguards. Occasionally, however, the dive goes
catastrophically wrong and the bather strikes the pool
floor, or worse, strikes another bather. The consequences
of this are catastrophic. If a bather is to have any real
chance of recovery it will necessitate a team of lifeguards
working together, and to a pre-planned action plan.

When we talk of a broken neck or a broken back,
the injuries can occur in two ways. The first is where
there is a fracture of the vertebrae such that fragments of
bone move and intrude into the canal where the spinal
cord runs. When the canal is compromised, or narrowed,
the cord is crushed. The second type of accident depends
on the fact that the spine is a collection of bones which
are held together by ligaments. If, through impact and
sudden massive movement in any one direction, the
ligaments become tom, one bone can then move in
relation to another. Whilst the canal size in individual
vertebrae remains the same, due to their having shifted
in their position, or dislocated, the size of the canal
between two adjacent vertebrae is narrowed and again
the cord is crushed.

To complicate the issue further again, injuries to the
spine can involve both bones and ligaments. Whilst
frequently only the front or rear ligaments become tom,
in certain types of impact injury both sets become tom,
and then it is only the spasm of the muscles that actually
holds the spine together in the injured area.

In situations where an impact forces the head into
the chest, such as would be the case in a diving injury,
the ligaments at the back of the spine are tom giving rise
to what we call a flexion injury. Conversely, if the head
is forced backwards and the spine is arched, as may be
the case with some collision injuries, the ligaments at the
front are tom and the bones can slide backwards, causing
an extension injury.

When we consider the management of injury by
lifeguards, the principal problem faced is that all of the
events leading up to the injury happen so quickly that it
is usually impossible to know exactly what type of injury
has occurred, although occasionally one can make a
fairly good guess. The likelihood is, however, that the
lifeguard will turn round to discover a casualty floating
face down in the water, unable to move.

At one time medical opinion tended towards the
view that all injuries occurred in the cervical region and
were the result of flexion - the head having been forced
forwards. Whilst this was probably true in the majority
of pure diving accidents, where the head impacted
against the pool floor, there is now considerable evidence
to suggest that injuries can occur at any point along the
spine, and that both flexion and extension injuries can
occur, frequently complicated with some lateral
movement.

Development work undertaken in conjunction with 
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the National Spinal Injuries Centres at Stoke Mandeville
and at Rookwood in Cardiff have indicated that there is
no safe direction for the head to be moved after an
impact. In many cases, subsequent movement of the head
in what may have been considered a safe direction has
further complicated the injury. The only safe manner in
which to place the head is in a neutral position, that
which it will probably be in after the impact because of
the neck muscles going into spasm. In this position there
is the greatest chance of the canal running through the
vertebrae retaining its maximum size and there being the
least compression on the spinal cord.

It is estimated that in only about half the people
who sustain an aquatic spinal cord injury is the damage
irreparable at the moment of impact. Conversely,
therefore, half the people who sustain injury have the
potential for some degree of recovery, and that following
recovery, a considerable number ultimately walk out of
hospital.

The Aquatic Spinal Injury Programme that was
launched as part of the National Pool Lifeguard Training
Programme at your Institute’s conference at Eastbourne
in 1989, was aimed at increasing the potential recovery
of that 50% who were not permanently paralysed by
providing a range of simple techniques for both deep and
shallow water incidents that allowed the lifeguard to
recognise the injury for what it was and to rescue the
casualty to a point of support in shallow water where
additional support could be given to the spine by other
members of the lifeguard team pending the arrival of the
emergency services.

As a consequence of rescue by the untrained it is
known that many ‘incomplete injuries’, that is to say
those with the potential for recovery, become complete
with no recovery potential at all. Incorrect turning
procedures where casualties were face down and in
danger of drowning, and wholly irresponsible and
inappropriate rescue techniques, where casualties were
lifted with the head unstabilised, have led to additional
and subsequently catastrophic movement.

It was recognised from the outset that in ideal
situations casualty recovery from the water was
desirable. However, the techniques and equipment
available in the late 1980s were felt by the medical
advisers to be inadequate and for this reason the
Society’s management programme was launched in two
stages.

The importance of stabilisation in shallow water
was recognised and the emphasis was therefore placed on
training lifeguards in these simple techniques. Such has
been the success of the training programme that at this,
the third anniversary of its launch, in excess of 22,000
lifeguards have successfully been assessed in the
principles of casualty management.

As our knowledge and experience increased,
however, it rapidly became clear that there was a need
for an effective and quick way of recovering a casualty
from the water, such that any additional movement of the
body was minimised, and in a manner in which the
casualty could be removed to hospital for subsequent
treatment and assessment, without the need for repeated
transfers from stretcher to stretcher. Medical advice
made it quite clear that the only effective way of post
rescue recovery of a casualty was through the use of a
spine board. Whilst it was appreciated that there were a
number of boards on the market, currently estimated to
be in excess of 80 worldwide, it was felt that most of 

those available in the UK market had one or more
shortcomings, and that in many cases the training support
available for each board was either extremely limited or
frequently non-existent. Whilst the advantages of a spine
board were clear, there were equally some disadvantages
in attempting to use a board without appropriate training,
not least of which were those related to Section 2 of the
Health and Safety at Work Act and the duty of
employers to provide training, instruction and
supervision.

Working in consultation with your Institute, and in
conjunction with experts from Stoke Mandeville and
Rookwood, the Society has been able to develop an
immobilisation system for a spine board which is quick,
reliable and straightforward. It minimises the likelihood
of casualty movement during recovery.

Numerous factors had to be considered in the
development stage. The system on the board had to be
radio-translucent to allow it to pass through an X-ray or
NMR scanner, thereby negating the need for the casualty
to be removed from the board for medical assessment.
The system had to provide sufficient support to the
cervical region to negate the need for a cervical collar.
It was recognised that collars are fitted by paramedics
during casualty recovery, but as they come in a variety
of sizes and need to be correctly sized to fit the casualty,
it was equally accepted that this was a skilled task
outside the lifeguard remit when acting as a first aider.

The strapping system also had to be able to
accommodate a wide range of casualty sizes so that one
set of straps could accommodate and immobilise both
children and adults.

The Femo Aquaboard has been developed to meet
all these requirements and includes a number of unique
features. The board has positive buoyancy; it is concave
in shape to facilitate casualty loading; and it has built-in
runners to allow for easy landing and to reduce the
likelihood of damage to the retaining straps during
transport. The padded back support includes instructions
in icon form to act as an aide memoire during the
preparation of the board for use adjacent to the casualty.

Training in the use of the board has been given
very careful consideration. The Aquaboard is supplied
with an illustrated instruction manual and its own video.
In addition, a comprehensive training course, which is
part of the National Pool Lifeguard Training Programme,
has been developed. It includes a colour handbook, a set
of coloured slides and a 20 minute video illustrating all
aspects of this type of injury, the management of the
casualty and the use of the spine board itself.

The assessment of lifeguards in the use of the board
will be integrated into both the Pool Lifeguard Bronze
Medallion and into the trainer assessor scheme. Where
lifeguards have access to and may be expected to use a
spine board in the event of an incident, the existing
spinal injury assessment will include assessment of the
skills relating to the use of the board and the lifeguard's
registration card will be endorsed accordingly.

We have, however, to recognise that not all pools
will provide a board for emergency use. As an
alternative the programme includes the assessment of
lifeguards in the recovery of a casualty onto the poolside
using a horizontal lift by a team of lifeguards. Changes
to both the syllabus for the award and to the Society’s
trainer assessor scheme will take place at the beginning
of 1993. This will allow adequate time to revise essential
in-service training for existing trainers and to ensure that 
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spine boards gradually become included as part of the
essential rescue equipment provided at swimming pools.

Looking to the future, representatives from your
Institute and from the Society have recently been invited
to sit on a new British Standards Institution committee to
work on the development of a British Standard for the
immobilisation system applicable to a spine board. The
first draft of this Standard has now been prepared and is
shortly to be submitted to members of the committee for
consideration. The development of the British Standard
will further facilitate the ongoing improvements for
aquatic spinal cord injury management programmes and
ultimately will lead to uniformity of both techniques and
training.

Writing in the Summer 1992 issue of RoSPA’s
magazine Water and Leisure, Tom Saunders says on the
subject of the pros and cons of using a spine board, “It
is nonsense to eliminate the possible advantage of
stabilising a casualty at the earliest possible moment and
until the experts take over. The spinal injury board is
most likely to contribute to such stability”. This view is
wholeheartedly endorsed by the Society and we would
actively support RoSPA’s campaign to see spine boards
as standard equipment in all swimming pools.

Inevitably, in introducing a programme such as this
there are financial implications with it. If one balances
the implications of buying a spine board against the
likely financial penalties of not having one and
incorrectly managing casualties in event of an accident, 

the cost of buying a board must seem comparatively
cheap. The Aquaboard is available for purchase from the
Society’s headquarters. It costs £425 + VAT. It is
supplied with an illustrated instruction manual and a
video. The Society’s training programme which will be
available from January 1993 includes a video, colour
handbook and slides. It is priced at £50 + VAT. In
situations where the board package and the Society’s
training programme are purchased together, a substantial
discount is offered and the package price is £450 4-
VAT.

The Society has also discussed the implications for
IBRM members and has negotiated a discount with the
IBRM whereby members may purchase the spine board
package and the training programme from the Society at
a further discount.

The Aquaboard is now available for review at the
Society’s stand in the exhibition hall. We are able to
offer local training for pool operators purchasing the
Aquaboard. Full details of the board and of custom
designed training courses are available on the stand,
together with details of the rolling programme of training
courses which is being implemented at the end of this
month. The introduction of the Aquaboard into the
Society lifeguard training represents the next major step
in the continuous review and development of the National
Pool Lifeguard Training Programme which ensures that
the content of the programme truly reflects the demands
of the leisure industry as we move into the mid 1990s.
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QUALITY: VALUE ANALYSIS

Clive Bone

Author and Consultant

Quality is a strange subject. It is one of those subjects
that tends to generate more heat than light. Part of my
task this morning it to try to place it in some sort of
context. Equally, my task is to talk about a subject
known as ‘value analysis’. Delegates can be forgiven if
they have not previously heard of this because in the
United Kingdom, sadly, it has been a neglected subject.
I will finish off with a few points about a topic known as
‘partnership sourcing’.

I should explain that originally I had nothing to do
with recreation, baths management, or anything like that.
It is not my scene really. My role in life until I was in
my mid-30s was manufacturing. 1 worked in a variety of
manufacturing based organisations including what was
then the Post Office but is now BT’s factories division
and value analysis departments.

One thing one finds out in places like BT is a lot
about modem technology which is quite useful and
transferable. I then ended up in the armaments industry.
I was in a large organisation making Spitfires,
Messerschmitts, V2s even. I was, in fact, the chief
engineer of Airfix! However, the demand for plastic
battleships and the like was in decline and so I thought I
would get another job. I applied for a job as a works
manager for the London Borough of Camden. It was for
refuse collection, street cleansing, grounds maintenance
of parks and open spaces. I did not know anything about
those subjects, so they appointed me. I had no idea when
I was a student of production engineering that I would
end up cleaning the streets, although my headmaster
made that prediction on more than one occasion!

After a couple of years at Camden I went to a
slightly different authority in terms of political
persuasion, Wandsworth. You will appreciate the two are
poles apart. At Wandsworth I became involved with
privatisation, as it was then called, of a variety of
services, particularly street cleansing, refuse collection,
and so on. That was how I saw there was a need for
quality assurance and quality methodology in relation to
competitive tendering. It was quite interesting in the
client function because there was a requirement for
quality control to be introduced and clearly it was not
happening. This was ten years ago. That was how QA
started in relation to CCT.

I would like to talk briefly about the implications of
BS5750 before I move on to value analysis. It is very
easy to approach BS5750 as if it is a mechanistic nuts
and bolts ritual that one goes through simply to get
certification through a certification body. That is totally
the wrong way of seeing it. It is like telling someone to
swim by numbers. That is not the real way to do it. One
has got to want to do it and be good at it.

One of the problems the standard has is the dreadful
language in which it is written. It makes even an EC
Directive appear a good read. It is important, therefore,
to look beyond the name BS5750, which is simply the 

British name for an international standard which is
known worldwide as ISO-9000. It is not enough to look
at it in terms of Part 1 and Part 2, but to look at the
whole of it, to look at the parts of it that talk about
marketing; costs; customer care; motivation of staff;
ensuring that you have the connection between the
market, the customers’ needs and the service you are
supplying. I am referring to ISO-9004, or what is known
in BS terms as Part 0, Section 0.2. Look at the whole of
the standard, not simply the bits that you have to adhere
to for auditing purposes. Don’t exclude other things such
as customer care; don’t exclude strategies aimed at
making sure you are delivering the right sort of service.
It is not the be-all and end-all of quality; it is a sound
foundation for quality.

If you are going for total quality in management
you need several ingredients in place. You need a sound
system, and BS5750 is simply a specification for a sound
system. It is not a rubber stamp; it is a specification for
a quality system. Treat it as a specification, a description
of the anatomy, of the nut and bolts, of the things you
need to have in place in addition to all the other things
you should be doing in relation to customers, in relation
to the services you are providing, as part of your overall
management strategy.

You can also see this in the way that people in the
social services and nursing professions are beginning to
see it. My business partner is a trained nurse. At this
very moment she is at another seminar in the north of
England. She perceives BS5750 as providing the anatomy
of QA, but you must not forget the physiology and
psychology. People in psychiatric hospitals are
addressing quality assurance. I have been helping the
Maudsley in this area. They are having to see it in
behavioral terms - this is how people interact with each
other in order to achieve a particular result. It is not the
whole answer but it is a jolly good stab at much of the
answer. When you have that mastered, the rest becomes
apparent to you. It is a developmental thing, not a once
and for all thing.

That is how quality assurance and BS5750 should
be seen, as part of a means to an end. I wanted to say
that because one senses that some people do approach it
too mechanistically and that is not the way to address it.

The implications of BS5750 for the leisure world
are fairly straightforward. It helps you to manage better.
It is a tool that if used correctly, sensibly, with plenty of
common sense, will help you manage things better. It
will ensure, for example, that you have documents
explaining what needs to be done, and you have them
only where the absence of them would cause service
failure. Who would disagree with that? It requires
managements to review what they are doing. Who would
disagree with that?

One hears people saying that they do not want
BS5750. Well, which bit do they not want - all of it, 
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parts of it? Should you not have adequate document
control? Should you not supply decent training? Should
you not ensure that things are reviewed with the client?
To argue the opposites to BS5750 is really a ‘John
Cleese’ approach to quality assurance and is a very good
way of ensuring that people understand what it really
stands for.

I would like now to move on to value analysis. As
I said, this is a subject which you might not have heard
of but I am sure you will find in value analysis many
things which have a familiar ring. It is really organised
and systematic common sense aimed at cost reduction.
Don’t be put off by the name, which was invented nearly
50 years ago by a chap called Lawrence Miles. He was
an engineer working for the General Electric Company
in the United States. During the second world war his
task was to source from various companies turbo
superchargers for the Pratt and Whitney engines used,
amongst other things, by the B-29 bomber. He
developed a systematic approach to everything that was
being obtained - are we using the right materials; is this
the way we should do it; should we do it that way;
should we make it out of something else? What he really
did, however, was to adopt what the ancient Greeks
knew - scientific method; and he addressed that logical
process to the purpose and process of cost reduction.

Since then it has spread around the world. It went
to Japan and, needless to say, today the Japanese are the
world’s greatest value analysts. Japanese industry alone
has 9,000 to 10,000 full time value analysts in addition
to other people who do it part time or have responsibility
for it. No Japanese industrial organisation does without
it. In the United States it is common in local
government. In Australia the federal and state
governments require its use. In Europe there is going to
be a European standard for value analysis systems. That
means there will be a British standard.

Before I go on, let me explain what it is. It is not
very complicated. Much of it will be familiar; much of
it you will be doing already. What we are really talking
about is bringing it together in a formal system that
ensures that all of it is done, all of the time.

It is a very simple concept and it begins with an
elementary notion, expressed in the Lawrence Miles
equation:

value = function
cost

It is a very simple notion - you increase the value
of a service either by reducing its cost or by increasing
the amount of activity, i.e. have more swimmers coming
into a swimming pool, empty more dustbins, or
whatever. You can do a bit of both, increase the function
and reduce the cost. That is how one perceives value.

The equation is not meant to be used numerically,
but when it comes to developing performance indicators,
which I did at Wandsworth in relation to leisure services
amongst others, it is a very powerful tool.

The value analysis approach comprises a step by
step method which is called the job plan. I will run
through the job plan as originally conceived by Miles
(Figure 1).

It is basically the same today. We start with an
information stage. That is where a team of people gather
together all the information available about a particular
service, product or process. Currently I am working with
the London Borough of Hillingdon in this area. We are 

looking at building cleaning, building maintenance and
transport. We have gathered all the information together
- costs, staffing, usage, and so on. From this we develop
what is known as a ‘fast’ diagram. If you get a copy of
Public Enterprise, which is sent free to DSOs, there is
an article in it this month on the subject which I have
had published.

A fast diagram is similar to an organisational chart
but it goes from left to right. So you gather the
information together and put down all the basic functions
using the verb/noun approach. One uses that to identify
all the particular things that the service does. Figure 2
shows a very simplified fast diagram for a library
service.

Typically, one would have 50 or 60 functions. Then
you classify them into groups. So, the prime function of
a library is to provide information. A second and
important function is to lend books. Another is to
provide reference, purchase books, classify books, and
so on. That in turn can be broken down into issue books,
recover books, and so on. The total costs amount to
£1 million. Then the basic costs of providing the service
are identified. However, overheads, costs of
administration, etc, are not shown in this chart. You will
notice that the sums of money add up to £1 million, the
total cost.

There is a test to see whether the fast diagram is
valid, whether one has got the functions in the right
order. It is called the how/why test. It is simple. You ask
the question ‘how’ moving from left to right, and ‘why’
going back again. So one might say, we need to provide
information, how? We lend books, how? We issue books
and recover books. And going back the other way, we
issue books and recover books. Why? Because we are
lending books. Why are we lending books? To provide
information. If the answers you get are sensible then the
fast diagram is okay.

That is a very simplified fast diagram; for a large
DSO there might be 50, 60 or 70 different functions and
one has to apply that logic all the way through to make
sure that one has the sequence of functions in the right
order.

It is not an easy task but it is not very difficult in
concept. It is like anything else - riding a bicycle is not
difficult but if you want to be a Reg Harris, that is
something else again.

The important thing to do is to get the cost sorted.
This is not easy and it is important that any value
analysis team has an accountant on it, someone who can
break down the cost and identify the actual cost of a
particular function. The way that accounts are normally
done might not lend itself to getting this information out
quickly. This is what we have found in Hillingdon. I
would say that half of the work of a value analysis is
done at this stage. It is identifying what the functions
are, what the costs are, where the particular activities lie,
who does it, and so on.

Whilst one is doing that one is itching to get on
with the next stage, to address what it is one might do by
way of alternative.

Going back to our job plan (Figure 1), we have
used function cost analysis with a fast diagram. The fast
diagram was not invented by Lawrence Miles by the
way. It was invented by a chap called Bytheway -
Charles Bytheway - who worked for Univac and he
developed this in 1963. It gave value analysis an
additional tool which is very useful.
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Fig. 1.

--------------------- ------------------Basic Value Analysis Stages
INFORMATION STAGE

SPECULATION STAGE

EVALUATION STAGE
REPORT STAGE

IMPLEMENTATION STAGE

Gathering information -
costs, usage, staffing levels, etc.
A multi-disciplinary team ‘brainstorms’
to identify better methods
The evaluation of the best ideas
Management approval sought and staff
consultation undertaken

Putting the new methods into practice

1. Provide Information
£1.0M

1.1

1.2

Lend Books —
£0.5M 1

Provide Reference
£0.2M

1.1.,

L 1.1.2

Issue Books
£0.45M
Recover Books
£0.05M
(Column total — £0.5M)

1.3

1.4

Purchase Books
£0.1 M

Classify Books
£0.03M

r 1.5.1 Issue Tapes
1.5 Lend Tapes/CDs —J £0.02M

£0.05M 1L 1.5.2
Purchase Tapes
£0.03M

1.6

1.7

Give School Talks
£0.02M

Manage Museum
£0.1M
(Column total — £1.0M)

(Column total — £0.05M)

Fig. 2. Simplified ‘fast’ diagram for a library service

We then move on to the speculation phase which is
the fun bit. It is where people come up with the ideas -
straightforward brain storming. At this stage it is
important to have input from all levels in the
organisation. Let people come forward with their ideas.

From there, you move on to the difficult part, the
evaluation stage. In practical terms, you group the ideas
that have been put forward and put them on a master list.
The master list will have all the ideas in groups with a
brief identification of the sort of thing necessary to get
the ideas to work. Only those ideas that somebody is
prepared to champion should go on the master list. It is
a waste of time including ideas which everyone is
opposed to. You have to deal with realities.

We then move on to the report stage which is fairly
straightforward. There are a number of publications on
value analysis which you will find helpfill. There is an
American book, Value Analysis in Design which has an
illustration of a chap with a suitcase full of stage money,
heaping the money in front of his boss. That struck me
as being a brilliant way of getting an idea across.
Somehow you have got to convince management and I
can assure you that convincing management to introduce
change, even though there is pots of money at the end of
it, is difficult, probably because you are not dealing with
100% certainties in most areas and people are naturally
cautious. You have got to recognise that value analysis
must be sold to the people at the top.
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Then there is the implementation phase, putting it
into practice. The systematic application of value analysis
will save 10 to 15 times the money you spend on it. It
will cause you to think up new ways of doing things, to
identify new markets. You may have fixed costs, in the
case of the library service, for example, but there may
be other things you can use VA for - how de we
increase the number of people using the library service;
how do we put more arts services on; if we increase the
amount of money going into arts shows, there may be an
overall substantial reduction in cost per item. One has to
use value analysis sensibly. For example, I do not
believe you can do much about productivity in relation to
giving the elderly bed baths in social services in the same
way that you can in making car engines for Ford.
However, you can use value analysis as a tool to address
the overall problems of service provision. In the services
world it is harder to get more value for money in some
instances than it is in technology. Nevertheless, where
value analysis has been used in service organisations it
has worked.

I would like to say something briefly about
construction because I imagine most people here are
involved with the refurbishment, rebuilding or creation
from scratch of leisure facilities, involving large sums of
money. There is a book by the Chartered Institute of
Building called Value Engineering - The Search for
Unnecessary Costs. That is what we are really talking
about, unnecessary costs. It quotes an example of an
office building where the value engineering team
identified something like £4 million savings by way of
additional usage and cheaper construction methods for a
cost of £30,(XX). Those subject to white collar CCT
should bear in mind, particularly in the building
construction area, that they can save more in terms of
their client’s project costs than the design fees they are
going to incur if they use value engineering. You, as
customers, talking to your borough architects and
engineers should insist they use value engineering
methodology in the design of any new facility.

This is being encouraged by the European
Community and here I can recommend two booklets.
One, VA in the European Community, describes what is
going on in the Community in relation to value analysis.
The leaders are Italy, France and Germany. Germany
has 200 value analysis trainers. In this country there are
about a dozen consultants and trainers combined. The
other publication is the EC’s Glossary of Terms Used in
Value Analysis. I said earlier that there is going to be a
European Standard. The standard means that you will be
able to specify in contracts that the successfill tenderer
will use the relevant British Standard for value analysis.
That will permit you to break once and for all the habit
of index linking of contracts. Index linking of contracts
is almost unheard of in Japan. We tried to break it in
Wandsworth with a contract clause stating that, “The
successful tenderer is expected to keep methods under
review and to share the savings”. That was built into the
1987 refuse contract.

Alternatively, you can have a clause which states,
“The successful tenderer is expected to keep methods
under review and to indicate the level of price
reduction”. North Wiltshire District Council has in its
leisure contract a requirement for index linking minus
2% each year.

This is quite common practice. In Australia, for
example, a local authority would not be permitted to
have a building project in excess of $5 million unless
there is a value engineering clause in it. The American
defence world has been using value engineering for a
very long time. Every year, the United States achieves
additional savings thereby of around the $2.5 million
mark. Cumulatively, over a long period of time, that is
quite a lot. Over five years, if you had a 2% reduction
on £1 million, you would end up at £922,000. That is
the effect of 2%, and that is something that the DSO can
work at in order to reduced their costs. Alternatively, the
client can insist they do it anyway. So there are lots of
ways in which it can be used.

I want to move on briefly to partnership sourcing.
People should be aware of this. It is advice from the
Department of Trade and Industry, from government,
through the CBI to the private sector regarding
client/contractor relations. It seems to do the opposite to
everything that is required under CCT. It is worthwhile
knowing that this notion exists because it encourages
long term contracts, not going for the cheapest price,
working together in partnership, ending the adversarial
confrontations that occur with CCT, and so on.

This is a quote from a video called The Partnership
Principle:

“The old system which was based on a mindless
search for the lowest price, with the conviction that
somehow you were going to achieve the best result
for your company, has comprehensively been
proved the wrong way of doing things. This
concept applies across all of human endeavour.”

That is what is being put to the private sector, and
I think it is something that is worth taking on board
because if you are an MBO, and you know you are not
subject to CCT, there is not merely an absence of a
requirement to go out to tender by law, there is positive
encouragement not to do so. To reinforce the point this
video shows derelict factories and is holding over­
competition to be a cause of industrial decline. Finally,
to put the boot in, they have got Prince Charles at the
end reinforcing this message. It makes an interesting
contrast to the sort of things one hears about in
Competing for Quality. We all know why the government
is doing it, they want to move more into the private
sector, but here we are talking about things based on
world class management methods, best world class
practice. Best world class practice uses value analysis.
Best world class practice works in harmony and
partnership as between client and contractor. Best world
class practice uses quality assurance sensibly. That is
what I really wanted to say this morning.
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A CITIZEN’S SPORTSMAN’S CHARTER

Dermot O’Donovan

Audit Commission

I have been doing a lot of visiting of local authorities in
connection with the Citizen’s Charter. I was told by one
chief executive, “It’s nice to meet someone who is the
most unpopular person in local government today”! That
was even before we published our performance
indicators. Since then, we have published them and I
hope you are all looking at them in your own authorities
and consulting on them. Now, I probably deserve that
title.

Before you start throwing the bad tomatoes at me I
would like to begin by asking a fundamental question
about the charter - what is it for? I think we can take the
keynote from the quotation by John Major which appears
at the beginning of the publication Raising the Standard.
He talks about making public services answer better to
the wishes of the electorate. He harks back to the days
when he was a local councillor, oddly enough in
Lambeth, a Lambeth of a slightly different colour than it
is now.

My second quotation is a translation of the French
Citizen’s Charter. It has very similar themes:

“Setting up better public services and putting the
consumer first; these are the government’s
objectives”.

It does concern me somewhat that with an English
charter - in fact there are 24 charters at the latest count,
and the ministries are continuing to produce them - the
charters that your local authorities are producing, and
perhaps if all the French local authorities produce the
same number of charters, we are heading for a European
charter mountain.

I want now to look further into what the charter is
about and at some of the principles that underlie public
service.

The principles include such things as a ‘good public
service publishes its standards’ and shows its
performance against them. This publication could be your
own charter, your own performance records, at your
points of service, at your pools and sports centres. A
good public service will take users’ views into account in
setting standards and provide choice wherever possible.
It is interesting that the government is advocating the use
of market research techniques to find out what should be
done about services.

Authorities should provide information about a
range of services and this information should be in plain
language, including minority languages. The paper talks
about a commitment to courteous and efficient service,
staff identifying themselves by name, services being
accessible. These are all very good points about services.
It goes on to talk about having complaints and complaint
procedures, and redress when things go wrong. And
learning from when things go wrong to put them right in
the future. It talks about independent validation of
performance and the commitment to value for money.

These are all very sound principles which you can
build into your own charter, but what I want to focus on
today is the areas for which the Audit Commission is
specifically responsible, which have been getting a lot of
publicity.

The Local Government Act 1992 which made the
statute book with about 12 hours in hand before the
dissolution of Parliament, said very clearly that the Audit
Commission ‘shall’ give directions. We have to do it; it
is not a ‘may’ give directions.

The Act says comparisons should refer to ‘cost,
economy, efficiency and effectiveness’ which is four
indicators, and five if we add in quality as well - five
indicators for every service. The indicators should be
used for comparing performance between different
authorities and over time.

The Act also sets out a timetable which begins this
December when we have to publish the first schedule of
performance indicators. That is why we have been
consulting with various people for quite a long time. We
had some informal consultations as we were formulating
our list in the spring of this year. There was further
consultation in the summer with a selected number of
authorities, about 20; a small number because we wanted
to have a major consultation exercise now and we did not
think we could handle two major exercises.

In fact, the responses we had to our July
consultation from those 20 authorities, when stacked on
the floor, amounted to a 2' 6" pile of letters, comment
and observations. So you can see why we went for only
a limited circulation at that point. We now have a
commitment to you to listen to the points you make on
the consultation and therefore I hope you will be making
them. We will prescribe the indicators to you in
December ready for you to start collecting the
information in April. We appreciate that is a very short
timescale so we are looking at the feasibility of collecting
data on indicators as well as the desirability of using
them in our consultation.

Through the financial year ’93/’94 you will be
collecting this information. After the close of the
financial year there will be some form of summarisation
that you will be doing. Somewhere along the line the
legislation says that we have to audit these figures. We
are still working on the depth and extent of that audit and
we will be coming back to you some time in the near
future with proposals as to how we intend to go about
meeting this part of the duty.

By Christmas 1994, which seems a long time away,
you will have had to publish in a local newspaper
‘circulating in the area’ says the Act, your own
performance. You will have to tell your own residents
how you are doing. Finally, you will send the data to us
and by March we will have produced some form of
composite analysis. Again, we are still open to
suggestions from you about what sort of analysis would

59



Table 1

Education
Social Services
Police
Fire
Highways
Libraries
Consumer Protection

Housing
Recreation
Refuse Collection
Street Cleansing
Planning
Environmental Health
Tax Collection
Housing Benefit

Table 2. Citizens

All Some Most ____

Residents
Pedestrians
Shoppers

Tenants
Elderly
Parents
Victims

Electors
Taxpayers

Table 3.

Libraries Leisure

Helpfulness of staff
Variety of bookstock
Quality of lighting

Cleanliness
Special disabled/elderly facilities
Helpfulness of staff

Environment Benefit Administration

Amount of dogs’ mess
Cleanliness of streets
Street lighting

Clear entitlement information
Easy to understand forms
Properly trained staff

be most useful for you when we do that.
So those are the duties in the Act. What are the

things we had to think about? One of the first issues is
that local authority services are incredibly complex.
Some of them discrete, such things as environmental
health and so on, but others may be very complicated,
such as housing, social services or education.

On this slide (Table 1) we originally had titles
above each of the columns. One was headed ‘upper tier’,
the other ‘lower tier*. I had to go back to the designer
and point out that that was not politically correct. He
came back with an alternative suggestion, that the
column on the right should be entitled the ‘local tier’ and
the one on the left the ‘remote tier’. I did not think that
would go down too well either so we ended up with no
column headings.

Another thing we have had to think about is the
audience we are trying to address. One audience is
citizens; after all this is the Citizen’s Charter so arguably
we should be looking at them. But even they come in a
number of different guises - residents, taxpayers, users
of services. We also have to realise that we have a lot of
other people who will be interested in what we are
doing, people like government, people like yourselves as
managers, pressure groups, and particularly the media.

When you look at that audience you can then start 

thinking about one of the fundamental questions we had
to address. This was, how many indicators should we be
going for? The problem of handling, say, 50 indicators
would be quite different from the problem of handling,
say, 1000. We see the indicators question as being
basically a balance of a number of pressures. We
recognise that if we are trying to get a message across to
the public we cannot make it too complicated. If we want
to attract citizens’ attention we should perhaps have
fewer indicators rather than more. And of course, fewer
indicators will be cheaper to collect, there is no doubt
about that. Quite an important point for your Treasurers
is that if the auditors are going to have to audit them, the
fewer the indicators are, the less will be the charge to
you for that audit.

We also have to recognise that if you have a very
limited number of indicators it makes the task of headline
writers very much more simple. It is much easier to pick
on one indicator and say, for example, that Bournemouth
is top of the league or bottom of the league on that one
indicator, than if you are actually presenting the situation
as we all know it is, which is much more complex, with
a much greater balance of needs, resources and services.

Pulling us towards a larger number of indicators is
the fact that we have so many services, and they are
complex. Although the citizen may have only a certain 
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attention span and be looking for only a certain number
of statistics, we have so many different audiences that
maybe we have to go for more.

Taking up that point of audiences, let us just look
at the citizen in all the various guises.

To start with all citizens are residents. All citizens
(or householders at least) have their dustbins emptied.
Nearly all citizens are pedestrians, or if they are not
pedestrians it may be because they are housebound and
therefore depend on someone who is a pedestrian to help
them. All citizens have to eat, so all are shoppers. So the
citizen interest will say that things like the state of the
distribution network, the roads, and so on, are important
to them.

Some citizens are users of services, housing tenants,
for example, use some specific services. Parents of
schoolchildren are users of a certain band of services.
They will have a particular interest in education. The
elderly may be using a range of social services. Victims
of crime will be using police services, an even more
select group. The category on the right of the table,
which we have labelled ‘Most’, is one that I think you
might disagree with. Most people are electors but
arguably only 30% or 40% of them turn out at elections,
so maybe they should go into the ‘some’ category. Your
Treasurers might disagree with saying that most people
are taxpayers when they look at their poll tax collection
returns.

So what do we then do? We look at their concerns
and how better to look at their concerns than by doing
market research? We went to MORI to do some market
research and these are the sort of results they came up
with (Table 3).

The research showed that in the libraries, for
example, the most important factor was how helpful staff
are. I think we would all agree that is a sane statement.
Other factors were variety of books, quality of lighting.
On environment, the amount of dogs’ mess on the streets
is a vital indicator for everyone. The level of street
lighting is also important. Leisure services, again, had
cleanliness and helpfulness of staff as prime indicators
that people wanted to know about.

There is a two-fold problem about this. You can
argue about the cleanliness of a leisure centre but you
have got to have it in the first place. So there is an
undercurrent of things there that are not being addressed
because they are taken as read. The refuse collection
service is only perceived to be a problem if it does not
work. Another problem with these sorts of findings is
that they are very dependent on personal perspective.
The perspective of the user of a swimming pool of the
temperature of the water might be totally different
according to whether they are there to play in a fun
session or to swim 40 lengths.

So we went into a speculation stage. We asked the
question - Tn an ideal world what would citizens want
to know?’ We came up with a list of the ‘top ten
indicators’.

1. Number of crimes prevented
2. Traffic accidents avoided

3. Food poisoning forestalled

4. Elderly people kept in their own homes

5. Pedestrians who do not trip over

6. Reduction in dogs’ mess stepped in

7. Cardboard boxes recycled
8. Improvement in GDP from the National Curriculum
9. Old ladies not mugged by leisure centre users
10. Carbuncles not built.

After all, the purpose of police is to prevent crime
so the ultimate measure of their effectiveness is not what
they are doing but the number of crimes they have
prevented. We might want to know how successful the
highways engineers are in avoiding traffic accidents; or
environmental health officers in avoiding food poisoning.
This list is not intended to be taken seriously, but it does
introduce a serious point.

We want to give citizens information about things
that they are interested in, and particularly in words that
they understand. One of our indicators for waste disposal
was, how easy is it to get to a rubbish tip? We had back
a letter from an environmental health officer saying, in
very pained terms, “I assume that by rubbish tip you
mean a civic amenity site”. Since then, we have been
carrying out our own little bit of market research talking
to such people as taxi drivers, people on the train, and so
on, asking them what they would do if they went to a
civic amenity site. You will be happy to know that the
most popular answer was, uYou would go for a swim”!
That is followed by “going to the loo”. So there is a
relevant point there; if we are trying to communicate
with citizens we have got to use language that they
understand.

So, what have we tried to do? We have tried to
produce packages for various services, bearing in mind
that we are trying to keep the number of indicators down
to something that can be reasonably comprehensible. For
leisure, the first question is, ‘how accessible are any
facilities?’ In this question we recognise that some of you
may be going into partnership arrangements to provide
services; some of your policies may lead to enabling
other groups or other bodies to provide leisure facilities;
or you may be providing them directly yourselves. So
the accessibility of any sort of facility, sports halls, pools
and so on, is one of the indicators.

Another question we put was, do people use your
facilities? Again, one can look at usage per head of
population. And, if people are using your facilities, how
much are you subsidising them? We then go on to
questions such as, ‘are there places for children to play?’
‘How many playgrounds?’ ‘How accessible are they?’
‘How much open space do you provide?* ‘How much
does this cost the taxpayer?’

We have also tried to go beyond each service and
look at some particular council-wide indicators. We have
tried to gear these to more general Citizen’s Charter
issues - things like information, responsiveness, efficient
services and complaints procedures. For example, can
disabled people get into all your council buildings, using
the British Standard for disabled access for that purpose?
We have asked questions about local democracy, how
healthy is it in your area? A 30% turn-out at an election
may be good; but if you have only 20% turn-out maybe
you need to think about that. We also asked questions
about your local authority staff, particularly their morale
and motivation because that obviously is a cost in the
final analysis. If people start leaving you have to replace
them and recruitment costs money. We have also asked
questions about finance.

I can illustrate some of our approaches by looking
at complaints. This illustrates a number of ways in which 
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we can try to get at performance. One of the first
problems is that we cannot use an absolute number of
complaints as any sort of performance indicator,
particularly for comparisons between authorities. This is
because the complaining pattern will depend enormously
on the way in which you respond to complaints, the
process that you have, as well as the attitude of your
residents. There was an example highlighted by The
Independent with regard to the Environmental Protection
Act. Part of the Act says if a street is filthy the council
has to come and clean it up within a set number of
hours. The Independent went round a number of London
authorities and found dirty streets. They phoned the town
hall and civic centre and said, “Come and clean the
streets; you have three hours to do it according to the
Environmental Protection Act”. They were pleased to
find that pretty well all authorities just about complied
with that, and some beat it quite handsomely. They went
to Wandsworth and there the quality of the street
cleaning was such that they had great difficulty in finding
anywhere that was really filthy. They then went to
another south London borough, which shall be nameless,
and the allegation is that they had to make 20 phone calls
before they even found someone who denied the
existence of the Environmental Protection Act. So that
authority might score very low on complaints because
they would argue that they do not get complaints because
there is nothing to complain about. “We deny it all”.

What we have done with complaints is first of all to
take those that are serious enough to get up to the
Ombudsman. That usually means that the complaint has
had to have the backing of a councillor and some degree
of credibility before it gets that far - a fairly objective
measure. We can also look at the resolution of those
complaints. Was maladministration found? Was it found
with injustice? Was the complaint substantiated or not?
That gives us the tip of the iceberg of complaints.

The next indicator is not really an indicator for
comparative purposes, although we may see if we can
find some way of synthesising it together, but it is an
excellent piece of communication. We are actually
suggesting that, as part of your complaints indicators,
you will have to tell people how they can complain, what
the phone numbers are, and so on. So we will be looking
here for an effective piece of text in your indicators.

Finally, we are looking at how complaints are dealt
with. This is one of the areas where we are trying to
develop a form of comparison, based on check lists. We
take ten key elements of a service, such things as: is
there a complaints policy? Is it accessible to the public?
Can people complain by telephone and by personal
application by letter through their councillors? Is there
somebody who is clearly responsible for handling the
complaint, a nominated officer? What sort of response do
you give, do you actually tell people what is happening
to their complaint, and how quickly do you do it, do you
have a time target? Do you follow up complaints and
have a review process? Do you present an annual report
of complaints to your council?

Individually these items are fairly weak but we
think that an authority that is scoring five out of ten on
those indicators rather than ten out of ten, is not doing
too well. And we are using that technique in a number of
other areas.

So, how many indicators do we end up with? We
first proposed to have about 200 indicators when we
began the exercise. This was then amplified by the Local 

Government Chronicle which announced that the Audit
Commission was going to demand local authorities to
provide 44,045 indicators! The actual number is much
less than that. The total number of different indicators
that we have identified is 152 and not all of these will be
needed by every type of authority. A unitary authority
would have 130.

One of our biggest problems is trying to get the
issue of quality addressed in the indicators. We accept
that this is something that will take time to develop. For
example, it is very hard to define whether or not a
member of staff is helpful. We do not have a British
Standard for a disagreeable person at a reception desk.

Quality and outcomes can be very difficult to
measure because there can be other factors involved in
the whole process. The base load we are dealing with is
so variable. For example, the outcome of intervention in
childcare in social services can depend very much on the
family as well as on the social services.

Also, things are very difficult to compare. It is very
hard to compare one set of standards with another if
there is no base standard to use. In housing, for
example, we suggested using such things as rewiring as
a token of modernisation.

We have thought very hard about customer surveys.
Should we be asking you to carry out a customer survey
and reporting your results? At the moment we are not
proposing that. We suggest that surveys are useful to you
but we do not think they provide a comparable
performance indicator between authorities. Obviously,
the questionnaire can be structured to give different
results; people’s perceptions might be totally different. If
people are used to 1930s leisure facilities and they are
upgraded to 1950s standards, the customers will think
they are marvellous. If people are used to 1980s leisure
facilities and they are not upgraded, they might be rather
disgruntled. So we are not planning a mandatory survey
this year, and probably not for some years yet to come.
There is the further issue, of course, that surveys cost
money. If we were to put to you a course of action that
had a very clear cost, as opposed to indicators that you
should have for good management, we would get a lot of
criticism.

Where do we go from here? This year the closing
date for your comments is 31 October. This is because
we hope we are going to get a large number of
comments. We will have to analyse, consider, and judge
how we can best respond to the issues you are raising.
We have asked you to try to structure your comments so
that we can handle them while we are thinking about
various issues. And, we have to give our direction by 31
December.

We realise we have only just started on this whole
process. There is a lot more work to do next year. We
have to try to work out in more detail what the citizen is
really interested in. One of the things we are thinking of
doing is to try to get some sort of feedback on our
proposed indicators from market research.

I mentioned that we did not think surveys would be
mandatory. What we are going to try to work out is a
survey that you can use if you wish. We also want to
think about the question of publication. How should you
publish it? Can we give any guidance or advice on that?
This is both the local publication and the Audit
Commission’s final publication, a long way in the future
in 1995. One of the things we might do is to prepare a
mock-up of a four sided tabloid spread which will 
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include all our performance indicators. It will be user
friendly, with a few pictures and so on. We think that
sort of thing might be quite helpful. I have checked
through one or two charters and contracts that have been
produced and certainly I have found charters that run to
70 or 80 performance indicators without appearing to be
heavily into numbers. So I am quite sanguine that we
will get the 130 in without too much difficulty.

Then, of course, the whole process will begin
again. This time next year we might be coming to you
with a modified set of indicators. Obviously, we will try
not to change too many because that would nullify the
question of comparison year on year. But there are some
that no doubt, with experience and hindsight, we will
want to improve, and some that we will want to develop.
We have identified in our consultation paper the services
that we are conscious that we have omitted so that we
can do something about them.

What does it mean for you as managers and
providers of services? The first thing to remember is that
here we are really dealing with the tip of an iceberg. If
you are going to manage performance to achieve the
results that reflect your policies on our 152 indicators,
they will have to be supported by a whole raft of other
performance indicators - your management indicators,
your day to day indicators, success of individual detailed
programmes to try to increase usage, and so on. So you
will need a whole lot of additional information to support
the little bit that we are showing floating above the
surface. There is also a level of indicators that perhaps
are around the water line that you might want to think
about. These are your own policy ones. One of the
important things about the charter, and the publication of
mandatory indicators, is that it is your opportunity to
publish a great deal more information.

So I have some questions for you. First of all, when
you have looked at our indicators, do you know what
your own performance is on those indicators? Hopefully,
the answer is yes. I hope you are checking to make sure
of this.

I have mentioned that you need to start thinking
about what additional information you are going to
publish that puts your authority in the best light to your
residents. Ours are only the starter.

Finally, do you know how well you are doing
already, compared to others? Several authorities have
written back to us saying that they intend to be in the top
20% on all indicators. That is a little worrying because
with some of the indicators top and bottom may not
necessarily be good or bad, middle might be the ideal
value. Extremes either way can be bad. But more
importantly, how are you going to do that positioning?
Obviously, there are existing sources of information.
There are the CIPFA statistics; but unfortunately an
increasing number of people do not fill them in. There
are various government returns that you have to
complete, so you can get information from that source.
There are the Audit Commission profiles which come out
to your authority every year. You can look at those and
see what information they contain. Interestingly,
referring to Clive Bone’s fast diagram, I am not sure that
I would not call our tables a fast diagram also, with the
added advantage that we do not merely provide your own
cost breakdown in those tables, we also provide the
average for your family of authorities and identify how
much you might save by moving to the average, to give
you an idea of the scale of saving available. The final 

aspect of the performance information you can use is the
Quality Exchange. I would like to spend a few minutes
introducing this concept because shortly I will be
including sports management and leisure services in the
Quality Exchange programme.

We launched the Quality Exchange in 1990 with the
objective of providing a wider basis for comparing
performance. We recognised that CIPFA was not really
adequate; it just tells you how much you spend, it does
not tell you what your management structures are, your
policies, what your service provision is (except in a few
cases), where you can get the other information, or how
well you are providing a service. Within this framework
of providing additional comparative information, we also
felt it was very important for you to have a route
forward for learning. The danger with comparisons is
that if you end up somewhere far down the table, you
explain to your chair that this is because ‘we are
different’ - a nice glib excuse which gets the chair off
your back but does not really do anything for the service.
So what we wanted to do was to find a route for learning
more about services. We also wanted to start looking at
trend information over time but that is a long term aim.

What does it consist of? First of all, I apologise for
this but it does consist of a survey. But it will be an
interesting survey and I hope you will all fill it in. The
bonus for filling in the survey is that you get free copies
of the report.

What we try to do in the report is to present the
information you have given us in a very value-neutral
way because we recognise that your policies are all
different. It would be inept for us to state that a
particular way is best practice, without considering your
own policies. We leave it to you to decide which are the
key areas of performance and how well you are doing on
them. We also provide information in ranges. In other
words, we say, the range of subsidy is from lOp per user
to £2, the middle value is £1.10, so you can see how
generous you are being in subsidy. We do not name
names because all the information is confidential.

One of the more exciting areas of this exchange is
that we do try to make it a basis for informed
networking. When you fill in a questionnaire we ask you
to identify a contact within your authority who will be
able to answer questions about the questionnaire. So
when you want to know how an authority managed to
achieve a lOp subsidy and still have people coming into
its leisure centres, you can actually ask the manager who
gave that information how he or she did it.

You can also use this approach for looking at
processes. One of the standard questions is about quality
assurance. Are you doing it, will you do it, or do you
have no intention of doing it? Where there are CCT
services, as in leisure management, we try to ask both
sides the question. Are you demanding QA of your
contractors but not demanding it of yourselves? Again,
you can use the networking, the contact service to find
out more about it.

But because we have to keep all the data up and
available to us to answer your questions about who is
doing what, and how, there is a third element in the
Exchange which is that you can ask us to do a further
analysis. Our basic analysis categorises authorities by
county; unitary - metropolitan, London; and shire
districts. You might want to categorise by population, by
budget, or by some other category, so you can get closer
to comparing like with like. You might even want to give 

63



me a list of authorities and ask how you are doing in
relation to them. Provided you give me 20 rather than
two, I will give you that information. If you were to ask
me how Bournemouth compared to Basingstoke, I would
be giving you Basingstoke’s information and the
confidentiality would prevent me from doing that.

Within the Exchange we are trying to focus on your
issues which might include your policy making. Does
your policy have target groups, do you know what they
are? What is your role; is your authority set up as a
direct provider or an enabler? These will give quite
different results and that is obviously important in
conditioning the sort of comparisons that are made. What
sort of quality control processes do you have? How often
do you check cleanliness? Do you find that effective?
How much money are you spending? We need to have
that as a base denominator.

We look at staffing and such things as the level of
training and investment you put into your staff. What
staff turnover do you get? So, when you report a 15%
turnover you will know whether that is high or low.

We are covering sports development and outreach,
to report the sorts of things you are doing there. We are
looking at marketing, what sort of promotions you have
and who is responsible for marketing. Is it your
contractor or yourselves? We look at customer surveys.
In the case of sport and leisure we are looking for
surveys that reach non-users as well as users. If anybody
is doing that sort of survey we can all learn something
from it. We also look at pricing policies and flexibility.

So it builds up a much fuller picture than we are able to
do within the constraints of the 152 total indicators for
the Citizen’s Charter.

Finally, what is all this emphasis on performance
indicators in the 1990s going to do? The first thing to
recognise is that it is a marvellous opportunity for
publicity. Your indicators will be reported in the autumn
of 1994 so you have plenty of time to get messages
across to your public before any comparisons come up.
I hope you will have some idea of whether you are high
or low so you can state, for example, that you are a high
spender in a particular area because you believe in the
quality of your service - and you can demonstrate your
quality. There is nothing wrong with that. If you get that
message across to your residents and they can see that it
is true, when the media highlight the fact that you are a
high spender in that particular area, instead of your
citizens complaining, they will be pleased. So it is an
opportunity for good publicity which I am sure you are
all very capable of using.

It will also help to generate the dialogue that we
need with local citizens about public services. It starts
the discussion going. I hope it will finally really get
people interested in their local affairs and, who knows,
maybe at the end of the day we will see 60% turn-outs
at local elections.

And if you are not doing too well, it will give you
a chance to improve. As the Charter says, there will be
pressure for all to emulate the best.

64



SPORTS MANAGEMENT BY DESIGN

Geraint John

Chief Architect and Head of the
Technical Unit for Sport, the Sports Council

This paper will cover a number of issues which are
pertinent to its main thesis, which is the importance of
the linkage between good management and good design.
The issues covered are:

(a) the current position related to swimming and the
Council’s views on provision for swimming.

(b) The Sports Council’s draft strategy.
(c) A discussion of design features and their

relation to management issues.
(d) The small pool project at Melboum.
(e) The need for care in appointing design teams.
(f) Provision for people who are disabled.

I want to begin by talking about some of the things
that are of concern to us at the Sports Council. My first
slide (Table 1) is an analysis of the most popular sports
in Great Britain. Swimming is second to walking. These
figures come from the Genera] Household Survey.
Swimming for men and for women came third in the
overall analysis but when the two were added together
swimming moved up to second place. The reason for that
was that snooker is a male dominated sport and although
it is second in some terms it is not participated in by
many women.

So swimming is a very important sport and we
recognise that what the IBRM does is important.
Participation in sport is largely related to social profile
characteristics - age, sex, social class, income, car
ownership and education. Those most likely to participate
show increases in the middle aged and the elderly. There
is growth in sports participation in the 50+ age group.
This is a group that has significant spending power in the
economy. Participation by women, not necessarily in this
age group, is one of the targets of the Sports Council.

In terms of our forward strategy, the Sports Council
is now drafting and will be publishing its future strategy
early in 1993. It is likely to be called Sport in the
Nineties - New Horizons but this may change. We are
dividing the participation in sport into four areas. The
first is the foundation area - the development of
opportunities for young people, probably of school age,
laying the foundation for sport in the country. The other
areas are participation, performance and excellence.
When we analyse the top level of excellence it has
become clear to some that we have a problem in
swimming. The results that have come to us from
Barcelona indicate that our performance overall as a
country roughly measured what we achieved in Seoul in
terms of the medals we won and our achievements, but
in swimming there was a decline. A group has been set
up to examine this in terms of what can be done. This
concern for excellence cannot be separated from the
debate about what we are going to provide in terms of 

swimming pools for the general community.
We had 11 x 50 metre pools in 1970 and there has

not really been any increase in this building type. Most
of the stock we have, including our own Crystal Palace,
is ageing and badly needs updating. What are we going
to do about it? We know we have built superb facilities
at Sheffield; we also know of the financial difficulties
that the local authorities have encountered and how
difficult it is to justify, without some kind of national
subsidy, the standards of excellence in facilities such as
those at Sheffield which are needed for national
performance. So it is a real dilemma.

In terms of water polo, before Sheffield was built
Crystal Palace was the only pool in Great Britain with
the required dimensions and depth to cater for water polo
at international standard. So it is no surprise, when we
do not have the facilities, that we do not provide
adequately for performance of international excellence.

Sheffield contains a range of facilities of different
kinds. Our debate today is about management and
design. You cannot interrelate the two without reflecting
finance. In running a building the greatest cost is that of
the wages and salaries of the staff employed. Therefore,
this factor has to be taken very seriously at the design
stage. If the design is a poor one which results in a
requirement for a larger number of staff to run the
facility, then it has a direct effect on the financial
performance of the building. When loan repayment
charges of the capital are included, the equation changes
and that becomes the largest portion of the financial
equation. Nevertheless, the wages and salaries are still
very important, as is the management performance of the
building.

1 would like to review with you some of the issues
involved in the performance of the building. We can
learn from studying our faults.

Stainless steel has been used in many pools for many
components. It is always expected to be corrosion proof
but often it is not. I am going to quote Ralph Riley in an
article in a magazine that I read on my way here. He
talked about the problems of stress corrosion and the
concerns relating to stainless steel in buildings. He spoke
of the ever greater concern, exaggerated now by CCT,
with short term issues, three to five years was the
current kind of thinking, with the hope that longer term
matters would look after themselves. Ralph commented
that these are the consequences of a regime controlled by
finance. Many managers have little say in the design and
engineering factors of the buildings that they operate, and
this calls for a greater dialogue. For example, porous
bricks in a pool hall can encourage algae, they need
constant cleaning; the only way to rectify the problem is
to cover it up with tiles. It is a case of wrong
specification.

There are examples of small details and large details

65



Table 1

TEN MOST POPULAR SPORTS IN GREAT BRITAIN IN 1987 AND 1990
Persons aged 16 or over Great Britain

Sport
1987 | 1990

Adults participating in the 4 weeks before
interview in the most popular quarter (MPQ)

Millions % Millions %

Walking
Swimming
Snooker/billiards/pool
Keep fit/yoga/aerobics
Cycling
Darts
Golf
Running (jogging, X/C, road)
Weight training/lifting

Soccer

19.4
8.5
6.9
4.1
4.5
4.8
2.7
2.4
2.2

2.3

44
19
16
9
10
11
6
5
5
5

20.1
9.8
6.2
5.8
4.9
3.6
3.1
2.2

2.1
2.1

45
22
14
13
11
8
7
5
5
5

Base = 100% 19529 17574

TEN MOST POPULAR SPORTS IN GB IN 1990; BY SEX

Men % Women %

1 Walking

2 Snooker

3 Swimming

4 Cycling

5 Darts

6 Soccer

7 Golf

8 Running (jogging,X/C,road)

9 Weight training

10 Keep fit/aerobics

44

24

14

12

11

10

9

8

8

6

1 Walking

2 Keep fit/aerobics

3 Swimming

4 Cycling

5 Snooker

6 Darts

7 Badminton

8 Ten pin bowls

9 Running (jogging, X/C, road)

10 Golf
Tennis
Weight training

38

16

15

7

5

4

3

3

2

2
2
2
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which illustrate the point. Sometimes it is the small
details which cause the greatest user dissatisfaction, the
greatest visual discomfort to people, and in a way these
are the sorts of things which could so easily be avoided
by better specification.

The wrong use of materials is illustrated also by a
swimming pool tank made of mild steel and corroding
under the surface. This presents a big risk of structural
failure. We all know about the problems of glare,
daylight, on staffing. You can see condensation
appearing on windows. There are badly designed
poolsides which do not meet the safety recommendations
of the guidance that has been issued. Projections on the
poolside are not recommended where users might fall
and hurt themselves. This often means that greater
supervision is needed to operate the building. It is a
question we have to consider very carefully.

Even a small detail like the jointing of tiles is
important. Failure of the expansion joint in the tiling can
cause cuts on people’s feet.

We all know that swimming pools are
environmentally one of the most difficult and expensive
buildings to build. We have to take great care with them.
I think the only building type reckoned to be more
difficult is the abattoir, in terms of current technology.
The reason is that the abattoir contains all the same
elements of high humidity, high temperatures, very
corrosive chemicals being used, but also the abattoir has
to cope with large quantities of blood.

We also need to think about ugly buildings which,
again, come into the equation of what is value for
money. Is a particular kind of building, which is low
capital cost, attractive to the customer? In conversation
last night with David Welch, he commented that
something like 500 times more people see the exterior of
a leisure building than ever enter it, so the exterior has
to be appealing, it has to entice people inside. It is a vital
factor in the equation of what is value for money and
what is thus an attractive facility to manage successfully.

There have been disasters like the fire at Bury St
Edmunds, not necessarily caused by poor management or
even poor design but when something like this happens
we have to start to evaluate what actually happened in
the particular building. We have had swimming pool
roofs, sometimes of timber construction, collapse in
buildings where the humidity effects of the atmosphere
were not estimated. In one particular case, the glue that
was used for the construction of timber beams was of a
kind that was water soluble, so over time, as the building
remained humid and with high temperatures, the glue
eventually lost its strength and its adhesion. In one case
there were measures inside the roof space to raise the
temperatures by switching on electric elements to heat
the structure, which the management did not even know
about. So, again, it is the complex relationship between
what the designer can do and what the manager can do.

The Sports Council’s interest in leisure pools is that
they form part of the pattern of provision of swimming
pools and, of course, we have rewritten our Provision for
Swimming document. Something like 160 leisure pools
have now been successfully built across the country.
They provide for a need; they provide fun and leisure
facilities; they are attractive to the user and they will
probably attract more women (a target group) than they
will men, and these women bring in young children. So
it is very important to include the fun elements, not only
in new buildings but in existing buildings. We all know 

that the flume revolution occurred and then we found that
in some cases the design caused problems. There have
been accidents, some very serious, and this had to be
taken very seriously indeed whereby the designer and the
manager had not got the equation right. There were
problems, often resulting in higher management
supervision elements, problems of safety, and sometimes
closure. There was danger in allowing pregnant women
and those with a heart condition to use slides.

On the cleanliness of pools I was very interested to
see from the previous speaker that cleanliness was
identified as one of the key factors in the quality of
leisure buildings. There we have to address the problem
of what we are going to do about the pools at the lower
end of the scale, the low cost pools where we might be
using a lot of voluntary labour, and where the financial
questions are very difficult.

There is an example of a pool that we have built in
Melboum in Cambridgeshire. It is a development project
to explore what is the smallest level of provision we can
get away with. It costs about £0.5 million and it is built
as part of a community college. It is a very nice pool; it
is run by one manager and two part time assistant
managers, with a great deal of voluntary help. This may
be one of the patterns that we have to examine as the
policy of provision in the future, when capital sums for
financing swimming pools become more difficult to
obtain over the next few years. This area of development
will become more important for small communities and
I think we see it linked to the fact that swimming has
returned to the school curriculum. Pools are also likely
to become more interesting to the schools that are opting
out of the state system and thus seeking ways in which
they can enlarge their community activities. It is an area
in which the Sports Council is very interested.

We also built variations on the pool as part of the
SASH (Standardised Approach to Sports Halls)
programme. I know you are interested in both dry sports
buildings and swimming pools so I thought I would
mention SASH. This is a building programme that is
now completed. It was a series of sports hails that we
built to a standard specification. It was intended to raise
the standards of buildings because there had been so
many examples that were very poorly conceived. It was
to try to establish the normal performance standard that
we might expect in terms of value for money. We were
also very happy that the SASH building won a number
of management awards because it raised the analogy in
the way that if you are a racing driver like Nigel
Mansell, no matter how good a driver you are you
cannot win the race unless you have a very good vehicle.
Conversely, you cannot win a race simply by having a
good vehicle; you have to have a good driver as well. In
this case, we felt the SASH buildings provided the good
vehicle for management and it won a number of
management, as opposed to design, awards and we were
very proud of that fact. It taught us a very good lesson.

Signposting is very important both for safety and
amenity. It is something that is not often taken very
seriously in our leisure buildings. Maybe it is taken more
seriously now after CCT than it was before. It is
necessary for the information of the user. Nevertheless
the examples of good signposting in buildings have to be
very carefully considered.

I thought I would remind us of the importance of heat
conservation in terms of value for money. We can make
savings by the use of various measures, some of which 
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require capital investment to achieve that return. An
example from Germany uses heat exchanged from a
natural water source at certain times of the year. It
provides a source of energy to the building. That means
using less energy and I think we are reminded of the
world situation. I believe 50% of all the world’s energy
is used in buildings; 5% of that figure is used in the
construction of buildings but about 45 % is used in the
heating of buildings. If we are ever to achieve significant
savings in this area, which would help the ozone layer
and the pollution of the world, then we have to address
this problem of energy. It also relates to the comfort and
to value for money in the performance of the building
itself. We all know about the value of pool covers.

We also know about the amenities that have to exist
in buildings in terms of cafes, in terms of food, and in
terms of the services that are offered. This is not a
design issue only, it is a management and amenity issue.

In terms of the feedback that we have had from
surveys of sports buildings, changing facilities form a
large area of criticism. This often causes the most user
complaints. The standards that exist in some sports
buildings are not adequate; they do not encourage people
to use the buildings. We know that in the past, where
investment in the building has been too low, this has
resulted in inadequate performance of the building.
Where you divide the line between initial capital,
management and maintenance, is very difficult to say,
but it is certain that very often the initial building was
not good enough to survive and we have to consider very
carefully the construction of very worthwhile facilities.
We know too that there are new developments in
changing areas that encourage features like the changing
village that is being introduced to the side of pools - and
we have to consider things to do with clothes storage and
how that system is managed in the most effective, safe
and reasonable way. Again, you cannot separate how the
building is designed and its effect on the operation of the
building and how it is staffed. Then we have to come
back to things like the reception area, now often with
computerised information that is given about the people
who use the building.

Staffing is a very important aspect. Again, this is
where the design of the building has an effect on those
people who are asked to manage and supervise it. The
conditions whereby people who supervise the pool
surround are given proper amenities is crucial. There
should be rest rooms provided for staff; they should not
be directly on the poolside where it is not clear whether
they are supervising or having a cup of tea or reading a
book. You have to have proper amenities, with adequate
changing facilities, so that the building can be efficiently
managed and so that the staff who have the onerous job
of supervising from a safety point of view, through long
hours, are fresh, alert, and can manage the building well.

Again, you come to the design of the building when
you consider the places from which the building can be
easily supervised. These will be very obvious points to
many managers. The kind of storage facilities that we
need to provide in buildings is also very important.

I referred earlier to the multi-purpose use of buildings
and we have to consider that sometimes the buildings that
we design may not be used in the way that we envisage
at the drawing board stage. There is good information on
other uses like swimming for sub-aqua. I think we have
Olympic sports such as synchronised swimming that are
not very well catered for in many pools, and there are 

alternative uses that we have to think of that we
sometimes do not anticipate - how buildings are going to
be used, whether Crystal Palace might be used for a boat
show, for example, instead of just a swimming pool.

In other cases, in dry sports buildings, the sports hall
may not have been conceived to be used for anything
other than sports but, in fact, it might be used for a cat
show, a dog show, or a flower show. Certainly, sports
buildings were never designed in terms of acoustics for
some of the concert uses and the election uses that later
occur in many examples.

There are many cases illustrating the multi-purpose
use of buildings. A learner pool in a sports centre in
Gwent was emptied and then in the evenings they used
the pool to hold some kind of dry event, for meals or
whatever. 1 do not know what they did about the smell
of chlorine, the atmosphere and the whole environment
of the place but it was certainly one of the most
exaggerated examples of multiple use that we ever saw.
It does demonstrate what can be done with a building and
what sometimes is done with a building without being
anticipated. And we know, of course, of the growth of
social party uses in swimming pools.

The maintenance of the existing pool stock has been
talked about in earlier seminars. You were told then of
our figures, given in Provision for Swimming, which
were something like that we need £1,200 to
£1,300 million over the next decade just to keep our
stock in good condition, to stand still. Of course, we
know the concerns that this kind of money is not in local
authority budgets. It is a real problem for pools. We
have to bear in mind that we have minority groups that
really cannot operate on a truly economical basis. We
have disabled people. I was very interested to see that
the Audit Commission has identified the use of minority
groups in leisure centres as one of the factors to be
considered. It is well known that people with disabilities
are important users of swimming pools; they find it
valuable from the physical health point of view and also
for their morale. We know of the importance of sport to
the disabled and that the Paralympics is becoming more
and more significant in its effect. The designer of the
building, whether it is new or to be adapted, must think
about this area.

An example of a technical feature that can be of
benefit both to the average user and to those with
disabilities is the movable bottom. The person in the
wheelchair can wheel onto the pool bottom at poolside
level, and can then be lowered into the water. TTiis is a
technical device which is common on the continent but
very uncommon here, but we hope to see it developing
to give this multiple use of buildings, both to cater for
better economic use and maybe for the greater benefit of
small minority groups who seek to benefit from the
whole provision of swimming pools.

One of the conclusions I would like to come to is that
those of you who are considering the appointment of
design teams, either to upgrade your existing facilities or
to build new, should have it in mind to interview a
number of firms. At the Sports Council we are very
conscious that we are often being faced with designs that
are inadequate. We have started to develop what we call
a design audit to pick up on some of the issues that have
already been raised in different areas. This design audit
would try to evaluate such things as how good is the
circulation, how good is the safety, how good is the ease
of management, and how good are the technical factors 
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like the lighting and energy conservation. Many of the
points that we have developed in terms of evaluating the
design of a building are not really design features so
much as management features. For example, the location
of the control desk at the entrance hall is crucial in terms
of the numbers of people needed to manage the building
effectively and to give user satisfaction. So the placing,
the design and the way in which the control of the
building operates is both a design and a management
issue at that stage.

The Sports Council could help if you wanted to know
firms of designers and consultants. Like Sir Thomas
More, we never recommend, but merely point out, but
we hope that we can be helpful to you. Also, you should
interview a number of firms and visit a number of their
buildings to draw up exactly what your own requirements
will be.

If the designers are going to be in-house and they
have never had experience of a building before, then you
have an obligation to educate them. It is not good enough
to start drawing without information. You have to go
through the process of gathering the information and then
evolving into the design stage (maybe following the steps
that Clive Bone set out earlier today). You have to
educate them, go on visits, and then decide what kind of
building you want, and the kind of team approach that
you want. You should look for firms that can show that
they are quality assured.

One of the examples I wanted to finish with might
give you a lead. I have mentioned to you that swimming
is considered to need improved performance at
excellence levels in international terms. We demonstrably
do not have the facilities; we demonstrably will have
difficulties in financing the existing facilities to go on;
and certainly in building new facilities of 50 metre size
with diving facilities. So how do we do it? The answer
is that I do not know. It is a very difficult question but
perhaps the example of the Indoor Tennis Initiative,
which the Sports Council has been pursuing, could give
some clues.

The Indoor Tennis Initiative recognised that in tennis,
although we host one of the world’s greatest tennis
tournaments, that we invented the sport, and that we
probably have more tennis courts per head of population
than any other country in the world, nevertheless at the
highest levels, we have very few players to compete with
the world's best. This situation has existed for some
time, and we clearly are not producing players in tennis
at this level. The Lawn Tennis Association and the
Sports Council looked at this problem and thought that
maybe one of the reasons is the fact that we do not have 

the indoor training facilities that some other countries do.
Those other countries, like the USA, have been the great
achievers. So we should get on with building them. We
have now built something like 18 centres across the
country. The funding of these centres works in the
following way.

Tennis is a wealthy sport because it gets income,
from events like Wimbledon, from sponsorship, from
TV, etc. Perhaps they have capital that other sports do
not have but they are investing it in new facilities. So the
buildings will be financed by the All England Tennis
Club, by the LTA and by the Sports Council. Half of the
cost will thus be provided. Then, because the facilities
are badly needed in certain areas, you can add to that
inner city money, maybe in cities which are being
designated as important cities for sport. You may then be
able to add to that the finance which might come from
the Foundation for Sport and the Arts as a capital
investment, and lastly, maybe if it comes as we hope it
will, money from the national lottery.

So a lot is happening in tennis and that is the way
they are achieving it. They are getting money from a
number of sources for a multi-funded project and making
it work, it seems. And, lastly, they are attempting to
make the centres in some way commercially viable.

This matter of financial viability is very difficult.
What we found with the SASH buildings was that some
of them were financially able to make the income meet
the outgoings. That was a matter of management policy
and management efficiency. In other areas, they decided
that was not what they wanted; they wanted to admit
unemployed people at low charges; they wanted to have
uneconomic staffing ratios, and there were all sorts of
other objectives which meant that the same building gave
us a number of results. It was the management decision
as to how it was operated which in the end governed the
financial result. But, as I have said, in management
terms it was quite an efficient building offering the
opportunity for good quality management.

Finally, what of the future? It is not an easy time to
make predictions and I think I shall avoid them. I will
follow Bertrand Russell who said that if you are
absolutely certain of anything in this world then you are
certain to be wrong, because there is no such thing as
certainty. Sam Goldwyn, the famous film maker, was
more succinct. He said, “Never forecast, especially
about the future”. So I would like to end with the hope
that the current recession in the building industry does
not stifle all development. It is essential that we keep our
building stock, our swimming pool stock, in good heart
and take whatever opportunities we can to develop them.

69



POOL WATER MYTHS

Andy Elphick

Sales and Marketing Manager
ProMinent Fluid Controls (UK) Ltd

Introduction
Long before frogs were kept in tubs on the serpentine to
instruct would-be swimmers, man had been fascinated by
swimming in water. However, evolution from species
arising from the sea does not condition him for
swimming in poorly treated pool water. But the myths
associated with water quality and treatment in the present
day are almost as abundant as those to do with water in
ancient times. We no longer believe in mermaids - but
many pool operators still believe everything they are told
by salesmen - especially if they are told they can save
money. There are basic elements in pool water treatment
that cannot be ignored, however poor the budget. I hope
to crystallize those elements, kill a few myths on the way
and look at how new technology and European standards
could shape the future.

The need for a look at water quality in pools in the
UK now becomes a priority for managers. Criticism by
various bodies (EHO, PWTAG, Consumers Association,
BSS) following several independent surveys, shows that
there is a large number of operators unaware of national
guidelines and without written operating procedures. This
may now lead to closures by Environmental Health
Officers where users are at risk.

The verbal route of instructions on water quality
leads to the generation of myths. These can be
segregated into four main areas:

1. Physical water treatment and distribution
2. Disinfection
3. Other chemical treatments
4. Materials of construction.

1. Physical Water Treatment and Distribution
Myth: The quality of the pool water is determined in

the plant room only

Many pools seem to be designed without relating
filtration and chemical dosing equipment to the type of
pool, its size and use. It is obvious that the bathing load
dictates the turnover rate. It is obvious that the treated
water from the plant room needs to get to the bather. It
is obvious that mums soaking whilst they watch children
give a different load from active athletic swimmers. It is
obvious that the load on shallow paddling beach areas
calls for faster recirculation than diving pools. If this is
so obvious, why so many problems?

The guidelines are fairly clear (PWTAG and DIN)
but too many pools are ignoring some basic rules - eg
recirculation.

Diving pools 5 hours
50 m pools 3.5-4 hours
25 m pools 2.5 - 3 hours

Learner pools 1 hour
Leisure pools 1.5 hours

The latter need flexibility to provide 30 mins to splash
(beach/paddling) areas and 15 minutes for a spa pool.

Even when recirculation times are satisfactory, the
circulation pattern may not be. Disinfection requires
intimate contact between pathogen and disinfectant in all
parts of the pool. Myths arise that we need 2.5 - 3 ppm
free chlorine to maintain disinfection simply because
circulation is poor and dead spots arise. Recirculation
times on the leisure pool below here at the Bournemouth
International Centre are all right on paper, but
distribution has only been overcome by injection of
variable doses of hypochlorite to six different sections of
the pool - to maintain levels of chlorine in line with
bathing load and water flow patterns. This is an
admirable solution by the operators but one which should
have been designed out in the first place - by placing
responsibility on an expert water treatment contractor. So
don’t forget the clever bit to make the chemistry operate
where it needs to at all locations in the pool up to the
design bathing load; controlling chemical concentration
in the plant room and moving chemical quantity by
physical means. Get the contractor to prove it on
commissioning. When bathing loads dramatically change
ensure that the system can cope with good surface
withdrawal and balance tank control. Preset values for
withdrawal rates from scum channel may not be versatile
enough to remove pollution as large loads suddenly hit
the water.

Myth: Filters are not what they used to be

Many years ago filters at say 12 m/h were too slow and
backwashing/biological control poor, as they tended to
stick at the sides. But now shortcuts are taken - eg bed
depths are not increased for high rate filters. The basic
rules have never changed and for a filter (say 1 m depth
16/30 sand, rate 25 m/h) backwash should break up the
whole bed and it is helpful if this can be demonstrated to
ensure cleanliness of this hot bed for bacterial growth.
Backwash should never be less than weekly and never at
pressure differentials above 3 - 5 m above normal.
Backwash should not be done to suit management
timetables.

Myth: The best way to add alum is to load 10 kg into
the strainer basket after backwash

Filter conditioning is traditionally done using alum as a
slug dose. (20 ppm on one turnover volume). This causes
pH depression, alum residuals, increases in sulphate
levels, interference with bare metal amperometric
chlorine sensors and a shock to the system. It is far
better to use PAC in small regular doses; it works better 
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at the pH of pools than alum, should be tuned to bathing
load and should be well mixed with the water well
upstream of the filter.

Myth: Pumping a slurry of calcium hypochlorite onto
a filter aids filtration

Alkaline calcium salts are generally thought to bind
filters. Bacterial colonies may be reduced by high levels
of chlorine on the filter but only if subsequent back­
washes were satisfactory. Shock doses of sludge may
well contribute to trihalomethane formation and interfere
with residual control.

2. Disinfection
Myth: Breakpoint chlorination - if the combined

chlorine level is high turn up the chlorinator
and burn it out

Basics
1. When you chlorinate pure water the free chlorine

residual which remains is in direct proportion to the
dose.

2. When you chlorinate pure water containing pure
ammonia the chlorine residual will comprise
monochloramine, dichloramine, nitrogen trichloride
or free chlorine dependent on pH and ratios of
chlorine doses to ammonia level. At neutral pH
values the combined chlorine residuals will be
destroyed by increased chlorine doses given
sufficient time.

3. When you chlorinate water in a pool (which may
contain sweat, urine and resultant organic
compounds) the chlorine residual will compromise
monochloramines, dichloramines, nitrogen
trichloride and organo-chlorine compounds
(chlorine substituted on amino group) and free
chlorine dependent on pH value. At neutral pH
values increased chlorination will, in time, reduce
the mono and dichloramines but will not reduce the
organic chlorine compounds - indeed these will
increase. The only way to remove these is to use
highly oxidative ozone or to add fresh water. This
is the primary reason for dilution.

Myth: Residuals of 1.5 - 2 mg/l free chlorine are
needed to disinfect pool water

The new DIN standard dictates a maximum free chlorine
residual of 0.6 mg/l and a minimum 0.2 mg/l for public
swimming pools - and this is sufficient to maintain
disinfection. The key to this type of treatment is the DIN
standard maximum combined chlorine at 0.2 mg/l. With
good water distribution, thorough pre-cleanse of bathers,
efficient water quality management, dilution and/or good
oxidative water treatment such disinfection is possible.
The bonus is that low chlorine residuals are unlikely to
form irritant compounds and are environmentally friendly
- providing the swimmer with ideal conditions, which
must help revenue!

Myth: Swimming in chlorinated pools increases your
chances of getting cancer; ozonated pools
remove the risk

This is not an ancient myth but the facts are often
stretched, and much has been written about the formation 

of trihalomethanes (THMs). Certainly these compounds
are present in pool water treated with halogen
disinfectants (chlorine, hypochlorites, bromine, bromine
compounds etc) and ozone. They are likely to increase in
the atmosphere above pools as residuals rise, as
temperatures increase, and as high bathing loads increase
pollution and agitation of the water. Low chlorine
residuals, adequate dilution, good mixing at the
disinfectant injection point and organically pure make-up
water, will keep them low. The new DIN standard is five
times lower in its limit for THMs (20 mg/l) than the
Drinking Water Regulations. Is there any real or
epidemiological significance? Recent research has shown
that whilst there is an uptake of chloroform into bathers
this only equates to that taken in from other sources (one
hour’s bathing is about the same as one day’s normal
exposure). Over a period of time the uptake of people
who swim is much the same as those who normally do
not. But there is no need for complacency. Chloroform
has caused cancer in mice at large doses - but it has also
prevented other cancers in mice. There is no doubt that
the benefits of disinfection of water by chlorine, ozone
and similar compounds greatly outweighs the
disadvantages in the prevention of disease. Where
residuals are held as low as practically possible, the
nuisance compounds will be lower, so it makes sense to
advance the philosophy of low residuals just in case!

Myth: Chlorine gas gives better treatment than other
systems

Chlorine, which was largely removed from UK pools
because of the potential risk of gassing people in busy
centres, seems to be gaining renewed support. People
remember sunny days! Being actively involved with
chlorine gas treatment, I can remember many rainy days
too. If the reasons for recall are for water quality this
must be debatable at the very least. A chlorine residual
is the same wherever it came from. But chlorine added
by a gas chlorinator running continuously, particularly on
residual control, will also add lots of dilution water to
the pool. This could be done anyway by adding dilution
water with the hypochlorite (forget also the myth that
hypochlorite should not be diluted).

‘Chlorine does not contain any other chemicals’ is
part of the myth. True, but when it dissolves in water it
produces hydrochloric acid which needs an alkali (soda
ash) and the resultant mix is much the same as
hypochlorite. Water composition is important, and choice
of disinfectant could be more reliant on raw water
quality.

Myth: Redox gives a quantitative indication of
disinfectant concentration

Redox only gives a qualitative value for residual which
may be sufficient for control purposes. Certainly for
ozonation it is ideal for proving that an ozone residual is
present. ‘How much' can only be measured by
amperometric or colorimetric analysers.

Myth: Ionic water treatment (copper and silver ions)
keep pool water free of bacteria without the
burden of adding chemicals

This statement is entirely mythical.

Myth: Magnetic water conditioners kill algae

This statement is also entirely mythical.
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3. Other Chemical Treatments
Myth: The more calcium dissolved in water the better
Calcium is required in pool water for the sole purpose of
providing corrosion protection to metallic parts. If there
is too little, increasing pH will not provide a protective
scale. It may be needed to support PAC treatment. 50 -
70 mg/1 is quite sufficient. Higher levels such as the
500 mg/1 as CaCO3 sometimes advocated are likely to
cause scale, filter problems and TDS problems. The
myth supports calcium hypochlorite sales.

Myth: Calcium hypochlorite will reduce TDS, and TDS
levels of over 100 are of concern

Somewhat contradictory to the last myth. TDS is
basically built up by the need to add chemicals to remove
pollution. The higher the bathing load the higher the
TDS will go. TDS can only be removed by dilution.
Ozone is the only disinfectant that does not add any
dissolved solids to the water.

4. Materials of Construction
Myth: Stainless steel is stainless
Research is needed to evaluate the reasons for stainless
steel corrosion in pool atmospheres. Much depends on
the type of stainless steel and the maintenance it receives.
Nothing is more serviceable than say steps in stainless
steel, and simple maintenance keeps them stain free.
Stainless components in heat exchanges on the ventilation
systems may fail rapidly if acid components from the
atmosphere condense. Cures, in the form of ozonation or
bromination, have not always resolved stainless steel
corrosion in pool atmospheres and much work needs to
be done. Certainly the use of low residuals to reduce
aerial contamination is important. But stress corrosion
cracking in particular is a complex problem, often
occurring in areas where maintenance is difficult, and
possible in well run pools. It may be that alternate
wetting/drying cycles cause chloride build up with
subsequent corrosion. Saturation at high pH with
continuous wetting may cause brown corrosion but may
be less troublesome for stress cracking.

Myth: Treatment plant looks after itself - no
maintenance required

No plant user would admit to ever having heard this
myth but any plant supplier would recognise this need
and supply instructions etc. The state of equipment in too
many pools unfortunately perpetuates this myth. It is true
that equipment must be rugged and suited to swimming
pool plant rooms. Here at the BIC, pumps have been
dosing chemicals for about ten years without problems
because of reasonable maintenance. Selecting equipment
that is reliable and looking after it is still the most cost
effective option.

There are several other myths in the industry which
I have not included, for example relating to alkalinity,
water balance, storing chemicals together, etc.

Basic Rules (for disinfection)

1. Physically clean and distribute the water to where
it is needed.

2. Maintain as low a chlorine residual as possible
whilst maintaining disinfection standards.

3. Remove organic chlorine residuals by dilution
and/or ozonation.

4. Depend upon modem automatic chemical dosing
and control systems.

5. Pre-cleanse and prevent shocks to the system.
(For other chemical treatment)
6. Know your raw water and choose treatment

accordingly, maintain calcium at over 50 mg/1 as
CaCO3.

7. Avoid a chemical soup caused by adding too many
chemicals - keep TDS below 1500 mg/1.
Modem electronic control systems using reliable

sensors can take much of the day-to-day operational load.
One such system, Dulcomarin, results from many

years of experience in treating pool water. This
experience is literally built into the control logic of the
system memory and is demonstrated in the advanced
sensor technology. By fixing selection of types of pool,
control set points, alarm settings and all installation
variables, the operators only need simple instructions (by
video). For example a small private pool needs a
different control philosophy from a spa pool - and a
public pool on DIN standards a different operation from
one on high chlorine residuals. These can all be preset.
This leaves the operator only simple tasks as calibration
is automatic and faults automatically identified. Such
equipment must be fiddle proof. With this system all
settings are protected by security codes known only to
the responsible engineer.

Another first is the introduction of a probe for
chlorinated isocyanurates. This probe measures chlorine
residual to match the DPD test and thus allows
automation of this type of treatment on residual levels.

CONCLUSION
So where are we going? We cannot continue repeatedly
to identify major problems in UK pool water quality.
Modem equipment is available to improve chemical
treatment. Knowledge and experience is available
through bodies like PWTAG and BEWA, IBRM, etc. It
is unlikely that Directives will emerge from Brussels in
the near future on water quality standards for pools. In
the UK the press is again getting signals from the
professionals and public that all is not well. This may
precipitate UK central government to produce standards.
PWTAG in rewriting the DoE white book is geared to
take advantage of any such legislation. DIN standards are
apparently often discussed by those who feel they are too
high a goal/or price to pay. Do we want a two tier
Europe with pools? Perhaps we should start positively
recognising those pools which reach high standards in an
effort to promote water quality - not for its own sake but
for the comfort and wellbeing of the swimmer.

Finally, I cannot emphasise too much that
experienced companies (in BEWA) are used early on to
ensure the correct design of water treatment plant. Most
myths are started and promulgated by salesmen who push
their product’s advantages without considering
disadvantages. It is unlikely, for example, that a wonder
disinfectant will be discovered that is harmless to man in
its concentrated form and still kills germs at a very low
concentration. So when you hear the salesman say he can
‘save your water’, ‘replace nasty chemicals’ or ‘save
your money’ with product X, just remember, he may be 

72



starting a myth.
PWTAG look at new products and processes with

vigour and an open mind; proving or disproving the
claims made for some products is difficult. The majority
of processes may work well in one pool and all may fail
at another. The worst thing in water quality control is a 

poor operator and a disinterested manager. The best is a
trained engineer and an involved manager.

The swimmer must remain the reason for high
quality water - but it is a pity that mermaids cannot
return as the ultimate test for water comfort and be the
only myth in pool water treatment.
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LESSONS IN DUAL USE

Stephen Studd

Senior Development Officer
Facilities Unit, The Sports Council

Linda Bishop-Bailey

Head of Leisure Services
Cotswold District Council

Stephen Studd

This session is intended to be interactive. My
contribution will be a brief review of the Sports
Councils’ Management Award for 1992. As you may
remember, the Management Award lay in abeyance for
two years with the introduction of CCT. We found it was
increasingly difficult to persuade authorities to enter at a
time when the information required for the Award was
becoming so commercially sensitive. We relaunched the
Award in 1992 and targeted it at dual use facilities.

The objective, as in previous years, was to identify
best practice. We were looking for the highest overall
standard of effective management in line with the aims
and objectives of the facility. That is always the principle
of the Award - looking at a centre, looking at its
operation, and assessing it in line with the objectives set
by that particular authority.

The Award covers such areas as the corporate
structure, where we are not just looking at the manager
on site, we are looking at the department, the
relationship with members, the whole management
spectrum. We are looking at policy, at aims and
objectives and how they interrelate - does what happens
in a centre on a day to day basis relate to the policy,
aims and objectives of the authority? We are looking at
relationships as well - between members, between
officers, between on-site and department, and particularly
in the dual use situation, between the various components
on the school site that make up the dual use arrangement.

We had 155 entries for the Award. That is as high as
we have ever had and compares well with previous
Awards. Centres submitted material and filled in the
questionnaire; 60 were shortlisted between the regions
and were visited by regional panels. This is an opportune
moment to make a public thank you to the assessors,
both regionally and nationally, who came from the
IBRM, ILAM and the Chief Leisure Officers’
Association. We thank them for the time they gave freely
to help us with the assessment visits.

Twelve regional winners were selected from those 60;
(the absentee was from Northern Ireland where the dual
use arrangements did not quite match the criteria). From
those 60 we selected a UK winner and a runner-up. The
regional winners were all visited by the national panel
and the UK winner and runner-up received a third visit.
So it was a hard road.

Facilities had to include indoor sports provision; they
had to provide community use for at least 30 hours per 

week and that community use had to include provision
for casual use on a pay-as-you-play basis. The facilities
also must have operated for at least 12 months; we
wanted a minimum 12 month period to assess. The
Award focused on facilities that were on the school sites
or those that were provided under a formal joint
provision or dual use agreement.

So essentially, the facilities we were looking for in
the Award were what I would call traditional dual use,
and traditional joint provision facilities, those essentially
with some element of purpose-build related to them. That
is quite an important context for the other comments I
am going to make. We are not talking about schools only
opening up their existing facilities but generally specific
dual use and joint provision. Special provision for the
community was involved in most cases.

The principles of dual use were expounded as far
back as 1981. The publication Sharing Does Work vj&s
a report produced for the Sports Council by Coopers &
Lybrand. It highlighted the cost effectiveness of joint
provision and dual use, with the benefits to both the
school and the community.

Dual use is a partnership between recreational
interests and educational interests, whether it is district
council and county or two departments in the same
authority. It is usually mirrored in a centre management
committee, a joint management committee, reflecting
both interests.

1 want to give you a few thoughts on the two sides of
that partnership and how it might be changing, the
strengths and constraints under which the partners are
working. Clearly, the recreation interest has traditionally
brought the strengths of professional management,
obviously a key element. Also, the recreation department
brings that strategic role, the overview, the responsibility
for providing the right facilities, the right services, in the
right place in the district, to match supply and demand.
Departmental support behind the management is more
often than not part of the recreation department’s role,
providing a central pool of expertise and offering cost
effectiveness in terms of scale of operation, and a link to
other community programmes like sports development.
Also recreation has a breadth of community provision -
leisure, sport, the arts - all of these are strengths which
can be brought to bear in the dual use partnership.
Traditionally, the recreation department has brought with
it the ability to subsidise an operation both in terms of
capital and operating costs.

With all the doom and gloom that is around at the 
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moment I do not have to emphasise the changing picture
that we clearly saw in 1992 in the Award. First of all,
the upheaval of CCT has obviously had a major effect on
the ability of recreation departments to play that strong
key role in the dual use partnership. The first thing we
noticed was that it was unclear where dual use facilities
were sitting. Were they part of the client operation, were
they going to be part of the DSO, were they going to be
subject to a contract, were they going to have their own
contract or run to a specification developed for other
centres? The general picture was that largely, and
understandably, dual use facilities had really been left to
manage themselves for the past two to three years.
Obviously, there was a preoccupation on the client side
with setting contracts and writing specifications, and for
the DSOs there was the preoccupation to win those bids
in-house.

This manifested itself on the dual use sites in two
ways. Firstly, the aims, objectives and the policies did
not match up quite as well as they might have done in
the past; they had not been looked at and reviewed
recently. Also, the management, with the support of the
recreation department, had often not been able to address
the problems and the opportunities arising from the local
management of schools in the way that they would have
done had CCT not been around.

The future of the departments themselves is another
influence on the partnership. The expertise and the
support that I have mentioned was disappearing in some
cases. The client side may have been disappearing into a
multi-faceted contract monitoring operation and perhaps
there was a fear in some instances that the leisure and
recreation expertise was being diluted.

Financial constraints was another major issue; the
traditional role of the district council in supporting the
operation was under severe constraint. It is significant
that in 1981 in the research project by Coopers &
Lybrand, 9% of facilities achieved a 70% recovery on
operating costs. Although our sample from 1992 was not
statistically sound, just looking at the entries to the
Award, some 52% of the centres were actually achieving
in excess of 70% of recovery. Perhaps that is a sign of
the times.

Clearly there was a spill-over from CCT in terms of
the financial performance that was expected of these
facilities, even though they were not directly subject to
CCT. So, that role would seem to be changing; the
traditional subsidy may be beginning to disappear.

The restructuring of local authorities was clearly an
issue, notably in Wales where the process is slightly
further advanced than in other parts of the country.
Tensions were starting to appear, understandably again,
between the two sides of the partnership.

Looking at the education side, education departments
traditionally have brought with them resources in terms
of more finance than the school would manage on its
own and in terms of the land and facilities available.
With established programmes in adult education, youth
service, community education, education departments
have had a clear role in the community and a strategic
control of schools and their development, to ensure that
there was a strategic overview of the way in which
facilities and services were developed.

Again, there were growing constraints on this
traditional role. Local financial management of schools,
with budgets being devolved to schools, was bringing
new pressures. The ability to subsidise community use 

out of school budgets was disappearing. There was a
clearer demarcation between the two figures with the
control very much at local level. Often we were finding
schools with budgets that could not support the range of
services that they were expected to provide, or that had
been traditionally provided, on the site. Grant maintained
status was taking the school even further away from
education authority control.

Again, the restructuring of local authorities was a
factor to take into account.

Where does all that leave the traditional partnership?
Maybe with more tensions, as these constraints would
indicate. Also, there was evidence of a declining role for
the joint management committees, with less county
involvement and influence, in some cases being replaced
by a governor involvement. However, more and more
we sensed that the management of the traditional dual use
facilities was becoming more isolated, certainly from the
joint management committees but also from their
partners.

Legal uncertainty had clearly caused a hiatus in
renegotiating joint agreements. To what extent that is an
issue now or will become an issue in the future is not yet
clear but hopefully the position will be clarified as to
who has the ultimate responsibility of ownership of the
facilities by amendments to the Education Act. What was
clear was that there is going to be a new role and a new
influence for the school in a dual use partnership.

This was reflected in what we saw, particularly
looking at the facilities where purpose built joint
provision had taken place for the community. In many
cases those facilities were still operating in isolation from
the rest of the campus. You would see the professional
management running the sports facilities very
professionally and the rest of the school not being as
open to community use as one might like to have seen.

That may seem a fairly bleak picture but I would like
now briefly to highlight the two Award winners this year
- the Kelmscott Leisure Centre in the London Borough
of Waltham Forest and the UK runner-up from the
Wealden District Council, the Lagoon in Hailsham.

The first point I want to make is that in these two
centres you see what I call the two ‘Is’. The T in terms
of Kelmscott stands for ‘integration’. The entrance to the
sports centre is in the centre of the school and the
facilities are integrated physically in terms of design.
They are also integrated in terms of the way they
operate. The centre manager, employed by the recreation
department, is responsible for all community bookings
throughout the whole site, not just for designated dual
use facilities but for booking out classrooms for whatever
activity, sport, arts, culture. There is one source for that
booking and that is the centre manager. There is a wide
range of activities available.

One of the traditional bugbears of dual use has been
caretaking and maintenance. At Kelmscott the
maintenance staff and the caretaking is the responsibility
of the centre manager. He has control and a monitoring
role for the cleaning contract and for the security of the
whole site, the school and community facilities alike.

That facilitates a number of things. For example, the
exam desks are brought into the hall in the morning for
the examinations, they are taken out again at lunchtime
to allow the community use programme to continue, and
then put back. It is labour intensive but in terms of
community service and maintaining the community
programme in these times it is vital. At lunchtime the 
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facility can be used for the community as it is on the
other 51 weeks of the year.

The programming of the facility is interesting. It is
the community first, the school PE programme second,
and the rest of the timetable third. That is slightly
unusual. If there is a regular commitment to community
use, that is put into the programme first.

Integration of use during the day is well established.
The bar area which is right next to the reception area is
used during the day for such things as 50+ sessions
where they will be playing bridge or chess, having cups
of tea or coffee and using some of the sports facilities.
That will be going on during school hours and right in
the middle of the school activities. The panel noticed an
effect of this. It was seen that both the children and
teachers were aware of the presence of adults from the
community in the building and that whole process of
integration had an effect on the behaviour. Integration
with the community is very much part of the whole
philosophy of the school.

A final benefit is in terms of the quality of the
facilities and the quality of the opportunities that can be
offered to the pupils. Within the school sports hall there
is a foam pitted area for gymnastics, offering high
quality facilities and access to good quality coaching.
Trampolining and gymnastics are two examples where
top performers have emerged from the scheme, linked
with clubs and linked with good quality coaching and
facilities. Clearly, what you are talking about there is a
child’s life in sport, an interest for life and a healthy
lifestyle. Part of the programme is to introduce the pupils
at the right time to the equipment available for fitness
programmes and to encourage them to come back to use
it.

If the T at Kelmscott stood for ‘integration’, the ‘I’
that I would relate to the Lagoon at Hailsham is
‘innovation*. You have already heard Mike Osbourne
talking about the Oasis Project which certainly shows
innovation. At the Lagoon they have demonstrated the
ability to provide a community service that in the right
catchment area and the right circumstances need not cost
the local authority money. They are aiming this year at
break-even on total operating costs.

As you enter the reception area at the Lagoon it has
an attractive quality, almost a commercial club type of
feel. It is very welcoming to the customer. The
conversion of areas for special purposes, to become
income-generating areas, was another example of
innovation. The fitness factory was a converted store
room offering a specialist fitness facility.

I will not dwell on the Oasis Project which has
already been described to you other than to say that it is
a very successful example of innovation, with customers
being referred to the centre by GPs, people who would
not otherwise expect to set foot in a sports centre. All
credit to the centre and to Mike Osbourne for generating
that interest and response.

Another example of innovation is the ‘Slender You’
suite with the use of an external franchise to take on
responsibility to provide income without risk to the
centre.

The swimming pool is an attractive facility in its own
right and there is a programme to encourage teaching
opportunities and school use from the breadth of the
community, from other schools. So this supports the
school curriculum in a facility which is of better quality
than the schools would otherwise be able to provide.

‘Sports Scene’ is another project with a large degree
of innovation. It provides an opportunity for pupils from
the secondary school to meet next year’s intake from the
primary school. Pupils in their last year at the primary
school are brought along to special sessions in what will
be their new school hall. They are introduced to the
facilities by the pupils who are already there. That helps
integration of the new pupils and also helps to build
confidence and a new role for the pupils already in the
school, giving them a feeling of responsibility for the
newcomers.

So although my message may have seemed rather
gloomy at the beginning in terms of the constraints that
we all know exist on the partners, these two examples
show that there is scope still for innovation, for
integration, and for very effective management.

Education and recreation have been the two
contributors to the dual use approach. We are now
moving to a situation where there is a three-sided version
of dual use. The education department and the recreation
department are still there but there is a new ingredient.
That is the school, and the responsibility of the
headmaster for the budgets and the governors for the
operation of the site.

Trying to be optimistic, one wonders what
opportunities this might bring. Dual use still provides a
common sense approach to provision. It is certainly cost
effective and it brings with it benefits for all the partners.
The pupils gain the opportunity to access better facilities
and coaching, to be introduced to a new way of life, a
healthy lifestyle at an early age, laying the foundations
for their participation in sport and a healthy lifestyle in
the future. There are clear benefits for the school as
well. To be able to boast quality facilities, to be seen to
be active in the community, is important when schools
themselves are competing for their rolls in future years.
There are obvious benefits to the community as well in
opening up for access facilities which in other
circumstances in the past have not been available to
them. The benefits are clear.

Perhaps we will see a new impetus provided through
the schools to the whole question of dual use. Instead of
having community provision delivered through the
recreation department in the sports facilities, in
competition with community education programmes and
youth service programmes in facilities on the same site,
and even in competition with the schools themselves
trying to sell their own facilities in separate little
compartments on the site, maybe there is the opportunity
for a ‘campus’ approach initiated by the school to
capitalise on the strengths I talked about earlier, to
capitalise on the professionalism of the recreation
department management, the community understanding
that the recreation department brings to dual use, and to
use that for the benefit of the whole site. We saw a
number of solutions and different approaches. We saw
sites where the caretaker had become the manager of the
site. We also saw examples where it was the professional
recreation manager who had taken responsibility. Perhaps
there are some solutions in these different approaches
and an opportunity for an even broader extension of
community use in school facilities.

But how can we turn it into a reality and realise the
strengths of the partners? Or will the opportunity be lost,
through financial constraints or through the difficulties of
the partners? I will leave you with those questions
unanswered and hand over to Linda and her exercise.
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Fig. 1.

Strengths
o VFM
o Impact on the community
o Partnerships
® Defined catchment areas
• Familiar to pupils/reduced drop out
• Improved communication
• Sports development
• Health promotion
• Working relationships
• On site attitudes
• Design

Weaknesses
• Programming clashes
• Who is responsible?
• Traditional rigid approaches/attitude
• LMS/priorities
• Two organisations/two cultures
• Community use vs high income generation

activities
• Pay and conditions of teachers
• Relationships
• Lack of capital investment
• Fear of change
• Design

Opportunities
• Extend into campus
• Shared objectives
• Improve co-operation
• Financial viability
• National Foundation/Lottery
• LMS/GMS
• Pay and conditions
• CCT
• Local government review
• Management Award

Threats
• Education or district withdrawal
• GMS
• LA funding and maintenance
• Too much educational influence
• School governor control
• Land and resources
• LMS - money allocated to recreation spent

elsewhere
• Differing objectives/priorities for school and

recreation
• School not prepared to pay for recreational

facilities
• Sale of facilities, eg playing fields, to generate

funds for schools
• Diminishing revenue
• CCT
• Pay and conditions

Linda Bishop-Bailey
We are now going to try to involve you, because you
have spent the whole week listening and I am sure there
are lots of good ideas out there. I do not think that at this
stage any of us have all the answers but maybe between
us we can find some of them.

Steve has given us a very good background in looking
at what was discovered in the 1992 Sports Council
Management Award. When that Award was put together
in 1988, dual use was a bit like the dance of the seven
veils. The veils are still coming off as changes unfold
and we are still discovering new things about dual use.

I want to remind you of some of the perspectives that
have changed in relation to education, local government
and in our attitudes.

LESSON ONE - EDUCATION
• The role of school governors (1986)
• Teachers’ pay and conditions (1987)
• Local Management of schools (LMS) (1988)

• Grant maintained schools (GMS)
• Open rolls

• National curriculum
• ‘Choice and diversity’

LESSON TWO - LOCAL GOVERNMENT

• Capital controls
• Compulsory competitive tendering
• LA controlled/influenced companies
• LA sports trusts
• Community charge
• Standard spending assessments
• Council tax
• Local government review

LESSON THREE - ATTITUDES

• Consumer orientated society
• Home entertainment
• Health awareness
• Elite performance
• Regeneration of communities

• Sport as a basic need
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Those are some of the things that are changing; the
question is, what are the lessons that we have learnt? I
want you to look within your own experiences, and
sharing them with a small group, undertake a SWOT
analysis - the strengths, weaknesses, opportunities and
threats - of dual use. I am hoping that as a result of that,
we can sit down and look short term at what can be
done, and maybe next year some of you can get up here
and give us a paper on what you have done to improve
dual use.

The delegates divided into four groups to discuss
strengths, weaknesses, opportunities and threats. A
representative from each group reported back their
findings. As presenters reported on their discussions,
Linda Bishop-Bailey compiled a master list of the
combined SWOT analysis of the four (Figure 1).

Linda Bishop-Bailey
I want to thank you all for your contributions. This has
been your session; you have come up with some really
super ideas which we will hope to turn into an action
plan:

Build on the strengths
Turn weaknesses into opportunities
Make opportunities strengths
Eliminate the threats.

The SWOT analysis that we have drawn up identifies 

a strong feeling of threat from the changes that are taking
place in education, and from a climate of financial
restriction. There is also a feeling that perhaps the aims
of recreation and education have not been properly
reconciled, so that the two are not working together to a
common cause. Whilst there may be no short term
answer to financial restrictions imposed from central
government, the whole question of finance - for both
parties in the partnership - must be one of the major
challenges we face.

There are, however, opportunities, even within the
identified weaknesses and indeed this could be our
starting point for the future. For instance, if we could
literally ‘get our act together’ and reconcile differences
between recreation and education to find common goals
then perhaps dual use would truly come into its own. It
is encouraging that what have always been acknowledged
as the strengths of dual use are still there, and if I am
not mistaken then new strengths are beginning to be
identified; these are the ones which come out of crossing
into each other’s areas of work.

Undoubtedly, these are times of great change, and if
we are to learn the lessons of dual use so far then we
must seek greater change and make those opportunities
happen. Let us try to get rid of the dual approach but not
the dual use; there is after all much commonality.

There are plenty of opportunities out there and some
of us are going to go out and find them. Next year I
hope to hear what you have all been doing. If you
achieve any of these successes, if you can turn any of
these weaknesses into opportunities and strengths,
remember to let IBRM know so that we can spread the
good word in the magazine.
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ORGANISING ANEW

Rob Francis

CSL Group Limited

The structure of the paper was as follows: •
1. The need for new organisational models and

independent ‘not for profit’ organisations is a result
of:

• expenditure controls on revenue and capital;
• extensions of CCT;
• legal constraints on municipal trading;
• local authorities wanting to ‘enable’ rather than

provide certain services.

2. The benefits that the new organisations and the
private sector can pass on include: 5.

• access to private finance;
• wider trading opportunities;
• improved productivity;
• the opportunity to build a team culture within a •

smaller specialised group.

3. What alternative types of organisation should be •
considered for recreation and leisure based
services? The alternatives which would need to be
constituted as charitable ‘not for profit’
organisations include:

• Trusts - the liability of individual trustees needs to
be considered, as does the need for Charity *
Commissioners' approval of charitable status.

• Companies limited by guarantee - reduces the
exposure of individual directors but still requires &
the approval of the Charity Commissioners. e

• Industrial and provident societies - limited liability
for members is inherent and the society achieves
charitable status with the Inland Revenue if we
follow established guidelines.

4. What would the new organisation require from the e
local authority?

• The organisation would need a land interest in the
relevant operational sites (to achieve independence
and the ability to raise private finance).

The organisation would need a service contract to
achieve the ‘right’ service for the authority (i.e. a
definition of service outputs, opening hours,
pricing, etc.) and to secure its own revenue cash
flow.

In addition, existing service contracts, won in
competition or otherwise, may need to be assigned
to the new organisation to provide the complete
range of responsibilities and service for the new
organisation (e.g. support service contracts, SLAs
for payroll, accounting, etc.).

What legal powers can the local authority rely
upon? In practice the local authority has to look at
the specific objectives and purposes of its own
scheme but in general the authority can consider the
use of:

Powers to provide recreational facilities
(Section 19, Miscellaneous Provisions Act 1976).

Powers to promote entertainment etc. (1972 Local
Government Act).

Power to assist economic development of the local
area (Section 33 Local Government and Housing
Act 1989).

Other service powers on education, public health,
which can be relevant to individual schemes.

How would the transfer of staff be achieved?

In practice all staff transferred by CSL to new
organisations have entered into collective
agreements which reflect the intentions of the
Employment Protection Act 1978 but at the same
time provide a sensible platform for staff
development and service enhancements.

Staff are encouraged to participate in the new
organisation’s development in a more active
manner than a local authority can achieve. This
reflects the smaller size and wider trading powers
of the new organisation.
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management perspective

Carolyn Leuw

TMI

My theme this morning is to talk about management
perspective. My contention is that that is the precise role
of the manager - to have and to provide perspective.
There is a story about a royal pageant in Edinburgh. The
chief of police, whose role was to supervise the security
and the traffic control, was given the choice of using a
squad car or a helicopter. I wonder which you would
choose. He chose the helicopter. If he had chosen the
squad car he would merely have been adding to the
congestion. And yet, how many of us spend too much
time in our squad cars when we should, in fact, be
helicoptering? Why do we have such difficulty in pulling
ourselves back so we can see the wood for the trees?

My suggestion is that it is because we are suffering
from a phenomenon known as ‘Flapsi-Hapsi’. This is a
quite widely practised management technique; it has
certain identifiable features, one of which is that it uses
a system of piles. For example, we come into the office
in the morning, hit the in-tray, and sort things into piles
according to how we see them in terms of priority.
Another feature of the ‘Flapsi-Hapsi’ method is the
‘Flapsi’ box. I have brought one along to show you. This
is a fairly basic model made of heavy duty black card. I
have to admit it has become a bit tatty with age. Since
this was brought out there have been fantastic
improvements in these boxes. You can get them with
hinges or handles (i.e. briefcases).

I would like to show you how the ‘Flapsi’ piles
operate in conjunction with the ‘Flapsi’ box. The best
way to do that is to tell you about somebody I used to
work with who was an arch exponent of the ‘Flapsi’
approach. When I used to work in a human resources
consultancy I had a colleague called Paula who was very
good at ‘Flapsi’. She used to spend quite a lot of her day
sorting and resorting her piles. To her credit it has to be
said that she worked very hard and for long hours in
order to try to make some headway. When it came to
about 6.15 pm or 6.30 pm she would finally decide that
enough was enough. That is where ‘Flapsi’ would come
in. She would sort all her piles and choose some to put
in her box and take home with her. Then she would say
goodbye to any remaining staff. That is quite important
because there is no point in staying late if nobody else
notices!

The good news is that by staying late Paula has
actually managed to miss the worst of the London rush
hour. She does actually manage to get a seat on the train
so she can have ‘Flapsi* on her lap.

Once home, she gets something to eat and then
settles down in front of the television (because it is
important for her to keep up with current affairs in her
job) and opens ‘Flapsi* to do some work. However, by
the time she was watched ‘Eastenders’, ‘Brookside’ and
the news, her flatmate comes in and suggests they should
put some pictures up in the hall. Paula says she is too
busy; she is working. Her flatmate responds that she is 

not working, she is watching television. Paula maintains
that although her eyes may be on the television, she is
thinking about work. Her flatmate comments that the
piece of paper in her hand is upside down. Paula has an
answer to that. She says she can read upside down
because she spends a lot of time in other people’s offices
while they are on the phone.

The news comes and goes, then ‘Cagney and
Lacey’. In fact, Paula only goes up to bed when there is
nothing left on the television to fall asleep in front of.
While she is getting ready for bed she has a brilliant
idea. She has heard that the brain can do things twice as
effectively when it is awake and alert as it can when it is
tired. She decides to set the alarm clock 45 minutes
earlier so she can get up the next morning to do the work
in the ‘Flapsi’ box. In due course the alarm goes off.
The great beauty of having set the alarm clock early is
that you don’t actually have to get up! So Paula rolls
over for another five minutes and falls asleep for another
55 minutes, by which time she is in a tearing hurry, gets
dressed in a complete scramble, charges through the
kitchen grabbing some breakfast en route, picks up
‘Flapsi’, rushes to the tube, and is now travelling in the
thick of the rush hour. She cannot even get on to the first
train and does not get a seat on the second one. By the
time she gets to the office she has never really made up
the time; she is 15 minutes late and a whole new day has
begun.

Does this all look familiar to you? Can we do
anything about it? The answer is, yes we can. Poor old
Paula is suffering from overload. The reason that she
does not have the energy to do anything more productive
with her evenings than slump in front of the television,
whatever her intentions may have been, is because her
brain is overloaded.

I would like to explain ‘overload’ in terms of the
capacity of our brain: how quickly it can be overloaded,
but also what we can do about that. I will talk about the
brain in terms of three levels of consciousness. There is
the conscious brain which is what we use when we are
awake and concentrating. It is possible to be awake and
not conscious. However, when we are concentrating we
focus on only one thing at a time, maybe because it is
new, or difficult. However, we can get to a level where
we can multi-task, where something is routine we can
actually do several things at once. The suggestion is that
the absolute outside limit to our multi-tasking capacity,
the number of ideas we can hold in our head, is ten. It
is probably less than that for most of us, somewhere
from six to ten.

Then there is the subconscious brain which we use
all the time; it contains an infinite number of thoughts.
It is our database, the storehouse for our ideas, it is
responsible for our day dreams, our sleeping dreams, the
thoughts that come into our heads out of the blue. It is
also the creative and imaginative part of our brain.

80



We start to appreciate what is going on with Paula
in terms of overload when I tell you that by the end of
the working day her desk typically disappears under piles
of paper. There is more than one thing that her conscious
brain is being reminded of, not just visual distractions of
bits of paper but also aural distractions in terms of
background noise and so on. There are more than ten
things that her pre-conscious brain is trying to cope with.
This is leading her towards a situation of overload, both
of the conscious brain and the pre-conscious brain.

This has certain features. Interestingly, it cuts off
access to our subconscious, our capacity to be creative,
to think innovatively. You may be aware of this, for
example, when you are under pressure and you are
trying to think of something, and you can’t. It is only
when you relax later on that the idea comes into your
head just by itself. That is because when you are relaxed
you are back in touch with your subconscious. You do
not need me to tell you that overload leads to stress, or
about the physical health problems connected with that,
be it ulcers, migraines, headaches, backaches, and so on.
It leads to the feeling of tiredness. My own view is that
that feeling of fatigue at the end of the day is brought
about not so much by all the things we have done but
because of thought hanging over us of all the things that
we still have to do. That is what is tiring; that is what
saps our energy.

It also has an effect in terms of our behaviour. We
become irritable and snappy. Our relationships both at
work and at home spiral downwards. In short, we are
talking again about ‘ Flapsi-Hapsi ’, and that inevitably has
an effect on our performance. Our ability to prioritise is
diminished; we make bad decisions because we are
feeling stressed; the quality of our performance goes
down and we make mistakes.

I have been using the ‘Flapsi’ box to indicate the
symbol of a briefcase and I have shown it to you full of
papers. I would like now to extend that and ask you to
imagine this as a symbol of the ‘Flapsi-Hapsi’ person’s
head. It actually has something else inside it
symbolically. These are pine needles - Christmas tree
droppings. These pine needles represent all the things
that we want to do, ought to do, need to do; all the
phone calls we have to make, the reports we have to
write, the figures we have to check, the meetings we
have to attend, as well as all the jobs around the house,
the visits to friends, all the things we have to remember.
Here they all are in a nice, easy to find, structured way.

‘Flapsi-Hapsi’ is the way that some people deal with
those pine needles. If we take the example of Paula
again, in pine needle terms, her desk, as indeed her
head, is full. She starts the day with the best of
intentions really to get through a lot of work but then the
phone rings and it is Julia asking for some information
Paula had promised her. Paula knows she has it
somewhere, she was looking at it only yesterday, but she
can’t put her hands on it amongst all the piles on her
desk. She has to tell Julia she will find it and get back to
her. Once she starts looking for the information Julia
wants she comes across all sorts of other things that
really should be dealt with urgently. She gets more and
more worried. At which point, the post arrives - another
diversion.

This is the danger, that we spend our day flitting
from pine needle to pine needle in quite an arbitrary
way, depending on who happens to call us, on which
piece of paper happens to catch our eye amidst the 

muddle on our desk, who happens to stick their head
around our door. What we are doing is that we are
overloading our brain and being completely reactive.

You are probably thinking the reality is that you do
have loads of pine needles; you do not have tens of
things to do, you have hundreds of things to do. How do
we deal with those? The answer is that the brain does not
like volume information but it can deal with information
provided it is grouped. All right, it does not like more
than ten things but if you group those things into ten
groups then suddenly out of chaos we get structure and
it becomes manageable.

So I would suggest that Paula needs to learn a
lesson from Mother Nature in relation to all the pine
needles in her head and on her desk. She needs to think
about where pine needles come from. They come from
trees. On those trees there are branches; on those
branches there are twigs; and on those twigs there are
pine needles. Now, because I have groups, I have
structure. Because I have structure, I have overview.
And because I have overview, I have control. So when
a little pine needle lands on my desk my brain can very
quickly decide whereabouts in my structure that pine
needle fits. Then my brain can also decide whether that
is the right pine needle for me to be working on now.
Maybe now I should be working on a different pine
needle, maybe on a different twig; maybe on a
completely different branch. Maybe that pine needle does
not fit in my structure at all, in which case I should not
be doing it.

So there are key words when we are talking about
perspective. It is about having perspective through
structure, giving you overview and control, in order that
instead of feeling overloaded we feel in control. Perhaps
it is a coincidence that the world record for the number
of balls that can be kept in the air when juggling is ten.
I do not think it is a coincidence that the figure often
recommended as the limit for span of responsibility for
one manager is said to be ten.

At TMI we recommend the use of a Time Manager
binder which acts as a personal pine tree. In management
jargon we talk about our branches being key areas - less
than nine areas on which we can focus our attention. We
need to divide everything we have to achieve into less
than ten - say nine - key result areas, all of which are
important. You may be able to indicate priority or they
may all be equally important. Those are further
subdivided into sub-headings on each branch which we
call tasks. Those are sub-elements and each of those sub­
elements is further broken down into pine needles, or
activities, in other words, the nitty-gritty specifics you
actually need to do to make progress in that area,
whether it is the phone calls, the reports, the recording,
the monitoring, or whatever.

Going back to the pine tree, what the groups’
headings should be becomes an individual exercise. You
may have one key area that is called ‘staff. After all,
that is what management is about, it is about getting
results through other people. You may have a key area
called ‘marketing’, or ‘finance’, or ‘external
communications’. You may have one called ‘facilities’,
one called ‘quality’, ‘long term planning’. The idea is
that the thing should be holistic so that it is not just about
work but about your whole life, so maybe you have one
called ‘personal development’. Maybe you have an area
for the rest of your life, your family, friends and your
home.
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This would break down further to the twig level and
you would have twigs that might be the names of the
different members of staff you manage, the functions to
do with staff, such as training. Under finance you would
have CCT, your budgets and your forecasts, and maybe
your cost-cutting exercises. Even your expenses would
find a home on that branch. External communications
would cover the customers, other local authorities and
suppliers. Under personal development you would have
your own training and development. Maybe that is the
branch for IBRM. But as well as work, you have to
include such things as your own fitness plan. Let us
practise what we preach here. Then, as well as all the
task oriented things to do with staff management, maybe
there needs to be one area that is called ‘fun’.

So the pine tree structure is quite helpful but the
analogy does not end there. I have been talking about
branches, twigs and pine needles, but there is a higher
level - the trunk. Effectively those are our long term
goals. Whereas a pine tree does not have much choice as
to the direction in which it grows, we do have a choice
of direction, if we stop to think about it. That seems to
me to be one of the roles of managers, to pull themselves
back in order to give that sense of direction, in order to
set the goals.

The word ‘goal’ is an interesting one because it
means different things to different people. You can talk
about targets, aims, service level agreements,
performance indicators, objectives. There is a whole load
of linguistic confusion over the subject of goals. You talk
about mission statements, you talk about vision.

In order to practise what I preach and to give some
kind of order to that chaos I would like to share with you
a model to do with goal setting. It is not the only one but
it is one that we borrowed from the British Olympic
Association. TMI was involved in giving support and
training to the Olympic athletes prior to and at
Barcelona. If ever there was a group of people focused
on goal setting it has to be athletes. The model they used
is one that looks at three levels of goal setting: the
dream, the performance, the process.

The dream goals are visual, they are on-going, they
represent a state that you can actually visualise. So you
may have a goal of being slim and fit; a goal of
travelling the world; a goal of being happy; a goal of
having a job next year.

At the performance level, we are talking about
measurable, specific, time-based goals. These are such
things as to pass your driving test by a particular date, to
have X thousand poundsworth of revenue, things like
that.

The interesting thing about the performance goals
is that they cannot be actioned directly. In other words,
I may have a sales target of X thousand poundsworth of
business; I cannot just go out and get that. In order to
achieve my performance goals I have to go through
certain processes. If I have a particular quality standard
of cleanliness, I cannot do it just like that. I need to go
through certain routine processes such as five checks on
the changing rooms per day - the actual things that I can
do. So if I have a performance goal of passing my
driving test by such and such a date, the process is that
I am going to have one lesson a week for the next 13
weeks.

So - dreams, performance, processes. Maybe to
clarify that I can use a sporting Olympic illustration. Let
us say that my dream goal is to have a gold medal in the

1996 Olympics for the marathon. In fact, that is my
visual image - myself on that rostrum being awarded the
bouquet of flowers and the medal. In order to achieve
that I have to set myself certain measurable targets to
take myself from my current time, which maybe is about
2 hours 17 minutes, to the time I think I am going to
need to hit to get the medal. That may mean that my
performance target for 1995 is 2 hours 7 minutes; in
1994 it is 2 hours 12 minutes; in 1993 it is 2 hours 15
minutes. So it is actually a series of performance targets
to take myself in the direction I want to go.

In order to hit those targets I need to go through
certain routine day-in, day-out processes. I have to go
running every morning at 6.30 am for a certain number
of hours. I have to follow a particular diet of X number
of calories a day. I have to go weight training three
times a week. Those are the processes I need to hit the
target, to achieve the dream.

One of the problems in management, as indeed in
sport, is that we do not operate at all three levels. For
example, you may have staff operating purely at the
process level. They are doing the routine, going through
the motions, day-in and day-out. They are not
particularly motivated because they do not understand
why. The dream, the mission, the vision, has not been
shared with them.

Sometimes the dream is communicated to them but
there is a gap because there are no performance targets
set. There are no measurements. Consequently, the
dream seems too far off. At the beginning of this week
I was working with a company and I asked them for a
copy of their vision statement. They rummaged around
and found a piece of paper which said that they wanted
to be the pre-eminent supplier of computer software in
their field by the year 2000. That is all right but that
dream is set for the far horizon. Maybe it is a little bit
far away for it to be motivating and we need to set some
nearer targets, some performance goals, to take us to the
next stage, just as with my Olympic dream I need a
much nearer specific feedback target to give me the
motivation to get out of bed every morning, for me to
operate at all levels. Sometimes that is where we go
wrong.

I think also that the higher we get up in
management level, the more we need to give attention,
not to the process, but to the dreaming and to the setting
of our performance targets. In another model, the
suggestion is that there are different levels of
management, from supervisor to middle manager, to
senior manager. At the senior level of management, the
80/20 rule applies quite interestingly - 80% managing,
20% doing. At supervisor level, it is probably 80%
doing, 20% managing. At middle manager level it is
probably more like 50%/50%.

As a manager, you have to be the one to decide
every now and then to ditch the old processes because it
may be that the vision, the dream, has moved on, and
the processes currently being used are no longer needed.
In reality what goes wrong is that yes, the vision changes
and we need some new processes, but we do not get rid
of the old ones. So everybody is overloaded because they
are still going through a whole load of routines and
processes just out of habit, even though they are
redundant and need to be replaced.

The performance goal setting often gets left out
because we lack self discipline. If we set ourselves
standards, the danger is that we can fail. Equally, 
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measurement in itself is not enough. Unfortunately I am
not going to lose any weight just by weighing myself ten
times a day. But measurement is vital as a way of
measuring success, giving ourselves the motivation to
move forward.

It was Bill Shankly who said that success is not an
end in itself, it is an encouragement to go further
Indeed, my definition of management is that it is about
achieving success through others; it is about sharing with
them the vision so that they are motivated to perform at
their best. So a lot of it is about communication

I will tell you a story about stone cutting.

Somebody wanted to find out more about stone
cutting and went down to the local quarry. There were
some stone cutters there and she asked the first one to
tell her something about what he was doing. The stone
cutter said that he was chipping away at a block of stone.
So the person moved on to the next stone cutter who
seemed to be doing a similar task and asked him the
same question. The second stone cutter said he was
helping to build a cathedral. We want our staff to operate
like the second stone cutter. It is about sharing the vision
so that other people know not just what they are doing
but also why they are doing it.1

For information about TMI's "Personal Planning and Tune Management Course*, and about TMTs other training
programmes, please contact TMI on 0564 794100.
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ADDRESS

Doug Henderson MP

Newcastle-upon-Tyne North

I am very pleased to be here today. I know you have had
a very interesting agenda this week on the subject of
‘Sports Management in Perspective'. As your President
has said, Bryan Gould was originally scheduled to be
here and he does send his apologies. I am sure you will
understand why he is not able to be with you. I suppose
Bryan could be said to be putting political management
in perspective for a period.

I am very pleased to be a substitute for Bryan. I
worked for him as a junior industry spokesman when he
was Shadow Secretary of State for Trade and Industry,
and I held that job until July. I am now the Labour
Party’s local government spokesman and it is that context
that I want to make a few remarks later on in relation to
local government finances. I know that many of you have
a public sector involvement.

For the present, I can say to you that I have always
been interested in sport. From a very early age, like
most boys who were brought up in central Scotland, I
watched a lot of football - and still do. I watched a lot of
cricket - and still do. I am a participant in athletics. I
like to climb over mountains when I get the opportunity,
although that is not very often, and I still like to play
football in the backyard.

As a Member of Parliament for Newcastle I have
not had too many invitations on the subject of sport in
recent years but I can say to you that things have begun
to buck up, and we are all indebted to Kevin Keegan for
that, over the past ten or 12 weeks.

I hardly have to say to an audience like yourselves
that sport is about taking part in physical exercise, and
sometimes watching others taking part.

I believe that professional sport is at the apex of a
much wider pyramid of sporting involvement. Some
people say that professional sport should live or die by
its own acumen, on its own commercial basis. I do not
accept that view. I think that the rest of the community,
and particularly government, have a responsibility to
support professional sport. Those who are hostile might
ask why this is the case, why are you prepared to use
some public money for professional sport?

I think there are strong arguments because
professional sport sets an example to the rest of us. In
the vast majority of cases it is a good example.
Secondly, professional sportsmen and women inspire
young people particularly to achieve in their own
sporting lives, both when they are young and later.
Indeed, they also inspire some of us who are older. It is
quite interesting to look at how a professional
sportsperson can inspire a young person. Until a few
weeks ago my own son was Lineker mad; it then became
David Kelly; and after the goal at Middlesbrough last
week it is Liam O’Brien. As a six year old, he is
inspired to go out and improve. That is a good thing.

But I believe that taking part in sport is a crucial
part of a young person’s upbringing. Sport helps young 

people to develop character. Team sport helps young
people to work and play with others. Sport keeps young
people off the streets. Sport helps young people to keep
fit and healthy. It also gives young people the
opportunity to express what I believe is a psychological
high which sets people up for the day, week, month,
year, and life before them.

The main role of spectator sport is, in many ways,
to encourage participation in later years. It should and
does foster an interest, a belonging to, a sense of
commitment, and in many cases, great pleasure. In my
case, as a confessed addict of Falkirk FC, it has fostered
a life of blinkered passion and prejudice, of unfulfilled
hope, depression, and very often, misery. My research
assistant said to me about three days before election day,
“I just can't take this pressure any longer”. I said, “This
is nothing. I have to suffer this 42 times a season - at
least two Cup ties, most Wednesdays and every
Saturday”! There are, of course, compensations. The
compensation in watching professional football is the
humour and comradeship of the crowd. I always reckon
that watching Falkirk FC is actually a treatment for
schizophrenia. There is a colleague of mine who stands
a few yards along the terracing, by the name of
McDougal. He was a foreman at the Carron Iron Works.
He goes to the enclosure because he thinks it is posh!
Every time he sees me there he says, “We have to suffer
you and your lot on the television all week but you’ll
suffer like the rest of us today”. The next minute he is
all over me, saying, “Nice to see you here, son”!

But it is not only politicians who suffer from Mr
McDougal; referees get the same treatment. I recall a
New Year’s Day game in the Scottish first division about
four or five years ago, when Falkirk were playing Alloa
Athletic. For the first 20 minutes McDougal did nothing
but hurl abuse at the referee, mainly of the ‘f and ‘b’
type. After about 25 minutes, Falkirk were given the
most soft penalty I have ever seen. In the moment of
silence between the penalty being given and taken,
McDougal shouted, “By the way, referee, a happy new
year to you”.

So 1 do believe that professional sport helps to bind
communities. Of course, there are negative aspects -
crowd violence such as has happened in many countries
from time to time, and racism. But again, in the vast
majority of cases, the contribution of professional sport
is positive.

In Newcastle, where football is a great passion (and
I have to confess to being a Newcastle United supporter
in England) local industrialists will openly admit that a
win on a Saturday means higher productivity on a
Monday. Many industrialists and many local authorities
have recognised that. That is why they want to back the
principal professional sports in their communities. I think
they should do so and I would encourage that to the
maximum.
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However, as you know better than I, if professional
sport is vital to inspire people, amateur sport and
recreation is vital to involve people. Without amateur
sport there would be no feeder system for professional
sport. I maintain that a healthy sporting society begins at
the local baths, the local gymnasium, the local tennis
court, or the local football field. I know that many of
you have spent your working lives devoted to serving the
needs of local sport and recreation. I believe you do an
important job for society, especially for young people,
but I recognise that in your professional lives things have
not been as easy in recent years as many of us would
have wanted them to have been. As the local government
spokesman for the party, I do meet local government
pressure groups virtually every day. I have been told of
the difficulties that sport has in receiving funding from
central government, or the £60 million cuts over the past
five years in cash grants for sport which has been
damaging in holding back the development of many
sporting activities.

I know that many of you are alarmed at the
situation in our schools. The Central Council of Physical
Recreation has reported that in the past ten years, 70%
of schools have suffered a drop in weekend sports and
that 62% of schools have suffered a drop in lunchtime
and after school activities. I know that as school
responsibility has dropped, and in some cases been
eliminated, the burden for encouraging and developing
sport has fallen mainly on the local government and
voluntary sectors. Indeed, I see it in my own
constituency where until a few years ago athletics,
another passion of mine, was undertaken by nearly all
the schools in the area. We now find there are very few
opportunities for young people to take part, certainly in
competitive athletics, at school. The burden of providing
that facility has fallen on an amateur club, Elswick
Harriers, in the case of the west side of Newcastle, who
themselves face increased costs through such things as
the hiring of schools during the week for training. They
have also suffered in cutbacks in sponsorship from the
public sector because of the difficulties that local
authorities have faced.

In Newcastle we have had other problems which
have led to difficult times for sport. In our baths the city
council were faced with very difficult decisions in
recreational costs. At one stage there was a proposal to
close the main swimming baths in the north east - the
only Olympic standard pool between Leeds and
Edinburgh, in a city where we had Samantha Fogga who
was an Olympic athlete. When I complained about this,
after being inundated with complaints from constituents,
I was told that it was either the main city pool or one of
the local baths in my constituency, and that if I really
wanted to press the point I could take my pick. I was not
prepared to accept that dilemma and in that instance,
together with others, we were successful in avoiding
closure of the local pools, although they have had
financial cutbacks, and for the time being the city pool
has been saved.

I do not think that as a Member of Parliament I
should have to face that dilemma, and I do not think that
the city of Newcastle should have to face that dilemma
either. I would have thought that anyone who was in any
way reasonable in their perception of any kind of
civilised society would want to have at least one
competitive swimming pool over a 250 mile stretch from
Leeds to Edinburgh, and also have local swimming pools 

which act as feeders.
The same is probably true for many other local

sports. I know it is the case with some of the amateur
football teams in my constituency. There is one club in
particular which has eight football teams covering players
under the age of 18 years, and yet they have very
inadequate facilities. Although the local authority wants
to help them they find it impossible to provide the
additional facilities. And yet in that case there are over
150 youngsters training two nights a week in inadequate
facilities in a city which was riot-tom some 18 months
ago. And I do think that there is a connection between
providing young people with incentives to become
involved in sports and making them good citizens.

So it is not only the city of Newcastle. I know that
in many of your authorities you will have been told by
the authority treasurer that you have to make cuts at
present and that in 1993/94 you can expect further cuts.

I believe this is a deplorable state of affairs which
confronts us but it is the position, regrettably. Even
before the current crisis, before Black Wednesday, the
government had already made it known, through the
press leaks in July, that there would be public
expenditure cuts. Since then, as many of us are now
aware, there will be further public expenditure cuts
demanded in most departments. What must now be clear
to many people up and down the country is that the
people are having to pay the price for the government’s
mishandling of the economy, not just over the past few
months but over a much longer period. Sport and
recreation will inevitably have to take its share of those
cuts, and probably a disproportionate share, as I have
seen happen in my own experience in Newcastle in the
past. Indeed, as we meet this morning, the Cabinet
committees are looking at further cuts that can be made
in Department of the Environment budgets. I have to say
to you that asking Michael Howard to argue for public
services is rather like asking the fox to look after the
interests of the chicken community. Does anyone really
believe that he will save local authority resources? Does
anyone believe that he will even argue the case in the
face of inevitable hostility from his colleagues at the
Treasury? Does anyone believe that he will actually take
the argument to the government? Will he not be
preoccupied with other matters?

Funding difficulties will become even more obvious
to us all very shortly. As you may know, the revenue
support grant announcement has been delayed from its
normal July date. It has been deferred probably until
later this month and we expect an announcement within
a fortnight to three weeks of us returning to Parliament
on Monday. But I have to say to you that delay does not
convey to me any suggestion of generosity. But even if
a relatively generous revenue support grant was
announced, local authorities have told me of many other
concerns that will affect the real level of disposable
resources which they have this year.

There is concern that the transfer of further
education to funding councils will still leave local
authorities with overhead costs which will not be funded.
There is concern that community care will not be
properly funded and that local authorities will be faced
with the terrible dilemma of either cutting resources for
community care, cutting other services, or a combination
of both.

They have expressed concern that superannuation
costs will increase this year. In recent years, some 
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authorities have been able to reduce their contributions to
funds, because of the healthy funding of many schemes.
But as those funds find life more difficult, local
authorities will be expected to make a greater
contribution.

There is concern also that the recession is leading
to increased demands on social services, and the same
recession leading, probably next year, to a reduction in
the funds that will be accrued from the business rate,
which means that when it comes to the distribution of
that pool of resources, each authority will find its share
is reduced.

There is concern that with the troubles of MMI,
many local authorities will face increased insurance
costs. And now there is concern that all the indices, all
the calculations that have been made in recent months by
the various associations of local authorities, have been
based on certain inflation assumptions which probably
will not now be the case. Whatever the government
might say, history suggests to us that there will be
inflationary effects from devaluation, perhaps in the latter
part of 1993 to 1994. 1 know this will lead to recreation
departments up and down the country being extremely
concerned about their resources.

Three major changes must take place if resources
are to be restored to local authorities. First of all, central
government must begin to believe that community
expenditure is worthwhile; must recognise that in any
civilised society it is necessary for all of us to contribute
so that collective provision can be made for such things
as sport, and many other calls on local authority money.
However, I have to say to you that there is little
indication that the present government have begun to
change their minds if the speeches from the Conservative
Party conference are indicative.

The second thing that needs to be done is that the
tax base of local authorities must be broadened.
Currently, local authorities raise only about 15% of their
revenue from local sources. That to me is too low. If the
tax base was broadened then communities could vote for
the services that they need and demand, knowing that
there would be tax consequences that they would have to
pay-

Most importantly, if we are to be able to devote
more resources to community expenditure, then our
economy must be strengthened. Unless we are able, as a
country, as a nation, to build our economy to lead to
sustained periods of economic growth, then we will not
be able to afford the resources which our community
needs, even if there is a willingness by central
government or by local government to spend those
resources.

I know you do not want me to give you a long
shopping list about the Labour Party and all its proposals
on sport but I would like to say some things about some
of our alternatives.

First of all, the Labour Party, recognising all the
economic difficulties of the country and that resources
cannot be dreamed up overnight, does believe that
expenditure on community services is worthwhile. A
Labour government, as we made clear during the general
election, would have given a high priority in the
allocation of national resources to trying to improve our
community expenditure - perhaps initially, given the
difficulties in the economy, in improving some of the
infrastructure which is linked to sporting facilities. We
would have extended local democracy so that local 

communities, instead of the Department of the
Environment, could have begun to decide what they
thought they needed and how they could finance it. We
committed ourselves to looking at how the tax base could
be broadened - although I am not claiming for a minute
that there are any easy solutions to that matter. But I do
believe that over a longer period, with our policies for
strengthening the economy, for rebuilding manufacturing
industry, we would have been able to get growth rates
which were more comparable over a longer period with
the kind of growth rates that one sees in Europe where
there is very obvious expenditure on community services,
including sport.

But there are other things which a government can
do to improve the lot of sport which are not totally
dependent on large financial allocations. I would put it to
you that Labour’s record is well documented on some of
those issues. It is a record that I am certainly proud of
although I am not saying that it could not be improved.
It was a Labour government that established the Sports
Council. It was a Labour government that made the first
appointment of a Minister of Sport. And it was a Labour
government that introduced the 1975 Grounds Safety
Act.

We can also claim a good record of support for
major sporting events, such as the World Cup in 1966
and the Commonwealth Games in 1970. I do think that
our record compares favourably with the current
government’s pitiful support for the Manchester bid for
the Olympics, and, I have to say, for the unhelpful
carping at Sheffield City Council’s success in attracting
the World Student Games.

What does Labour believe needs to be done now?
There is a case for attracting major sporting events to
our nation because I think that spins off not only in the
sporting community of the nation but in the nation
generally. Secondly, a greater emphasis can be given to
sport for all - encouraging mass participation in sport
and activities, from aerobics classes in the local leisure
centre to orienteering events in the local forest. I do not
believe that sport for all conflicts with high level
competitive sport. In fact, I would argue that it
complements competitive sport. It often acts as a
catalyst. How many people started off as joggers and
ended up as 2 hours 30 minutes marathon runners? It
also encourages individuals - and importantly,
institutions - in the community to look at how they can
extend their sporting involvement. Women’s activities
should be given greater support and I do believe there
needs to be a positive programme to encourage more
women, young women, to take part in sport. It is no
coincidence that alarmingly high statistics published
about the incidence of smoking among teenage women is
related to the absence of sporting activity by many of the
same people. If we are able to encourage more women
to take part in sport, then not only will they get all the
benefits that the men and women who do take part get,
but it will also be good for improving the health of the
nation.

The system of local management of schools needs
changing, especially in relation to the provision of
recreation facilities. The cunent structure and mish-mash
will not last the test of time. I believe there will be
further changes to it by whichever government is in
power. When those changes are made there must be
statutory provision written in for community recreational
facilities.
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There are probably many other suggestions I could
make - such things as improving the Sports Council
funding, encouraging various public sector bodies to
make better use of the facilities they have, although I
know in the case of baths management there is a very
close link in most areas (and certainly in my own
community) between the needs of local schools and the
needs of the population in general. It does seem to me to
make sense not to duplicate facilities but to try to
improve facilities which can then be made available to all
sections of the community.

I have been pleased to be able to address your
conference today and I look forward to having further
contact with you, to hear from you what you believe are 

the priorities for sport, and also perhaps to hear what
politicians have to say about their plans.

I hope I have made it clear that sport is an
important activity in our community. As such it should
be properly funded. The current government will
advance many reasons to cover up their inability to fund
sport properly. I put it to you that there are many more
reasons why sport should be properly funded. It builds
character; it encourages fitness and health; it helps bind
communities; and it provides immense enjoyment and
entertainment for millions.

I wish you every success at your conference here
and in the coming years, in your endeavours to meet
those goals and others.
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